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Abstract

The case explores the dilemma faced by one such software engi n her ideas are

the aggressive self-promotion that characterize A leader. She has
grown up believing that one’s work shou i ; thatys and hard work will be
rewarded; that stealing other people’ i i to strike a balance between

cooperation and competition, asse i r work done, and yet ensure

omotion, conflict

Introductio \a‘
Shanthala Kri ious. gain her team leader Ritesh Kumar had taken credit for

a tagk'she Madysiave . He had perfected the art of gaining visibility by piggy-backing on
ichés about the importance of being a team player. Initially, she
of doubt, ascribing his behaviour to inadvertence. However, every such
instance had confismed her worst suspicions about his motives. He was elbowing her out

deliberately and she was determined not to give in to his tactics.

In July 2015, fresh out of engineering college, Shanthala had joined Augur, a technology
start-up headed by Varun Chandra, an alumnus of Faculty of Management Studies, Delhi. In
2011, after a six-year stint in a US based software company, he had returned to India and set
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up Augur in Gurgaon, with seed investment from a Mumbai based investment capital firm.

After several hiccups and some fortuitous events, the startup was doing reasonably well.

An article in a business weekly had commented on the bleeding edge software solutions
provided by this ‘new kid on the block’. Primarily Augur was involved in providing analytics

support to e-commerce by helping them identify cross-selling opportdities through use of

Umer trendsthrough big

ly evolving markets.

Shanthala had been impressed. At 22, she was an ambitious, driven professional, looking for

role models whom she could emulate and learn from. Notwithstanding her enthusiasm, the
initial days at Augur had been fraught with setbacks. She was acutely conscious of belonging

to an environment entirely different from that of her colleagues. Brought up in a traditional
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set-up in a small town, she had never before been exposed to the ethos of a big city. Her
degree in computer engineering was from one of the best regional engineering colleges.
There again, her life on campus had chugged along clearly marked tracks: classes
interspersed with the fevered excitement of cultural fests, and occasional outings with
friends. Predictably, she had topped her class in most subjects. However, she had surprised

everyone by preferring a start-up over the reputable companies that hag, selected her. It had

been a conscious decision, a deliberate attempt to step out of he d existence. She
recollected:
Amma had been skeptical; but |1 was adamant. App aside all

north | had ever traveled was for a college tri janta ashtra. | knew |

needed to venture out of familiar territory, or

Her team-mate Prachi alternately prodded and bullied her into changing her perception about
what constituted professionalism. One day she yelled at Shanthala in exasperation:
“Can’t you just relax sometimes? Come on, all of us work; we all want to get ahead, but

we aren’t neurotic about it!”” Shanthala had protested, “I don’t understand! How can it
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be alright to party when the project deadline is next week!” “Oh, we’ll sit up nights and
finish it. Look Ritesh knows his job — he is the best!” Prachi retorted.

Shanthala had reserved her comments. A morning person herself, she was appalled by the
very idea of working through the night. Nevertheless, she had to admit Ritesh was indeed

very good at his work. His manner reflected a lazy charm that masked a sharp head for

business. A technophile, he was full of innovative ideas, which is n often turned to

him for suggestions.

Rumblings of discontent

Shanthala wanted very badly to earn the respe elteam, so When'Ritesh asked her to

prepare the slides deck for a team presentatio ed it. Here was an

opportunity to prove her worth. She WIth  characteristic single-
mindedness and had reason to feel h i i 4She had strived for clarity and
the end result was detailed, yet pected a word of praise for her efforts, but
Ritesh glanced at the slideg, wit it was a matter of course. She put aside
her disappointment. A s how the presentation would be received by

Varun, Harinder, Ram
embarked on ipti ith his habitual self-assurance. As he continued with

Ritesh would one to present it. Still, she was surprised that he consistently projected

the entire presentation as his brainchild.

She broached the subject later with her team-mates Naveen and Prachi. She recalled the

conversation:
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Naveen dismissed her concerns with a laugh “Chill! Varun knows the team members
have contributed to it. Prachi chimed in, “We pull together as a team... Ritesh always
makes sure the team gets the credit,” Noticing that Shanthala looked unconvinced,

Prachi added, “Anyway... I thought it was brilliant Shanthu! You think so logically!”

Shanthala had to be content with that. She chose not to dwell on negative thoughts; it only
esh a little more

aggravated her sense of helplessness. However, she began to o
closely. If management is the art of delegating responsibility , Ritesh was a

born manager. He would hibernate till it was time fg

had been relegated to t

they emerged

wave of his hand; “Let’s not complain about individual workload, okay? Guys... we are a

team... it isn’t about me or you... it’s about us... about reaching our target!”

All through the day he was by their side, tracking their progress. At 7.30 pm in the evening

they were still struggling with masses of data. Around 9:00 p.m. Shanthala hit upon an
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efficient work flow process to streamline their efforts. Energised, they redoubled their efforts.
Ritesh left soon afterwards, exhorting them to keep at it. When they finally completed the
work, and straggled out of the office bleary-eyed, it was past 1.30 am in the morning.

At lunch the next day, Shanthala overheard Ritesh talking to colleagues from other project
teams:

en Varun’s face!

“Man... I slogged my back off...but it was worth it! You should’v

21 minutes flat! Nobody challenges Ritesh and wins... no

She was appalled. How could he promote himself so unaba

compliment) FFknew | came alive when called upon to troubleshoot.l figured out what
was compromising customer privacy. Based on their purchasing behaviour, some
customers were receiving product recommendations about purchases that were too

private to risk leaving a digital footprint.
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She lost track of time as she set about the task. First, she used a regression analysis to
understand the correlation between recommendations generated and customer ratings. The
output revealed a decreasing trend when unsafe recommendations were generated on
shared accounts. To counter this, she introduced an active learning procedure into the
algorithm, where the machine ran the analysis once every month, updated its bucket of

unsafe words, and gave it a certain penalty. This decreased it§, priority in the

The report was to be table

team to present the fi
except Prachi
Ritesh called me last night I was stunned. How could Augur

ial detail! But kudos to him for detecting the flaw in our

head:
“Tell them it was you who detected the flaw. Let them know Ritesh steals your ideas to

polish his halo... Show him up for what he is!”
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Yet she could not bring herself to speak. Blurred images of team-mates congratulating Ritesh
floated before her. Varun thumped him affectionately on the back. Snapping out of her
stupor she glanced at Prachi. Her friend averted her gaze.

Back in her cubicle, Shanthala sat fuming. Her eyes were stinging with unshed tears. She

would have to stand up for herself. This had happened once too often§\MVhat was the use of

working hard? What could she do to make sure she got credit for hérigdeas'and efforts?
mb[dotJac[dot]in -

Abstract

There are innumerable cases on talent retention in Indian companies. Such companies
embrace different talent management practices.  In most of these cases, such Indian
organizations have a legacy of at least hundred years. In a few exceptions, some start-ups and
family-managed businesses are also able to attract and retain talent. This case note focuses on
understanding specific talent management practices of Indian organizations which can retain
talent. Based on a study of talent management practices of some Indian organizations, the
case highlights the important role of collegiality. Collegiality as an important talent
management construct is relatively unexplored. Through this case note author tries to evoke
discussions on collegial talent management practices for better talent retention in
organizations.

Key Words: Talent Management, Talent Development, Talent Retention, Collegiality,
Collegial Talent Management Practices
)

(Basu & Sagar, 2017). ITC, another
conglomerate with track record of success

for over a century, is again a success story

of talent retention despite the fact their pay

of more than eighty years of business in

) ) ) is not competitive (Glassdoor, 2017).
India. It is able to attract the best available o
Both these organizations however have
their roots in the Netherlands (HUL) and

the United Kingdom (both HUL and ITC).

talent from the market and also able to
retain them. They hardly hire people from

outside and prefer to groom internal talent
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Perhaps they are able to retain talent due to
their managerial practices, which is in
with  their
But for the

alignment international

counterparts. international
shareholding, both the organizations are

more Indian than British or Dutch.

There are innumerable cases of Indian
companies, which can retain talent through
their talent management practices. Apart
from a few start-ups and family managed
businesses, in most of the cases, like HUL
and ITC, such Indian organizations hay,

legacy of at least hundred years. A

India to prefer job offe
Limited. R

innovative

pany even at
ey were getting from
the leaders in
2017).

benefits, the company nowhere matches

dustry (Mahalingam,

In terms of compensation and

other peer group companies and other
technology and knowledge intensive

organizations. It is intriguing to see why

people prefer to join this organization.
This IT company with a
headcount of 3500 (RMSI website, 2017)

allows employees to incubate their ideas,

services

translate ideas into new products or
services, and even@anchor the newly
developed and  services,

same. This is

ople prefer to work for
as they feel they would be
able to do the jobs that they like with

ort from their bosses.

Murugappa Group, a family-managed
century old Indian organization, which
professes they follow constant values with
the ‘changing times’ is another example
where people feel more attracted to work.
Some family-managed small-scale Indian
organizations such as IFB Agro, Keventer
Agro, etc. can also attract and retain talent

(Bhattacharyya, 2016).

More than 95% of Indian businesses are
family owned, and majority of such

businesses were started in the eighties.
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However, there are some century old
family-managed businesses such as Dabur
India Limited, Godrej group, Murugappa
group, etc. Eighty percent of family-
managed business units dominate Indian
economy. Among 500 valuable companies
in India, as many as 461 companies are
family-managed (BT 500: India's Most
Valuable Companies, 2016). In all these
family-managed business units in India a
large number of non-family employees
work. Non-family employees are those
who are not related to family but join
family-managed organizations t

normal recruitment process. It

interesting case to undersgand

eviden

collegiality
retention. In thiS’context, talent retention
success of IFB Agro and some other
organizations which have a talent retention

record has briefly been discussed.

IFB AGRO

IFB Agro is a family-managed business
organization engaged in the manufacturing
of alcohol, bottling of branded alcoholic
beverages as well as processed and packed
marine foods. The business divisions of

the company are arily two; spirit,

liguor and s beverages, and

marine pro

arbon Dioxide Gas. In
it is the largest producer of
alcohol. With six captive bottling plants in
erent parts of West Bengal, it produces
the highest volume of sprit, liquor, and
spirituous beverages.  Apart from the
production of country liquor, the company

also produces Indian made foreign liquor

(IMFL). To boost research and
development activities, the company
maintains a state of the art in-house

research and development facilities with
modern equipments and instruments. It
also retains the services of highly qualified
With

commitment to research and development,

research  professionals. such

the company has been able to come up

10
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with  various  process innovations,

including but not limited to value addition
to wastages, resource recycling, gainful
waste utilization, etc. Being a mid-sized

family-managed  business  unit, the

company does not have a market

competitive compensation and benefits
programme, but talent retention level is
very high. On an average, employees work
with IFB Agro for 16.5 years.

Being in critical processing function, the

company engages top talents fro

universities and institutes, who

excelled in their academic fielg

rough campuses, and
assigns more age to the top scorers.
The nature of operation of the company,
by default requires engagement of highly
talented technical people with a research

bent of mind.

Collegiality in talent management is
evident in the company in the form of
mentoring and coaching of employees

from their seniors in the organization and

also from the university departments, from

Agro’s plants for
ure and practical insights.
continuous

Agro  emphasizes

elopment of its human resources
through on-going training programmes.
The trainers for these programmes are
senior managers, and at times it seeks
support from external training providers.
External training providers are largely
drawn from Universities and research

institutes, i.e. from where employees are

recruited.
The culture of innovation is deeply
ingrained;  managers in  operation

constantly innovate with support from
their  seniors
Through

and academic gurus.

innovative  processes, the

11
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company could achieve diversification
through value addition to waste, resource
recycling and gainful waste utilization.
Also the

substantially reduce its dependence on

company was able to
industrial molasses for processing to get
spirits (used as core raw material for
liquor) switching to multi-grain feeders.
This the

institutionalize the

could help company to
guru-shishya-
parampara, a pre-requisite for collegiality
in organizations. Further an
entrepreneurial, paternalistic and
organizational culture combined
strong values, long-term commj
emphasis on relationships
build

collegiality. The hig

company to

retention in

dia, which have been
the

business units
operating over a century. Both
companies have a culture of employee
development, emphasis on pay equity,
rewarding stretch efforts and risk taking,

cross-functional movement of employees,

and strong emphasis on innovation and
learning. All these could help both the
companies in building a culture of
collegiality that could benefit them in
talent retention and consistently better
(See Exhibit 3).
lieves that every

the

financial performan

towards

Further, business
e group have also been
ertified workplace coaches
2017). At

(Murugappa  website,

rugappa groups’ CUMI, even during
times of a tough global economy and
downsizing, the company invested in its
talent through mentoring programs to
engage senior management in transition
skills and fast track programmes in
leadership to create a talent pipeline
(Carborundum Universal Limited,
website). Their concept of mandatory
functional rotation where executives will
need to have handled one more function if
they are to be moved to the next grade was
also introduced to help in the exchange of

ideas, collaboration, apart from helping in

12
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the individual's learning (Kamath, 2012).
.Murugappa with inter-disciplinary cross
training could successfully realign the
knowledge and skills of existing talents,
which could motivate employees and help
in talent retention. Recently the company
could re-skill their surplus operators and
redeploy them in their maintenance jobs,

which were earlier outsourced.

With cohesive work environment, Dabur
India limited (Dabur), the other family-
managed business unit of India coul

inculcate a sense of pride in

to the organizatio
innovation and creativ

balancing, te

the culture of collegiality.

All these examples prompted a search for
possible reasons for Indian organizations

to successfully attract and retain talent.

What talent ~management  practices
motivate Indian talents to stick to
organizations? Ultimate answer to these
questions is existence of collegial talent
management  practices  in Indian

organizations. ColleQlality, among others,

ployees to the
de Sluis, 2009).
by Schroevers and
) and Bhattacharyya (2015)
also acknowledged the importance of
legiality for talent retention and talent
management.  Collegiality or talent
management  practices powered by
collegiality were found to be an important
antecedent to talent retention. To embed
collegiality in  talent  management
practices, organizations need to promote
the culture of togetherness, and shared
responsibility and authority. Immediate
outcomes of collegiality are; mutual
cooperation, mutual trust and respect
(culture of mutuality), knowledge sharing,
and culture of performance that drives

results along with talent retention.

13
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Collegiality deeply embeds in Indian
culture of guru-shishya-parampara. Boss-
subordinate  relationships in  Indian
organizations become more productive
when it follows age-old guru-shishya-
parampara (bonding between teacher-
student) practices. Such bonding extends
to affection (from Guru) and devotion
(from Shishya). This is the best way for
advanced  knowledge sharing  with
employees, and for obvious humility of
boss, increased loyalty and retention of
talent. No specific methodology has b
followed to find answers to
questions. This case note is bz
depth analysis of tale
practices of some Indi

drawing lessons from a

experiences.

Talent Mg en a process of
individual organizational
development, responding to complex work
environment. Talent  management
practices when mediated by collegiality
can bring better results. Considering talent

management from integrated human

resource management perspective, it can
be defined as a process of attracting,
acquiring, developing and retaining the
right people for the right job at the right
time. In organizations, talent management

must be business

igned and strategy
focused  for

further ed by job rotation across
ifferent functions, more focused on on-
theégjob learning etc. Simultaneously Indian
organizations emphasize on designing
competitive compensation and rewards
programme, and promoting employee

engagement.

Two Indian companies which are
internationally acclaimed for strategic
talent management programmes are; ICICI
Bank and Hindustan Unilever Limited. In
a survey jointly conducted by the RBL
Group and Hewitt Associates in 2009,
ICICI Bank was

Hindustan Unilever was ranked 10th in

ranked as 5th and

14
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strategic talent management practices, out
of top 25 companies of the world ‘for
Leaders’. IBM, Procter & Gamble, and
General Mills were ranked respectively at
1st, 2nd, and 3rd.  Another

company which ranked 24th out of the 25

Indian

companies of the world is Infosys. Indian

companies like Lenovo India, Fortis

Global

Asia Hospitals,

Healthcare Holdings, Columbia
Real Estate Company
Puravankara, Aditya Birla Group, have all
pledged for talent management practices,
and the top management of
companies directly involves them in
management programme. Not s

therefore, Aidan Brennan

encouraging
ent practices
anies  obviously
to search for reasons
that contributes tO the success of talent

management  practices in Indian

organizations.

How Collegiality contributes to Talent

Management in Indian Organizations

Collegiality is the relationships between
colleagues. It indicates the way a group of
colleagues take collective responsibility
for their work with minimum supervision.
In education management, collegiality as

performance criteria Was accepted in early

eighties. Since collegiality has been

5 been defined as a
2004).
facilitate in building open-

e, Collegial

door policy and democratic process,
loyees’ commitment, belief and trust,
and finally can create a culture of mutual
trust. Most of the research studies on
education

collegiality are traced to

administration. For example, collegial
Singh  (2013)
enormously detailed how educational

benefit the

leadership model of

institutes can embracing
practice of collegiality. Primary thrust of
this model is on valuing individuals.
Collegiality is sharing of common values,
common goals, accountability and a sense
1991). As it

values, in

of trust (Sergiovanni,

promotes democratic

15
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organizations  when  collegiality s
embraced, people feel better connected,
which can immensely help in talent
retention (Bhattacharyya, 2015). In a
collegial work environment, we find
employees take personal responsibility,
collaborate with each other, and become

more performance focused.

To get further insights on collegiality, one
needs get back to the Indian ethos on the
guru-shishya-parampara (2013), which
denotes succession of teachers
disciples. This unique tradition in Indg
knowledge transferability, with i

Indian religion, culture, and soGla
also finds its

organizational practic

culture. Colleg in organization was
fostered with the emergence of concept
‘invest in people’. Collegial workplace
help employees to achieve their goals,

treating employees with respect and

dignity, developing interest in employees,
building relationships on trust, modeling
characteristics expected from employees,
and recognizing employees. All these are
embedded in the guru-shishya-parampara

culture of India.

ractices, which are then
tools that can strengthen a
llegial work environment and bring
suctess to talent management. Tools that
promote collegial work environment and
bring success to talent management
practices are very much organization
specific. However, some observed tools
used by Indian organizations have been
listed.

A co-created compensation and benefits
programme along with performance
management  systems  that  reward
employees’ stretch-effort and risk taking
encourages inter-functional and

organizational performance perspectives,

16
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can also promote culture of collegiality.
The spirit of collegiality in Indian
organizations is reinforced by emphasizing
more on the achievement of company’s
goals, SBU’s (strategic business unit)
goals, rather than achievement of
individual goals. This creates the culture of
shared  responsibility, an important
construct of collegiality. The concept of
shared responsibility gets more
strengthened with the compensation and
benefits programmes which are now more
focused on total rewards, acknowledgi
organizational responsibilities
employees’ development, and
work life. Performance ¢
created in line with
employees’ feel

results. This rgi

beyond market,
increased focus on
social inclusivengss, Indian organizations
are successfully trying to inculcate a sense
of pride in employees, making them
believe that they are members of

successful and caring organizations.

Ingrained with the culture of Guru-Shishya
Parampara, talent development issues
have now become so critical that some
Indian companies, like HUL, Aditya Birla,
ITC, etc., even instituted best mentorship
d, and made it their
Stper League (TSL)

award, best coach a

annual event. T

inclusiv man capital development

proach and provide training programmes
toall cross-sections of employees, and
even encourage their employees to focus
on continuous learning from their previous
institutions, including inviting their past
teachers to conduct interaction sessions.
For in-built collegiality in Indian
organizational practices, Indian companies
could effectively manage their talent,
including retention of talent, despite being
not paying market competitive

compensation.

Conclusion

17



Journal of Case Research

Volume VIII

Issue 02

With collegiality, organizations can better
manage their talent and can also ensure
talent retention. It can be reasoned and
deduced that Indian organizations which
are successful in talent retention have
largely embraced culture of collegiality.
Based on analysis of talent management

practices in Indian organizations, some

can be identified, which could promote the
culture of collegiality. Emulating the talent
management  practices of  Indian
organizations, it can be said when talent

management practices get reinforced with

above constructs of Sgollegiality, one can

get better resu specifically in

terms of hi

important constructs of talent management
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Exhibit 1: IFB’s Products

Core Products:

Extra Neutral Alcohol (ENA): Core raw materials for Indian Made Indian Liquor (IMIL)
and Indian Made Foreign Liquor (IMFL). Apart from Alcoholic Beverages, ENA is also used
in Varnishes, Perfumes, Essences and Flavourings, Medicines, Drugs and Disinfectants as a
Solvent, Chemical Intermediate and in Personal Care products.

shrimp cultivation.

Shrimp Exporting: Premium Black Tiger Value Added
Vannamei Freshwater Scampi, Sea Catch exporting to

Fresh Catch: Fresh Catch range are Ready to

that are retailed domestically in major towns acr
hotels, restaurants and caterers.

IFB Nabajivan— Organ

sour Company
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Exhibit 2: Financial Summary of IFB Agro
2012-13 | 2013-14 | 2014-15 | 2015-16 |2016-17
Rupees in lakh
Revenue from Operations (Net) | 46232.08 | 50688.55 | 59505.35 | 62131.41 | 82930.85
PBDIT 5071.69 | 6988.42 44 | 6228.83
PBIT 3948.33 | 6058.80 4196.25
PBT 3910.17 4022.33
Earnings Per Share 29.09 34.23
Book Value Per Share (Face 302.13
Value Rs. 10)
Operating Cash Flow 2913.56 |3644.10 |4811.43
PBDIT% 7.51 9.53 7.51
10.93 12.08 12.73
7.03 11.69 11.33
Asset Turnowve 5.23 5.04 4.30 5.90

Source:

22
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Exhibit 3: Financial Performance of Murugappa Group and Dabur

Financial 2009-2010 2010-2011 2011-2012 2012-2013 2013-2014
Results (in Rs.
Crores)

Dabur | Muru | Dabur | Muru | Dabur | Muru | Dabur Dabur | Muru
Sales 3391 | 13617 | 4077 | 17051 | 5283 | 22314 7073 | 24350
EBITDA 667 1879 833 2247 948 2692 1288 | 2627
Profit Before 601 1354 768 1657 791 -
Tax (PBT)
Profit After 501 957 569 1182 957
Tax (PAT)
Market 13782 - 16702 | 19194 31310 -
Capitalization

Note: EBITDA is Earnings before interest, taxes,
Muru indicates Murugappa Group
Source: From respective company’s web-Sit

http://www.xub.edu.in/~jc

jcr@ximb.ac.in
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