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Dear Reader

Jr gines me great pleasire do returw fa pou with the mext edition of Dnder the Rommet, totus consulting s
research-based journal and plasform forihought leadership

It is human vature to see the enemy i Being out there.  This i equally true with Organrations,
Drganisations haoe aliways kad some exlernal eneny fo battle with, or af least wo they thoughe. I8 was
the licenee raj, the frade wnions, the FDI theeat and the compelition from China. The lates! in tee list
i “skills shorfage " or the mued-bendied “soar for talend ™, It deenis a5 sary ai the “war on terror™,

Inall this fuss abowt skill shovtage, many srganisarions eve failing to pay atfention to the probiem of
managing the falent that is alveady there. There are oboiously several challenges in the management of
talent iv Frdic and we kave covered many of Hhem én our prepions dsoues af UTH, Tr this ivsne, we deal
with whai J sonsider ane of the et contendions amd sofaiile of all. This edition of UTH which is the
reswit of aver g year's vesearch ou the rubject aitempts to understand why the diffeventintion of talent
n Fufia is such o huge challenge and mgonizing fowrney.

1 do hope you find this fssue mirroring some of your uwn challenges. T also hope it docs offer you a
Ranle fo decd it h them more o fectively.

Asadways, we wonld be delighied o receive yowr comments aud ferdback,

Worm Regards

L
< 4
anesh Chella

“Lindder e Benrer b3 guanarhy jumal dom inius consibng ard & diaribsterd in aur Clers and the comminiey of Sudnes Larbes, CE0 sl
HR prubesinnis.
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“Differantiation is the mother's milk of buildng a performance culture.”
- Larry Bossidy, Former Cladrman & CECL Howeywol! Inserustional fac.

DIFFERENTIATION
OF TALENT IN INDIA

CaAnM WE MAKE IT SUCCEED 7

“In the past, semesne without the "right” gualfications could seceeed, theough an apprenticeship or by working his way
up from the shop floor. Today, thet is becoming impessible: we are creating sotieties in which the sheep and the geets
are marked for fa in their teens.”

- Alivan Wlf, Proficons o Manugewest and Pl Gevnpe, King's Coflgr, London
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Introduction

AP

nal Story

The year wis 1994, 1 was the head of Compensation jmd

in an L Bank. It was

appraisal time. My manages, the HR Director had just returmed
from the mansgement commme: meeling that was convened w
g process for all a

cerain level.

My masager walked up 10 me quite sheepishly and handing
o & piece of paper asked me o per e cmpover dalsbase
wpdated. 1 looked at # and found dhat it contained the forced

What i differsorianon nrulem I|1 abour? Whas is the
India? Why & il i help
manage & any hesier? I there lite beyond differsmiaion” These
nc st o the qpoestions we will Iry asad answer in this Fssw of
UTE.

Acconding u the Websser's dictionary. fw diferensiase is to
comstitute @ differcnce beween, o perceve and o the
ilerenos of o btwece: o discriminate,

My heeart sank and | was filled with & rege of emoiinns - sadness,
mw and nisuwomm.m Bly suanigir ibd e it 1 deservid

e reat of e e, nwmsnuh-mmnumm
s It was the s of unfaimess, the sense of having Eiled,
the sense of having been judped unforably. the suless that
bard work was not imed. | lefi the Bank a fow months
thereafier and joined an Jmilnm Mm |I|l was seming up &
green ficld i i i

“The year was 1997, ]midjud,ped “The Best Masiger” of
the year in, for
w0 the Retall iniciative, | was ehlﬁ. thrilked and wuched ar the
ol appreciation of sy effart. 1t was the satislaction
that all tmy hard work b been recognized and that 1 was singled
oot fior this distincrion,

Thie year is 2006, We were vt by 4 liage idian comgany
ta help themn with the pnn!urx’milgil'lnmllm wrk.

adopt an Inclasive prosess.  Afler fevem] weeks of discussioss
with operating mnsgers asd individual emplovess, exernal
benchmarking and large
#roup worknuts, we came up
with & process that we

As much as differentiation leads fo the

is the process of
discriminating between ar amang people hased ca same
predetemsined crileria.

de wne mypically differentisted on the hasis of
performance, poteniial, tenure, seniority. cricality of job,
specializationaf skifls and soon.

Differenliation farms the basis for docisions feganling
increases, a wide range of rewands - shart-term and Jomg-term,
carcer progression., cligibiliy for leadership or ather coveied
positsons and for the confement of ather specil privileges sad
bemits.

What is centeaf o the philosophy of differentiation is the
approach of assessing peramance an o nelatve basts,
camprton Ak kry| o e i s o

against pre

s illustrsecd in the mind map, differentianion is bsically &
means of managing oulcomes which could be meany. The
criteriom s typically performance
o potential. The mechasism s
ypically & system of ranking, or
through manidating a certain kind of

and tramsparent. We believed tificatis i Iy forced distribution. The
that we had crossed the “I's L on of ers, it feads to comparison s within or across
and domed the s in its the identification of losers eams, functions, divisioms or the

implementation. Even as we
waiting fioc fisal word

that it was all done, we were

sl it it was shehved becanse the masapers were umsilling to

implement it

Wlcsne o e workl of Aiffervntiation?

Eampkoyees are ot sure if they wam it ar not. They Tike it
when it s good for them and hate ® when it is bad for them. HR
Pr—
it CEOs balicvs it i good foe he organisation but would like HR
0 et it dome.

There is nothing else i the field of buman resources
management that evokes as much of 4 cockiail of emations as the
et of differentiation docs. s £t # is this diversity of views
and opinions, diffennces in perspectives and imerpeetatioas that

entire m;unuum. narmally by
evels of i
omnlullons adapt
u.l‘rmmnmmnw typical cincumstimces:
1. When they have 1o find a way of distributing a limited
M of rewards among & groep of eligible employees
suchthat the ot riloious gl the om's share.

those pecple who hnlimempmmniﬁerﬁlm
pasiins and in whom ey cn make o sgflicnt
ot of investment far developsent.

As much as differentiation beads o the identification of
winmers, @ wso leads to the ideniificarion of kosers and their
eveniual separstion from e organisation.

fhat seesmes 10 necessitase the Inveilvemest of the CEO and
HER w0 drive differentzation is the beliel mnd expericoce that, left
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T il Itlihlnn\ad il

masagers are content with

‘om absolute terms and therefore do not raise the har, or just esd up.
by thelr team members in the

imerest of sicuris in the shurt ram ox cven b f

Mace. As g resull, for e fist time, de ks shifisd Tom
intermal equity bo external equily - from scross ghe board o
!de:ll*md! “This sowed the seeds of differentiation ina real

w.m the increasing dependenie on performance

s unaaid moc, scmmmed i the sl proceas 1 thad e
dlnmnllmlon akecision is communicated s e person conserned
St U ks kbl il I L 1 S

erentiation a:

The process sl practics of dffcrestiion formally case 1
India with the enery of multimaticnals into the couniry.  These

organisations had been procticing differentiaion in their bome

commtrkes b an aleost mechanical way over miamy years for twe key

PSS
a. The cancept of meritocracy has bren very central fo the

weay they beave mamaged things in every sphese af life.

B The econamic pressares of havisg 10 lléé e Mllw

semall budget

sstems 40 mot caly plan and sscure performance
but alse take pay decisions, it became necessry i use & more

I a culiure like ours where giving a1 very ke rating is
generally considered a blow to the morabe of the coplayees,
Mmanagers prefesred po give ratings that made the employees feel
poodd, A orced distribueon sysiem hecame necessary singe it

pecpbe and bring put the irue picture.
Empmyu satisfaction surveys have always pointed out dat

feel i and
dl)llumted from those m thwir rlnk: who ane clearly lwi
lewvels. retaining and
good perfoamers, have had 80 use
s Form o i retiation,

typically Found it Gff
hie poer ar marginal pmmurmummmmnfmpm
nrganizstinn using waditonal perionance apprkal symens.
sueh snumma the forced manking system serves a5 2 kool by

ria nocml for peuple m ecelve » 2% 80 3% mnasl ine
aand o Wany (o050 Peceive & raise atall

forced in ideniify theis
aned'ﬁeulw ‘abjecive, unbised ind unesnosianal manner.

that have 1 work (n v
realiie the woed B0 raise e bar of performance

The ety of 1
new set of mukinatomls namnally led to the spinling of
compensainn leveds in lada. Indian Crganisateoss shat were Jet

within. This cbiously mean tha the vast majority of this sl

with Itle choics bur o make 0 SRy

m]muhmmmmhl'rmumpwnm
those employens who were comparable to the market in the r.m

some system
of di Tlion is s s necessary to mdue @ sense of
hexliy and therety enhance the keels of
perfarmance.
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India's journey towards differentiation

The sublject of differvriation i iirly new o Imfis. While the
peactice of differensiation ks been prevalent i cue form ar
another in pockets, the drive for its widespresd implensentation is
a very fecenl phenomenon, The busimess requirement oo s
systemati: implementatice is also a very recent one. | fct, the
drive for diffesengiation in India has been a very neactive effort.

The pre-1991 era

W all ke whias Duasinss in India looksd ke before 1991
Afuch hiss ben writtien abwut it The lack of pportunitics in thi
labour mar pay. =mp|n;u|gd HE

a for intereal pariey, of the need for
sgnificant pay incresses sod e laek of significant carcer
devehopment opportunitics ciier tham routise lime based grade

wans horwever still aaibe reactive.

The post 2000 era

By 2000, the concepl of differentiation of pay bised om
performance was well established though not well sccepted or
wel enseuted.

Tiuday, veganisations e oo beger having 1w explain or
justify scticms amound payisg for perfarmance.

The mewt big haitle of differemiation thar most lage
anganisazians have w grapple with s i M with nmerux.mu
Tirom & cances p il i
hired i large mumbers o the past Scw e, they realise dm
nat all of th
Coming. I0¢ﬂ“6 with this reality Ilﬂﬁﬂl“[ "ﬂ n m & visrant

umm. the reality is that in srying w create = egaliarina
have given emplmvess the

there was i
I'hg (ml)l CCCasion  whem  Organisatioss  practiced
whets they haxd iy the 50
caied o wood” for considerations of casts and hiad o sepanate
them through cancfully craficd Voluniary Separtion Programs.
People “chosen’ for sach “volaary” schemies were through &
wertain comlentious process of differentiation.
1t was alse the era. of significamt union activity. Unices ko
alwiys esposied the cause of sncialks rinciples and have shasys
winlaingd dat e only te Gt and objective measures of
differestiation were a person's date of birth and date of joining.
The: rest of the wark was Left 10 the comsputer program or the time
fTloe elerk as e case mag b,
s,

impression that opporunilics for growth s limiess and that
thiy el comme by the wary of all those who stand and wait.

While the problem of scale and the sccompanying pressure

are placing pressures om

dlﬁmnll!mﬂkﬂﬂwmmlmblmum! for the more traditional

rusinesses, their stage in the business cyele is placing a different
sen af besiness pressures 1o differentiate.

Clearly, uu-mm in traditional businesses who are

cline ar just need o

cmwlmmwiwlmhlsmlnwdmm-ﬂ

ks warkforee) are ez Treshy alent
and e skl 0 e such competition. This abviously means 2
shift 10 exterml equity. They realise that they can pay market

y ol the
e country, few through the direcs route wd pehers throssgh s
weabares, They Bad the need to start and ramp up Gster and

i y 0 thase with the skilis. They stso realise the need 1o
urgently drive 4 sing performance calure wilhin their
anganisations, upmu, amung employees whe gnew up in the

P strategy. This
period that saw impay si was ingelin
the tadent fast. As a result the Bomss of inernal parity were

The labour market tumed vibrant and in fact rbulent and
compensation levels in India grew so masch the regicoal levels st
Best in some pockets across crgastsatkons and definiicly ai ihe
lesdership livels,

Whes: the first commection ook place post the ssock maskes
scam in 19956, for the first time, organisation woke wp 1o te realay
o g b0 pet bang lorwct Whllcm Jevels wers conlinuing ¥
anm; boul across
the board changes Ihﬂ!wunnbeppeﬂ!mndmd
cnsuring differeniiating i pay.

It is i this contest that organisstions sarled fasing on
evemnal qurity, job fmily or position hased compensation
imcrenses. variable pay programs that pegged pay increases
cegusation and individusl performunce s fnally shaper
perfirmance planning. review and assessament systems. - All this

pre ‘Thee cmly sobetion im sight seems (0 be &
Veryslwdmeordlrfmmluhn

Tir mamage the situatson in the short run, Organisations are.
creating  parallel pay smaciure o 2 shadve pay sirucsare to ke
cane of atracting takent until suck time the existiog tlent i in 3

rv reealitiaes of work.

s e
lsbour markei deve up the premiem for good mlem,

are respanding in sgual sesnumgly
merenary appriach 10 drivieg Efferontiation hand. il

Clearty, differentiarion is Mere to stay. i is o tap of the agends af
buriuess leaders in botle taditiows! and modern businesses.

Witkout differestistian, argantsarions weald be sadsled witk
inefficivney and an anificial sense of epslleavianism. What i
crtticad {5 5 axecunion fn a5 poluless 0 mawner a passible.
However the seareh for suck aw apprepriste Indiow el
comtines,

"
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idess that mast In Tinadls
mewd 1o follow sonws form of differentzation or the other. the
akility of the organisations themselves o make # work and the
effont required 10 make i work seems quite vasied.

In o expericncs, obder onganisations with a siablc
workfiorce with a long history of woeking relaioeskin, an:

)

mnmy newer ocganisailons with u workioroe whose

maurity devels an: quite Jow and managerial skills are nol well
wdimg il e difficult io mak

work.

Mulsinatkomals beve obwiously foand |t caskes 1o lmglement
differentiativn. compared o Indisn ongmisatioes given the ol
that it is seen as a global practice and as something that is Boo-
negntiahle. Penple abso seem 1o accept it & & pan of the deal of
wotking for s MNC

Therefore. the current situation in India is by no means
unifisems. This is reflected by the varied voices af the practitianers
of dilferenaisthom, We were shle 1o plck up st least thee distine
v gl o

B Diferemianion o5 alive and Kicking aud i tee eore af
‘our peaple strategy
2. Diffenimiianion it o struggl b is om our aginds sid
i
A Thers is just foe mimeh organisaiion smergy speml o
st worchaltihe efforis et all?

T crar s ing we hawe pe

il the theve scesarins amang our clieses. The qumnn is really
about where the vast majority & [n our apinion, oaly a small
minority of organisations has
mamaged o acoept and adopt
differestistion. 55 3 way of
coaporste e,

The vast majoriey is im the
second and the third situatian.
While they know that i is the
“right™ hing 1w do for thes,
differentiation i will a fr cry.
They are cither far from its
concepiusl understasding Or are
driving it in the most bartsr:
mammer that creates a blood bath
in arganisations {and this is not
8 cxggeraion from what we

have seem being prisctaced)
In shar, emgikopees Bl it
mmmgers and leaders dread it and HR drives it

we Wee {0 rage orpanisalions an & scale of 180 1), unumng
Iow and W being high) on heir reafiness w practie
differentianion. we would place st of thems at a 3 ar 4, Thar's
the state of affairs and also the severity of the challenge ahead of

There are at least four isaues that are cusing coscern.

4 . ———
Im’—mm—“—mmm—m—m.. 1

In the past, arganisations had & clear masagement and non-

masagemem divide. While the mm-ugemm employees
warld o intenesl equiny

content with a very “mo frills” cmployee value propesition, On

the other hand, while the management staff had a much richer

emgpioyes value proposition, they were also subjected 1 all the

capitalist prrinciples of meri and differentzion.

Many of inday's organisations an: however classless and
egalitarian, mt least oo the surface. As a ressh, we now have the
onesous sk ol prcticing differeriscion acoss the entire
porpulaticm { & pood part of whom in e past woakd hive beon past
of the unicaised o g o and werld not have
been pare of the popalation for differestiaton).

Having siemgocd 1o bodd wl s egually amractive cnployes
walug propusition for b e nnl beimg abe o deliver om it
in hand The popular
term forshis I “managing expecacians”. The echaical e for
this is “dfFermtiation’

Managing such a large population in i=rms of pay aad eareer
progression hiough principles of dierestiaton s no proving
am gasy Linsk, This is espucaally the case in the service mdusiry
inchuding banking / msurance and 1o some extent in the low end
ol the ITES and BPO indusiry.

‘While ons may indeed claim viciory in thear
sy dlrlgmmmle wlem, & is fuirly evidenr from all
sl magoriny of enploy ally o8 the: 0

- § year experience group are

quite  dissaisfied wah the

In fact, quice ofies

Having attempted to hold out an equally iyt Popp i
attractive employee valie proposition for
everyone aind not being able to deliver on it
in good measure, we have quite a
challenge today. The popular term for this + The performance plarming
s “mranaging expectations . The fechnical
term for this is “differentiation ™!

with the hasis om which reward
decisions are made rather thas
s rewards per s,

perceive the
prexcess bo be unfai for several
prem—

process s ool pobust im
they

are being measured
against.
»  Others belior that the yand siicks for assessment are
subjective.

*  Mast mporant of all, they are unhappy that they never
feadbick about it

The

witl their imabilany o aceeps the process of neliive caing of
performance. They maintain that the circomstances under
which they performed wers indeed unique and that the
process of bunching  chem with others s not fair and
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3. Manager inahility to have the conversation

This: inability of employees va come to terms with the very
process caly gets further aggnnated by the fact that many of the
managers themsslves do not neesssarily beliove in the process
and Iiunlmvdulllllelnxl'lllmmnhea work

he pspular pamu i e b e o serd o e e
o e ystim which they claim forges them v do whi they are

More imponamily, managers are seldons able 1w musier the
i COATOmE (OO perfoe)
a spude. The issue is much deeper than what can be solved by
giving them performance counseling skills. The issue relates
emintiosal coamge. | have personally seen very few manigers
o kit pesgomsabilily and st # well

4. The use of “force” 1o achieve the goal of
fierentiation

Given the resisance from masagers and the pressurs from
cmphoyees, onganisadions cnd up having s resart o ‘dorce” i
Mk e process work,  As The very senms indicate, “foeed”
ranking, “forced” distribution are two of the most popalar and
notorious means deployed to achieve the abjective.

Thee comsequensce is s the fioree niskies the entire process
unplesas. Feom the process cwmer'spoint of view, there seems
i e il do
iton sheis own. However, from the cmiplogees' point of view dhis
Toree seems o go against the grain of everything else that the
arganisasion says and does.

Differentiatian - Is there something to learn from our education system?

Many have asked us ta explin why the sme indwidkal wha for 20 years accepes dffereniacian 25  reallty In the educacian system,

warts to fight & the day he enters the arganiston We

Education

e ara claar about the system af gradis and ranks the day you

emerthe

what skgniespase’ il anel merie”

0 find Maybe you have to add!
Industry

Numlﬂmmuwmmwwm

ae overboard and sy all dee ocher

“fine print” that the manager will talk

abaut.

When you are In the edecacionil instioaion, you scoaly look

che it sz and s an, Campetitian is seen s the ife bloed of
the system and s ancouraged.

Drgantation ik abos tam work, coaperaton and s an,
Performance ratings are confidencial and no one ikes o alk
abaut hiz ratig, keave alone putsing it up on the board for all 1o
woe, Competition & seen s bad.

He hes ne stakiss and is sat an “interasted party”. Ha ertaingy
It Playing God*
Heis i fact quite selfiess abos hi role.

Plangers are searad to diath ot “pliying Ged”. Thaie

i serious suakes in
d:mw(mhmnhﬁdnnm
deaply finked

&6 wam parfarmance nd Masagers tharalors hava & salfish
Interest.

The syseem & seen 1z too lege, tao powerlul and beyand
regotiation.

The sptem & sen 23 negesiable with ampke evidence of arm
#wnding leacing to favaurable resubts.

‘WEven you are a smudent you beleve thas it is ok oo be judged.

Geeting 3 job is seen s having “srrived ™ and mony believe they
rre dizres to b creaced wich respect and dignity which slsa
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Is there something about our culture that inhibits us from practicing differentiation?

Many bukina thae the cubura of dilfeseneiatian thriv in thi Wit
Becaune theic society strongly believes in the philosophy of

differentition for canturies.
1F wee look at aur scriptures. we find that thare fas alwars been
based an abikeies and traits bebeved to have: beeny

¥ p
‘waty children are brought up.

e e

gerung

Hewas

jarticular find & dificuls 1o accig diffrentiation & a cultes and
praciice in wvaryday We This they bebeve & bacwse s are by
mature “high contest™ in their cultural orienttion whereas the

e

e an of & ‘wran by
warn niot. known, However. the techer Hirdrusaty Gautama
appreciated his smplicity and trutiduiness in speaking about his

westarners ane sean 1o e
Wha this really means Is that Asians actach a lat of meaning 1o the

iehough
there was no esidence that Satyakama was born from a brahmana

coenexnal elemants in the way they
welati - thay ook 4z who sid things s resd betwesn the bas -
wharms tha Wasterrees go pursly by what is said and arach stk

perceive and

famigH
“this sererguh af his beahmisveal charseree”.
By tha samu tokee thers is ample wxidunce that pacpls ware

2 presam on relacianships even # it comes in the way of geting
things done whereas Westerners tend be able 1o separace ssk
requirements fram their reioeship reeds.

It is atvo bakeved ehat Indians have a high need to ba nice with
st fred i ay e
relaticnships might be adversely affected if they el people “as it is”.
They carry guik aboan: weeding out nom-performers, because jobs
are nat easy to come by and che curse of tking away someane’s
‘ivelihocd & seen 1o be too severe.

Thase are the ressons seributed o the Indian managers’
rablity to diferantist betwwen their srplopess.

Same af the profesianaly we spoke t felt that performance
diferentation warks quar wellin ather countries. They beleve that
this & because thess countries Bave a serong culure of system
coedormance and greater cransparency both of which enakied their

based on ther caste. +is 2 case
inpoint.
pracrice

A parsen's pashien i the arwy, incheding thar el the
commandar wat based o hew many warriors he had faced
simukanecendy, in the past. For example. there were positians such

Fi war 0 present.

day
The practice of swaysmvara s ancint India & yet another

Therefare, histary telly us that in India diferantiation was based

traits ar the ahikoy af the

gur or the leader 1o
and drectian accordinghy. It & eréarcurate however, chat i lndia

WWest, pecpla are sbiu 1o draw clear baundiries betwean tk and
welaticnships.

To ot & prasant duy parspective of difaremiazion in India, you
enly need ke, tha fists, the

o

Anather opi P

s betmer option.

We attempeed to understand this berer and spake 1 a wide

e based
en gradis and the spacial groaming thay receive in praparation for
the competite exams and 5o on It would be very hard ta sy

‘that

itindesd Al things considered, Indians certainly have the cultural
P w fatian, Citing excuse for nat
Ot ke 10 | o " i A
Suggest that Indiars heve been gquite adepr st pracricing -
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Why the subject of differentiation
is so contentious - the four logic bubbles

W da realise that differcntiation i impostant for business.
Businesses cannol sffond 1o carry everpone alang or esp

mamEpers b they
meed to pick their wimsers and deal with lgggards. Even
employees do ot publicly pppose differcmision. They will
vy sgane i seed =y T they suppan mevios oy and wiald

meritocracy, Michacl Younsg brings a humsaisic perspective
against meritverscy.

Again, while Herbert Spencer’s argument on Social
Drarwinism alizmpls b extend Darwin's "survival of the Gilet’
evolutiomary theary s society, Carl Rogers' farce of life view
argees than every individual sirives o do the hest for bimself and
s indocd cagabile of doing so.

These foer views. while not nesessily n'p'pomlin cach
and distisct in their realicy

Hwing said all this, we realise thar the progress in nesdead i
implementation i rather weak begwse of e very sanire of the iro Tuwd‘“:hw;lmkh
subject. 1L seems 10 g beyond bogx: i reason and soems so oy
ity laced with emtions, social and alural connotations, T
Mare Imponmlylmnmmb:ﬂm Iealngical differences. lack Welch's Vitality logic
Ill'lllnrl'll [l
see the saluion In [Ichr‘- I does it leader votary
take intn ’ i ical and supponer of differnrision tan Lk Weldh
il b b ive In Clal scise,

differentiation is i delicate am issue for organistions i India a3
religicus talcrnce and cqeal oppocamEy i i the couniry al
lasge.

A comsulting compamy. w taerefan: decided b go heyond
systemic sabutions and iry and book ai the sabject fom a rnge of
sacial, hehaviours and business perspectives. In other words,
Barsow g phease from Enm de Bono, we siempond 10

anderstand the “ag aroups
A logle runmu relers nm Tl of pesceptions and
This was an idea

de Bnmsn;;!ladmvyym agn in ane of his books. The bogic
rabible comcepd is mare powerful than just asking peaple w focus
om the neasons behisd the action. It is asking peoaple 1o consider
why 3 particubar paint of view and even behaviour may indeed be
i.lwimhlemdj\miﬁuﬂwhlprm.

In odber wards, differest people have differen views about
differentiation based on which they act and react in 2 certain
manner. To understand and appeecise each of their views and
loglc tuihitles.
Afier a ﬁl( amount dlts-ul\h -rjmmd in Unlh b»lu.lk

four distinct logic b that bear rebevunce 0 u|=

Philosaphy racted inpersonal experince

Jack Wl

his br_mcllcr book became the evolutionary poani of
differemission in the cormarate workd

In 1961, hd“thhummuUE Rt 4 year a% am
engineer makimg $10,500 when his first boss handed him a
0, (HM) raise. He was okay with it untid be found out thi what he
ot wies enscily what all four of is colleagues sharisg an office
received. He thought he deserved mese than the standard
imcrease, spoke 1o his boss, found the discussion going nouhere,
Telt frastrated i started looking fof ssother job, Just as he was
aboul o keave Bhe Gily, his skip-level manager. Reuben Guiofl
called hims out for dinner and made & kard pich 10 retain Jack

By pulling mare miney <n the table (adding SI000 10 the
SH000 raise), by amd more
10 keep the h
cust o s wa, Guwﬂmdlmk Welch that he mﬂywmt
Gutoff”s recognition tht ke considensd Fack Welch different
ani spesial e a poserful impresioe o bim and Jack Welch
since that time, & s past

hargh their views wers nal in the direet context of differentiation
{enwept Fack Welch). What makes the stody inte resting is thal each
of them is on a different plase and represents a diffenen
imensscm of the sabject of differentiation
e forur mem with i respective ogic bubibles are:

L. Jack Welch's vitality logic

2, Michas! Young's amti-meeritocracy kgic

of how b mussaped. Hie claims that the standand raise he gol over
P ke, = ;

Acconding 1o Jack Welch, “Dferenriarhon is ol about belug

Dushuess, Some comerd thar differenriasion s mes - Bad for
smvorrafe. They sy that ciffierentiof treatment ermdes the vy fied

4. Carl Rogers’ farce of life logic

Yo will notice that while Jack Welch hrings  sirong
business case for differentistion by faking he plen of

of . Wt in oy world. Yoo buitd strong secams by froating
niviahurds differenrly. dens dowk ot e way hasebal! reaves play
Hgase winning piichiers and Hhplas home o Biters. The
refafve conributions of those plrvers are asy o measure, therr
sals fump out ar yow, yed hey e sl part of the soam.

w
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LOGIC BUBBLES

Everybuady's pex to feel the stoke in the game, bt that doese’t
an I .

Tk difscansaion sa't 3. F
uc of he
hadesding 2o e chim. o-muu,em a:mmm

The Vitality Curve

Eviery year, GE's basingssus wang iwshod 10 rank all of theis
top ewcutives. They had w0 idemtify the people in their
ganizations that they considered in the op 20%, the vieal
e TO% A finally the bottosn 0%, [f there were 20 peapls
o the ransgement aff, GE wanted 1o know the four in the iop
2% and the two in the bottom HI% by name, posilinn amd

T under

ek Wk conceded tha ssaking these Jodgails wis ot
sy, andl they were mot alwans precise. Bul he alss believed that
companies had 10 compromise on 3 few stars and o few late
bloomers, but ihimsaely siood & good ehance of bulkding 4 all
SLAr Deam.

Jack Welch believed that when practiced year after year,
differentiativn raises the bar higher und higher and increases the
overall caliber of the oeganization. GE saw this & 3 dynsmie
process amd s ane was appaneily assured of staying in the top
group fonever. They had o cosstantly demonstrate shat they
desserved 80 be there.

N Jeader enjoys making sough decisions. GE comstantly
faced severe resistance from even the best people in the
organization. Jack Welch had d with this problens
Dimself, and bas often been gailty of no being rgoross enough,

I his warrdds, * This systews fike awey other fos ity flaws, Mml\fnlﬂl
e As is ome of the treats of mameging. Everyane exfovs doing

Developing and rewarding the vatarible keeps in the widdle
A% pase e difficuly, Deallng with the pomom K% i
sigher.~

Accarding 10 Jack Welch, performance managensent bas
een a pa of everyone's life from e flrst grade. It stars in
prade school
fontball teams, cheerleadimg squads, and honor sacieties. B
apyplies 1o the college admisshons process when you're accepted
by sotne schools A refected by ohens. There's differentialon
for all of us im our firse 20 years. Why shodd it stop in te
wnrkplace, where most of our waking bours are spent. he ks

Michael Young's anti-meritocracy logic

While Jack Welkch strangly argued the case af differeniation
o builid & culture of merifocracy, Michael Young angued sgiinst
it

Accorfisg w0 Michael Voung, who coined the term
meskocracy, the cenral criticlsm of mersocny was that a
system i which secial position is dewermined by objective

I s 198 bessedier “Fhe Rise of the Meritaceacy ®, which
s @ sarirical Wsary ey BTk sactery from 1870 o X33, Bemg
argued that the moddern schoal sytem established o pecking
arder that was even mare divisive than she ofd cless system
case b dtvided peopte by Ighinsiad of By weath,

His wiew was that 2 meritesracy simply produeed a change in
the pattern of inequality and yet in the end, a fundamentally
unequal society remains, He believed there are certain beman
rights that shouldn't be distribeted on the Basis of merit These
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care, edugation which
Luh’mmnthmmmlymﬁblrmdwn:h
Vo mesa the e “meincrcy ™ ol ards an

0 s
imalividhal p:wlc |rn»bs o Mhir e, 1L is e opposite when
thiose who are j

wview about the rality of differences and the legitimocy of
penmatiEg the survival of the fitlest,

Social Doarwinisan is a beliel which states that the strongest
or fitest should survive and flourish in seciety, while the weak
and it should be allowed 1 give up the ghost, The theory was

fnew socisl class without mom im it for others.

SABIY af @ convennional Kind, wikoh ssed o b dismibured
dehween the claees mare or ey af rowdom, oy become sch
mare highty concentrated by the engine of education. A social
rewlution has bew acconplished by hamessing sehools and
it Tor e Ak af sieving peapie accordig o edvwearion's
b of vafwes. ”

“Witk an amazing bastery af certificater and degrees ai it
ey, sruciatiin ies ot it gead of apgeoval o @ sisorsy, and
ity sl of syl om the s who Sl fo shine from the e
ey e relegated to the botiom streams ..

Vourg in meriincracy,

e mueh more entithed mhr Privikpes they njoy. This brecds
damgurous armogance. “They believe, as more and
mwagflhrmmmuwm shas shir Comes

chigfly Hirbert Spencer, 46 an ethical eory. Not
oaly did be mention that survival of the finest was natural . but
that it was abso morally cormect. AL various times it has also been
used W Jusiidy Iaissez-faire capsalism, recisns of imperialism,
Tied i Social Darwimism in the late mmeiventh and varly

The Origims

The werm “Social Dirwinism® sl was only coined m
1944, when the American historian Richard Hofstadier
published a book emitled Sovial Darvinism in American
Thaughy, Historieally, proponenis of Social Darwinism hive

Social Durwmlsm .m:ppnmdu theary of siural

e ity own werits, g ey deserve whateae i can per.
They i b dnsayffescebly somug, musch sese soethan the peaple wha
e shey b xciieved mhamcement mm.wmmmrw
becouse shey were, ar somebok’s son or daugleer, the
Aenaticiaries af neporisis. The nescanrs can gty bl
ke bearver secrvality o thete side .

Conversehy, the underclass in a meritocracy is made 1o feel
moee deserving of their misforrne. This hreeds hopelessness.
Yot sakd, “Ur i3 horved indeend i suckery tar makes so sk of
meril 0 be udged as Having mone. No undevclass ha ever been
detas marally saked as that.

I & ageech “Equility and Pabdie Service™ published in
September 2000 by the Fabiam Sociely (www Tabian-
sociey.oeg.uk), u.dm]mu-muh.ugnummm.

“Were e to evnluae people, aot oy accornding s telr
Fteitigence and their educatlon, thele pocipalinns and ey
e, bt according o their Gindliness and their consmge, fheir
Fmaginaricn amd ensitiry, teir sympanty ard generosiry, dere
il B oo asverall o thee Sary wie Rave gor e f.
Wl ol e e fo sy TR Thee Sciemiied wa sresior & fhe
porter it admirmble qulites as a fther, the cl servast o the

shailsar,

A pluralistic. society wowld alsu be @l sociel. i
wivich imiividwal differemcer were activedy encownnged s wel! as
pussively tufenvted, in wieich full meawisg wis ar st piven o the
aigniy of wam. Every duman being would then have equal
Ty o daelyg b ar ket e special capeivilies e
g a fl ife which e o @ moble 1 e fo the benefit of
thers s well as the e

The wnmllmdulm Wining's phiosapdy | tat whit
i considered as meritocracy ol a certain point in time beoomes 3
right and privilege and sacial class over time and fails s be merit
amy longer. He alsn advocated @ msch more inclusive socleny
wlhers crenyime was respectia fior whioand whak e or she was,

peoditical s, In its shengiest
Farm, Social Darwinism Mlm the masera of “the strong
sarvine” inchuding im human issues: Scientists and evalutionists
eainain tha this tion & omly ¢ based om
Darwin's sheory of namesl selection. They admit wo an obabous
parallel between Darwin's taeory of Navaral Selection amd
Spencer's beliefs. Accarding 1o Social Darwinism, those with
srength (economic. physical, wchnological) s those
without set: desgind for atinetion,

n——— N

the world, there
I-u\:nmer miore complicaned ones. Thioghous hlssory fiaas the
weak species and races tal died owt or were exterminated, with
e repanded as the premtest race because it had an attitude of
saperinrity and a will to coaquer. Although Social Darwinisms
was highly influential M the beginning of the 20 cennary, it
rapidly loss popularsty and suppart after Workd War 1 (1914-
1918).

Dxesplte the fact thar Social Darwinisos bears Darwin's pame
and Darwin's works wen: widely read by Social Darwinists, the
dheory also draws om the work of many auhers, inchading
Herben Spencer, Thomas Malihus and Frascis Gahion, the
Founder of cugenics. However, Darwin dissanced himself From
Soxial Durwisism.

Positive results

‘The belief in thi:

& Thscouraging wanion handoass o the poor, fivaring
st prowiding ressarces for the Filest of all walks ol
lif 10 wse, or choosing specific, geninely deserving
penple ks recipients of help and seppor.

o Seming up hundreds of bl insintions like
wmiversities and brarics for the benefit of thase who
would choase to il themnselves of sach resomnces.

Some serious demerits

y & have
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» I makes the fly assumption that what is natural is
‘equivalens o what i morally comvect.

@ The e his negaive implications for el peogle
becimise they consider il a njection of compission and
social responsibility.

= For many polickal scientists, sochlnghsts, and mitiry
stralegasts, this stewin of Social Darwisgem jwstificd

a3 refresingly differemt penspectne 0 the practice of
differentiaion.

He s people as basically go0d and healilly, wnd ciw
mienkl health as the momal progression of life. His theory was
very simple and based om & single “force of lafe” called the
actualizing tendency. It can be defined s the bull-is mocivation
rescet in every ik furm 1o develup i potcorias Lt fullest

sicn. » during the
late 18(4s.

Consequences irom the theory

Th theerry il &

elii hias Found ils wey inl everylay socel
vide range of actions by

individuals and nssions i
Ranking - The ide MImunlrm hum-bellw!b!
classified ino differers ‘roces' but also that the 'races’
coulil be ranked on & scale from higher o kawer; a5
erileria for this ranking, somwlimes culbere of
tecd v wans used.

@ Ruejection of the ke of neseality - Momliy wis nm
e s impariast consideralion in s affis.
bt survivahility or plain

*that coumed. Nawre, it ws arged, was

amoral; the stromg showkd sed would mibcrit the canth,

»  Sacial policics were called imin. question + While oo

the one hand, some sockal reformers srgued that
gl aAlention o edusation. shim comtions and
plysical deprivation by governments and society was.

some members of the nathos, Social Dareisess argued.
Wt the nation could oot alford 10 waste s buman
resources by allouisg o many of its members i grow
e stunted! bath msenially o plysically.

Conelusion

The isleciogy was thas the cream naturally rose 10 the top -
the successful made & lot of money simply hecause they were
superion fo the unsueessstul, Those whor found themsehves in
pverty were poor beciuse they were intrinsically inferior. This
political phikasaphy resisied  suggestions like  umiversal
educatian, welfare. mininws wage - i short. snhing which

superion”

'wmemny md.ly wha iuppml nllﬁ:r\:mmllmnﬂ} e call

the very best af their existence, and if they fail 1o do so, & is not
fior a lasck af desare. W is this helsef of Carl Rogers that makes the
study of his works very nelevant o the subject of differentiation,
at least from his logic bubble.

Rogers captured wigh this single great need o mative, all
e other stives. thin oaber thecrists ik about. He Telt tha it is
i onur mature as living things to do the very best we can. Undike
Maskow's use of the term, Rogers applied it io all living
creanires, i well 4510 enire ccosystems!

The folimsieg are: the ke fesanires of his theoey

*  Organbsmic vabuing: Orgamisms know what i good
far them. Among the manmy things we mstinctively
e is positive regard (v, aflection, attention
et Without this we Gail to-become all we cam be. Yt
another thing s posbtive sell-regard Gelf-cstesin,
selfwarrth, & positive self-image) withom which also
e il 1o became what we can. We ackieve this

regand

Clbers show s v ol Y413 o grOwing Up

»  Conditions of worth: (This element of his theory is
particalasty releant in the contex of differemision).
As we gro up, our parenls, seachers, peers, e
mwedia, and others. give us what we need anly when we
show we are “worthy,” ragher than juss because we
mesd i, Rogers calls geming positive l!imt “on
conditicn” 2= conditional pesitive regard. Hecas:

o need

very powerTul, and we bend owrsclves. ino @ shuge
determined. not by our organismic valuing or our
acrmlizing tendency, bt by @ society that may or may
moi trully b our best interests 4l heart. Over time,
s “conditionkg” leads us e have conditional
positive sell-regard as well. W begin b like
curselves anly if we meet up with the standards others

Beve applicd o s, raber han if we see mly
actwalizing our potentials, And ssmwe thes: standards

without

of such a belicl system b l'hunmguum the Social Darwinism
schiool, conscioasly or uncomscicusly.

Carl Rogers” force of life logic

Carl Bagers is p of the greatest
i N e St Mﬂ»h-trdm:nunry:dpn:um
of Client Cestered Therapy (his landnmrk ook was also of the
sduitne Ttk ), Carl Biogpeers” (heory was bised om years of experienis:
with clients.

His belief about pecyle influenced his philosophy and gives.

more oten than ned we find ourselves unable 1w meet
e, and thereliee unible 1 malntin any scose of
self-estoem. Carl Rogers' theory seen in the comgext af
differcotiation, Jeads us i belioe that setiing
standsnds of relative performance and having people 1o
ek temards il may sctually o then of i sell-

regard.
s Tothe extent that our society is out of synch with the
acsalizing weodeny, and we are fored w T wilh
di of warth that
wabning, and recefve valy comfitanal posiive rgan
anl glf-rogand, w divck instiead an ideal sell. By
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Sl ”, B gers mean mlhlnot weal, a—mlﬁm
that

IJu. l‘lm( they hice them, thy an son overcome by the anxiely i

cam't
meet, This gap beruren |I|e mt self and the Nual self,
“1

should” is called
incomgrwity,  Rogers
referred to this
incongruity ar being
aur af syme as

Carl Rogers " theory seen in the context of
differentintion, leads us to believe that

* systemic reasoms”.
l)(cnume. Carl Bagers was citcized for being oo dealisic
and for queting his legic
bubble; we o0 could be s
branded. Ye, it is our deep
comviction dhat it all stans wity
e marmger - e primcy of the
relationship is between the

e setting af relative perf

Carl Rogers® theary Asything that the mansger
Do very felent when we and having people fo work fowards it may does W support the display of
diswuss e ol of the mamsger in unconditiomal pasitive  regard
delivering differentiation. actually rob them of their self-regand, will mectually leadd o change s

Thes mansger s expected 1o
wear lis: “managerial cap” when
it comes to managing
performance and  delivering
differentiation by giving conditkmal positve regard 1o omly e
s bzas mewnisers who ke the grade™

i the ceher band, e is also expected o wear the cap af a
coach and champlon s development of his people which ealls for
piving wconditsl positive regant. 05 Wi deep-seanci
contradiction that makes the mamager's robe i differentistion so
difficult ¥ o relativaship with his team
memher.

Selddown d anganisstions recagnise the Timithess ability of
hir employees to neach their posential. Even if they do say this at

the tean memsber,
thing that promates
conditianal pasitive regard will

oy beid 1 perasis,

The obyestive of sharing the fous logie tubbles was 1 drive
home dw point thit the subject of differentiation will mvam
different things to you and kindle diffensnt emotions in you,
depending on the bogc bubble you are operating from. Each of
them bobds some truth and s right in #s own way, To fmd
commmin grosed, we meed #0 o see things, albeit for 2 shost
while, from the other person’s logic bubble twe.
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Making differentiation

an inclusive process - towards a new model

e msjor objective of this issue of UTE was 10 throw
pew light and bring mew insights to the sshject of
differentiation. Given the diversity and even the conflicting
imterests of the stakeholders imolved, fnding comnwm
rosandd around the sebject is no casy job. I s, it his been
our experience that while i im victory in
implementing  differersiation, the employees in these
omganisations feel ollerwise.

Whose viciory shoukd be the yardstick o measure
effectiveness? Can arganisstions afford 1o ignore the hman
implicatians while driving differentiation and will such a
wvictary be sussainabile?

Similarly, history bas taught us that the other exireme is

Conguence of

leadership behaviour

Redeflining HR's Role

e 100, Lack af meriocrscy and performance orlentation
can end up sifling arganisations and lead emphavees

ites. The market place has b
st st ride usions lessans on kel orientation s

rlonmance focus.
It s our belief thar for differemtiation o be sastainable i

Thoe mockel that we presens ben: is built on the basis of
these beicfs.

Oibwikousky, solutions 1 such & complex prablem are no
a5 easy 2 they sound. Mor can same parts of the solution be
applicdd comvemieaily. To that exbest this model goes beyomd
e e obvious systemic solutions.

performance and diversity
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The

anager

A the Cogricive level, the mana,
*  Understands that Differentistion is for the good of the

At the core of differentiation &5 an honest and trust based anganiztivn. the tearm and the cmployee .
relaticuship between the manager and fteam member. The = Knows thar while i is difficult, & planned approach will
mamager must, out of concern tske the effon w objectively help L
bt his toam member's performance and on el basis give e s amare dhat clarily in gouls and perlrmiance
him candid te considerme feedback. The inmemtion of the parameiers is essential
feedback nust be 10 Mlpmmu e o e e i e a  Usdersunds that differentiation is not limised w0

e nh performmnes bur also spans recognition of potnial.

Differentiation has 1 he built om d", mhd fundation. retention of core skills, career development initiatives

which atermpt and finally even the time spent by the masager on

& premam o0 systems individual
s process over people, employes

o start with the belied tiat At the core of differentiation is an honest and frust based = Isfamiliar with

differentiation Toust e e ni the corpomie

[ T ——— relafionship between the monager and team member. i

amy wak, an omly Nikely ulfidrlmrls o

1o weaken the long-term Differentiation

climase of performance wishin the prganisation.

Laades with the supgent of HR. st maki 4 the nevessary
investment. in helpimg mansgers cope with the process af
differeniaticn.

Wt ioes i 1k 0 develop such & Maager? We e thees

af swcha manager. Wi
three domsxins of the differentiating manager.

Manager
THTerencianion of tlent is all sbour msking sound judgmenes,

tramssriting the truth and acling on it 1 s il through, Let us
un

T gt ve o of e Marsagst is oncerniad wil e
raticmal, analytical and bogical abilsties. This is wiat helps the
maager make judements aboutpertorance - ool o bod.

"Powerful Conversations’
Itis & universal truth thae ths other a g vhich we live Today,

yane| t.or just

aboust his pecple, then his convrsations can create cyniciam and halpiessness; an the other kand, if he s genuinely interested in their
i

Pril Harking defnas a Pawerful Conversation a5 an interaction beswesn twa or mare pecple that pragresses from shared foslings,
‘beliefs,

people are inspired 1o perform better in fusure, Simiarty,
ﬁmmmumwmmmmmmwmmmum»hw.
appraciitian.
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The enmlive dosnain of the manager is comemed wilh
d imor plny wherever relatinnshi
are mvulved. Demonsirating conces for others, buskling e,
1akingg care Bt 1o Bt othess or alkow: ceiers 10 e us, pmariog.
amd maimkaining good relations with people, buing nive et firm
andassertive, are all part of this.
Az the emmoive bevel, the Manager:
o Gives foeihack o he emplovee
«  Dealswith fomal fall
= Demonstmies empaty and concern i helping the
empikiyee process the feedhack
« Shares his personal suppon, persoeal journcy and
ommitmerrt i the developmens proess
= [does everything s upbedd the self worth of e eam
mieiiber
»  Appneciates the seam member for bis strengths bt als

- kmmﬂmgnilé—wlnnmﬂnluw
e Tocdbach con U i tiber
The asction acrmal
tmngitde behaviours sed actions tet are conslaen with the
copnitive s ernotive dimesions of &fereatiation, T s 1 do
with acting om his judgment in a congruent manner without fiar
bt with sensisivity.
AL the sctions level, the mansger can do a o,
The manager can conliuvusly communicate and clarify
perfurmance evpectations and the reality of where coch
empliyes sands.

s Do they ke the courige b unseat errwhile "stams”
wvem i they v ailid 1 nemstin stzrs?

Do they display latitude for poar perfirmances in very
visible ways that lead employees 1 perceive double
ek’

w Doty allow some of their managers U pot away with
viciaiions while they push others hander?

Once emhask an e path of differentiation,
ey are o Wikch sl ComsRInL senating.  Any actions thal e
inconsisent with stated policy tends to erode credibility and

“sabilir mwell.

One of the gresest dasgers of differentiation i the

tempaation to adopt 3 “one size fils all* spproach. Leaders

sometimes Borper the et then cogamisatias are organic and

s entities with significant differences wikin, What works

fior o sectian or mpd:mplm;mmm for e other.
o

or asotber.
Onpanksations are seldm made up of e homogEnows grop cf
employees. Their educasiunal profile, socio-ecomceic. profile.
tenure in d pasiticn withis the

iberurchy Bas significant isnglications on the spghicanility and
wase of implementation of differentistion.

o The e can s w
performance by driving mid year reviens scrupulously.
«  Through consistent acticns and on-line foedhack, the

e com ensure fhal the emplives knows where he
or she stands and ensure ther is o end of year surprises.
o the mtings.
= Heor she also tkes declsions on pay, revants and
ancticnss hasaed on perlvemance | non performance,
The more you think of it, the more you realive that
management thearists have over the years complicaed and aver

I the manager can acvmally bave 3 powerful cewversation
with his seam member, performancs and differentistion will
happen.

Based on our gwn consulting experience we Bave kentified
three groups of ewpboyess who seed 1o be handbed quite
diffeneily s far as differcatiation is concerned, given that they
have & unique set nf needs snd concems.

Youngemployees/ new entrants

Wik ofpanisanions hire young employess, Shey cmpliaslsc
the fact that these employees st foos on learning and skill
acqaisition. 1f this was isdeed irue, it would be importam 1o give
ihiese young emplovess e hefore My are hroasght undes the
igours.of dilfcrentzation.

IF this is not done, we have seen tha young emplmyees tend
10 ges unfvrably companed u cider emplovees who get better
ratings and rankings. More impomaniy, we would end up giving
e message that the real espectation is performsance o8 all ooss
and not really learning. This premature emphasis an

A it bas been wrilten about creating high
cultures. We di nit see the need 10 restale this. There is however

g spest of performance oricoiation el seldom gers
mentioned. This is t0 do with ensuring that the &y to day actions
of leaders are consiment with iheir saiod phslosaphy af
differentiation. We call this congruenee.

The arctioms of the eaders. throughont e vear speak a lot
more dhan Ih:lr year end mails and menscs om differeniation.
Leaders”

als lead learm o da
hings o ways o ring e o hspecssion.
Similarly, when O employees lserally

from other arganisations, it might be nmﬂry mpl\-emm.lhg

time 1o sesle d

Tor & sustainablie long-term Contribution. 1{ e emranls do not

gt the time they need to adjust, they are likely to focus on shor-

e i, which may even eompromiss long rerm inerests, The
of “giving time

must

& Daothey hire right?

= Doathey pot the right persan on the right job?

= Dhathey steer clear of palitical considerations whes they
rake penple declsbons!

Promotees

My organisations have programs by which they promote
employees from e cadre 1o another over a pericd of time. This
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could inchade werkmen becoming supervisors or clerical saff
bevoming officers or masagers and so on.

These typically bend bo b enployees with sowmd functional
skilks and Inng tesure b withos the intellecoml and managerial
shillties of some of thels younger countes-pas.

I you were b put (hese empliyees abomg with athers who
have professional qualifications, in a differentiation process, the
resules are all poo evident. On the other hand, these are & bunch of
emnployees who give great sabality 10 the organisation and also
carry with them years of experience and wisdom.

It would be pradent 1o compan: them within their ows peer
grovap first rather than comparing dem with people seross the
arganisation. {Fr example, a hank ey b prometed @ clerical

from

The ol tat HR plays in the entire process mst he
redefined urgenly

1. HR should stop the process awner for the
perfarmance planning and goal sening process, It s car
wview thal s i the primmry responsibality of the
manager and is best done by hism under the leadership
of the CED. HR ends up merely beconsing a progress
chaser which 15 best avaided.

HR should stop controlling the psy budge. 1f managers
o T8 get 4o participate in the pay decisions and are
merely expected to coatorm 1o the forced disiributios
norms, they T gL 1o s the big piciar amd

staff tn am aficer position wile also having hired
prensier bussiness schools. The truth is that if you were to compare:
these ran grougs, the conclusion might be all 10 obwinus.
Hiwever given (hin the Bemk noeds both the groups. its
differeniiation policy needs 10 be sensiiive i this diverssy. The

Waorkmen (unionized or otherwise)

We have i he
workmen in ma'nlh.mnng sk orpisioes, Wil 3
large: part af the resistance is on account of

Managers shisshd be
invalved ot only in  Efferraiarin bt gl . secing
through the implesentation of rewards m lise wity
their recommendations. HR's mole should be 1 foous.
on obtaiming necessary extermal informasion,
pay incresse guidetines, designing mew
reward programs i Deiliatiog the process
mamagerial decision making. It s our belief that

iy S—
HR hist & buge role 1 play in supporting the CED in
buildieg & performance cullure. This can imuive

helieve that the issues wre far decper.

For one, there may not be a preat business case to
differentiate gither from a job design perspective or from  pay
s rewands perspective.

‘Hinvimg. said this, we do see e need o identify workmen

ial and invest in their In

atight h

development of those employees who  demnsirie the

wd grow. The theme here is to differcotiote from @
develapmental peripestive,

In masy of our cosmshting engapements, we bave been left
with the lmpression thar the HR professieals see themselves i
the sole cwstodians of dlferentiation asd  performance
orientation. However, the reality seems otherwise. While HR is
investing 2 Jot of effet, the emplayees ca the ground are seeing
these clfars as adminisorative and nof 46 sepportiog tem snd
wddmy value to the process. As a reslt, HR professionals
experience frusiration even a3
they carry the burden singulasty.
Emplovees sec them a5 the
villains who drive

HE should stop being the process owner

. Developisg the skillsand abilities of peagle:

b Building clarity around the larger goaks of the
organisation

e Promoting & culnse of collaboraton

4. Ensuring that messuresent and  reward
systems are aligned

¢ Addressing the impediments 10 employee

CRAgemens

4. HR abso bas o huge mole in using communigation to
ensure that the process of performance meassrement
and differenission is well undersiood and fear and
apprchemsions are allayed, What is well undersiond by
HR ey not necessarily be well understood by the
jamior most employees in the oepasisation.

5. HR has an equally significant role in provideg the
managers with the skills 10 have  powerful

conversations.

Finally, HR has o robe in ensuring shat they listen to the

woice of the employess 1 see that the principles of

fairmerss smd objectivity have boen upheld in the entire

prncess.

One of HR'S grosest
challenges is s commmmicate the
real meanings af the vanos

il Mmmgors Jfor the performance planning and goal m‘m:‘u:"'m";*‘;‘;::m‘“'"‘_
em 43 unsepponive wnd seting process. Quite ofien the mennings that

unhelpful in their efforis o
retain and mesivate people.
CEQs seem them as mere
nh\mlslrm unable w0 imfluence te orpamisiion aed et it

ik bout hirw HE.

e sdmindatenive ks of chosing pur appesesals and taking pay
anctions and b a champion of emplovecs. We sill not belabiur this
point

peaple mach 1o rings make the
selling process a very difficult
s,

We quote a mail sent by Dr. Jairam Varadaraj, the Managing
Direcsor of ELGI Equipments, cee of cur cliems m his
employees, explaining this. What mekes the messape interesting
is the analogy ad the meaning be has attempled 1o give to the
entine process.

w
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Dick Grote and Forced Ranking

Dick
5 the subject of farced rasking, Hs views are thersfore centered araund inding 4 sound process wuwmm-um Iy
canditions to mamage dfferentiation Central to b argument is the beief that fo

Advantages of forced Ranking

DkkG v e hy a
tls

s O ngs | Fatings, the ik

. afforc-kis i

o Basis for action - Farced ranking previds @ sound and ddensible raticeals for all impertet actions  including pay raisis,
promotions and banuses.

+  FRaises the bar - ing age garisati = of raising the bar o
performance.

Drwivers of successful forced Ranking

Having recommended a procns to drive dierentiation, Grote gaes an to identity the following ax the drvers af successful
differersiation, specificalty fored ranking.

Organisatans shonid strt by surveying theee warkorce ta ssess whesher the employees will suppore the intraducsion of & farced

gar s eur

Pyt
The arganisation sheadd try to combat any possible resistancn Som skher the manigers or the emplopess by being proactive i
of forced rankis L L flinch pect. of g s face wo face, and

delver reated i
Performance drieen cubure
Forced ranking warks no 5o well in athers. It is mare frequently used in companies that have & strang parformance
eutury s grastar i J
The Downside to Forced Ranking
Diek
. Br r whar
b -
L P L
«  The pdgmenes made in o simiar rela P roced: n by ubfeeetve 2 speculative snd
therefore inappropriace.
i " J o =
+  Aforcad rankis t
remens poar periarmers i L
+ Far ingi i P keep “raising: ~indefinitey.
+  Farced ranking it approp ¥
»  Farcedr Individual :
= :
®  ilagally discriniatory results.
Canclusion
Dick Grom believes thar farced ranking when used well can be 2 highly beneficisl process for an ceganisation tar is serious sbout
ragicly wftarts. Ho ¥
idntify an Cirganisations pros worth the ellort £ do 50,
Dich bl | ey

pplu'nnminglndm(uplxh\gﬂuhmlxpﬂhnmul:ppnh]muﬂhﬂmﬂkmawhﬂanH&mﬁxﬁmﬁd
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Beyond differentiation

Before wiz conclude, 8 would be imposant o submin dal here i
lifie beyomed diffenentiztion.

We have seen examples of some of the most respecied
arganisations that have declared thelr will and desire
diffcrentiane and hawe then climibed dorwn quickly in e face of
pressures of aitration,

Whas is working well in the US may be so because of the
liboesy market conditions. dere, 1 we in Dnda arc facing
challenges with differentiztion, # is nol etinly atribulable o
poar 1 abil

iation, F both
India amd Chime are [ikely to face similar dilemmas s driving
differentiation while also battling astrition.

Many organisations have a Thlest Mamagement Sysiem
thrnugh which they senmify the wop 20% 1w 25% af thelr super
amchitwors and critical resoumees a3 part of & pool for “gpeial
treatment” 4o ensure retentivn. While this is good differentiation
Practice, it could be wiewsd as aa clitist prograns if the rest of the
talent is md provided ihe oppomanity o grow snd aspire for

wish i

For this purpose, leaders and HR should hive 3 good
understanding «of the exterml and intermal kabor market sitation.
i decide an the exent of differentiation. Thas would mean
making the right chobces in sems of Bow desp and how much we
wan! 1o practice ifferentiation.

Empluyees very readily accepe differeamiation when they are
most coscemed abom keepang their johs. When the exieral
marke & Duoyaed, it becomes very hand for orpanisations i go

In the Indian context, we recommend that the platfons for
talent development be initially broadtased hefone we emgs 10
emitark om sy exclusive identification of a tlen pool. The
problems gets conamded by ihe fact tha it becomes diffical for
managers 10 dislodge people from the “A lss” durmg subsequent
veview processes, Hence osce (desified as superior ent it
almost becomes a permanent. nesidency in the poal and these
individuals become permanent stars.
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In closing

The business case for differentiation of talent in India is
‘stromg and irrefutabie. The fhct that we are far from achieving any
significant suceess i also irefuable. That e subjest is
cnnm:lr complex given the multitude of logic bubbles i also

Tefmable.
0 s Ealrly cless thae there §s m In our culbar: dn
inthihits coar y
fiear ahaun the consequences o our p!nlnnz differences with the
way It Is practiced.
The social Fallout of diffirentiation is stoong and cnnot be
demadandv\!mmnlm:'b'lmd
s equally evidest that in a tight labour market,
dil‘smmlwlonisamruwmmi:w
It i our concusion that differentzation is good for business
and abeo for mdividuals However, s practice calls for
parsaion, ty and & geswsine 3
Whil Enclians iane capabie of practicing s also

(nnmpmklnhm‘whewmqﬂandandm&ymdh
ander 1 grow rather than o ewclude them from freely and
enthusiastically participatiog in the ldbous marken, Needlcss o
say, im difficult times, emplayees quickly come to terms with the
realities of differentiation.

I e were 10 syssemaically study e processes which led
wthdewamlmkw

the seeds

Iy percepeions i faimess, victisnization snd discrisination
and theen weatered and nuriured W growth by the hehaviour of bad
mamagers, It is our opinien tha badly sdministered
differentiation proctices cas end up sowing such seeds of deep
st discomient s over e lead 10 many forms of couner

Al this mecass that we need o make very urger and serious
Invesimems In developing our managers, for withow thesr

evident that what works for the US may mot work for India.
what i i [

es, di

!y
At a lime when we seem to be experiencing the must acube
levels of skills shorage. the focus of differentiation should be 10

dome with a kot more care and a bt more hemaneness his
‘marking steep and goat for life!
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totus consulting is proud to announce its sixth anniversary colloguium
titled “Managing in Transient Times”
to be held on Saturday, November 25, 2006 in Chennai.

This colloquium will help develop und' wding abourt the challs of living & working in
today's world of transient arganisational membership and will also be able to suggest what it will
take to be effective & even successful in this new reality.

In this collogquium, we bring together peaple representing different walks of life and forming eact
athers' “environment” - business feaders, HR professionals, managers, employees, consultants, free
agents, behavioural scientists, counsedors and even students of philosophy.

You will find the gist of our previous Colloquitms on our website www, tefusconsulting.com



HR@waork

T o Forars g 4

graug:
© Imterimsupport for start-ups:
i g interim HR ups ol any
< Insti i E
tatus has Imn working closely wnh (‘EOs of SME&. emreprvmrs & Imlnm- AWTETS 1o pr\:mdc them strategic and

totus has been working with the CEOs of a wide variety and sise of oiganisations to assist them in therr organisational
i n s

An HRigwork engagement would typically last from three to twelve months depending on the complexity invalved and the
marurity of existing svstems. The scope is highly customized to meet the Organisation's needs and covers a wide spectrum of
Frurnan reaource initiatives including:

®  Organisation Design *  Waorkforce Management ®  J6-Degres Feedback Systems

% Job Desipn & Capabilitis % Carcer Development Systems % Employee Satisfaciion & Sensing

®  Performance Management ®  HE Function Developasent Surveys

® Compensabon & Henefis ® Change Masagement ® Coaching

% Stafling % Service Quality
Learningiawork

Learning@wark is torus consulting's learning selution, tats speclalwcs in ﬁwgnmg mmﬂnf ape:lﬁc Icsmmg SYSIEMS 10
facilitate muli-bocation distributed leaming. Fun as branded
and the learer - i charge.

The specific Leamingiiiwork afferings include

@ Top P @ Change

@ Customized leadership development program @ (‘mrdcwlopmmlpmgnms

o Cosching programs @ Designofraining modules

@ Tradning tramers and facilitatons @ Capability framework development

= i fiar il L “enires

@ 30 degree feedback systems & Assessment of learning impact an the individual & the

anganisation

totus consulting services (p) limited

First Floor. #43, Barullah Road, Chenrai 600 017, Tek 91 44 2815 0650 / 2815 0691 Telefax : 4202 4154
-1 L 26th Main, | P Magar lst Pruase, Basgalore 560 078, Tel: 91 90 4112 3079
Ermait tallus Wbsite: I




