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1. CC DEFINED

CC may be defined as 

“the set of values, assumptions, beliefs, attitudes, experiences, and the relationships between individuals, groups and functions that define the way the organization conducts its business.”

According to Edgar Schein, CC is 

“ a pattern of basic assumptions – invented, discovered, or developed by a given group as it learns to cope with its problems of external adaptation and internal integration – that has worked well enough to be considered valuable and therefore, to be taught to new members as the correct way to perceive , think and feel in relation to those problems. “

Thus CC is a mix of values, beliefs, attitudes, experiences, business practices and artifacts. CC also includes the style with which an organization functions and the relationships between individuals and groups. CC is a combination of ethics, values, business procedures and practices and the organizational climate too. Thus it is a perception of how an organization functions or conducts business.

Individual and group behaviour are guided and directed by the CC of an organization. CC changes the mode of operation of an organization and people get accustomed to behaving  and functioning in that particular manner. It becomes a part of individuals and groups and their way of life.

Therefore, it is said that culture and its components are easily and more visible to an external observer. Internal employees are players and actors. Hence it may not be apparent to them, though it is part of their day to day life. CC usually gets matched with the approach, attitudes, style and comfort levels of top management . Once a particular culture is established, further recruitment takes place using the prevailing culture as a benchmark.

New recruits have to fit into the prevailing culture of the organization. A lot of orientation and induction takes place at entry point to enable new recruits to adjust. If new entrants cannot espouse the prevailing culture there may be incompatibility. Culture is a powerful element. Though invisible culture has far reaching implications. It is not untrue to say that every organization has a culture of its own. Different organizations have different cultures and ways of conducting business. It is said that culture represents the personality of an organization. It is indicative of how business is conducted or how things happen in an organization. The culture of  a business also influences, or is expressed in, the architecture and  even the interior design of offices, the attire of staff, the designations, titles and the manner of communication with one another. 

2. CC- LEADERSHIP

CC is sustained through leadership of top management. The vision, mission, and goals get pronounced. Of course,  people and their ideas may form a part of such pronouncements.  However, employees look forward for the first move from the leader and senior management. The CEO style of risk taking or risk aversion, conflict confrontation or aversion and other patterns of behaviour all get transmitted to the lower levels. The tone of the organization is driven by the top. Change in leadership can bring, and usually does, about radical changes in CC– for  better or worse, as the case may be.  However ,ethical values are extremely important. Top management perceptions and practices of ethics and values governing business is constantly under the scanner of employees and other stakeholders too.  Once again, transparency, owning of mistakes and effective communication are all important attributes. The fall of Enron can be attributed to, amongst  other reasons,  the change in leadership and also the departure from basic values and ethics governing business.  Such a departure has resulted in Enron’s being cited as one of the biggest examples of accounting scams leading to the slogan – “ Enron is fraud and fraud is Enron”. Enron’s staff secured more than thirty convictions. This resulted in a ten years sentence for the main culprit Andrew Fastow plus multiple charges against the two former CEO’s Ken Lay and Jefferey Skilling..

Box 1 highlights certain details of Enron. It’s necessary that during the tenure of the GM World Inc. should not go the Enron route and disfigure the value systems of the enterprises all over the world.


Box - 1

3.
CC- VARIOUS DIMENSIONS 

There are several dimensions of CC as articulated in the definitions given earlier. The dimensions of CC include, amongst other things, employees interaction pattern, approach to competition, work as fun or serious preposition, attire (dress code),hours of work, overtime culture and flexi time.

Other aspects of work life viz working in silos as against teamwork, rules regarding display of wealth, conflict resolving process, training interventions, management development initiatives, facilities in the office, frequency of interactions between senior management and employees, transparency, hierarchies and other aspects of an organization’s day to day functioning also form part of CC.

4. GM – Responses Of Countries And Companies –IT Sector And Other Sectors

IT SECTOR

Global meltdown is having its impact in almost all the sectors and the most integrated  industry i.e., IT sector is not an exception. On the contrary because of the large quantum of foreign exchange dollar earnings, the IT sector of India is badly affected by the slump in the U.S. Almost all big players like Tata Consultancy Services(TCS), Infosys, Wipro are going through the present tough economic conditions and the root cause behind it is the September 2008 crisis in the financial sector. The  largest customer base for Indian IT firms happens to be the financial sector. After remarkable growth over the last 10 years , this is the time when  IT industries should pause, reflect, reorient their cultures and realign their strategies to meet this economic downturn.

 Looking at the current economic conditions, Wipro’s Chairman, Azim Premji, has remarked that the deterioration in the global scenario has prompted the usually optimistic industry to become  very cautious about the future. He further asserted that the resilience of Wipro’s business model should enable it to tide over these challenging times.

As a result of GM, businesses are exploring new ways and means of  improving their efficiencies and managing costs in order to optimize their operations. This in turn has affected the IT sector as clients across industries are re-looking at their future plans. Again until recently IT industry has focused mainly on the US market which accounts for nearly 60% of IT spending. However, with the slump in the US, IT spending of American companies is slipping.   To meet the current challenge, the Indian players in IT sectors are now focusing on other markets specially Europe and also domestic market for de- risking business and are tapping the local growth opportunities.

The IT training sector has also been affected. While there is a shortage of trained certified IT personnel, markets are down because training budgets have been cut. Expansion programs have been deferred to normal times. IT training market size runs into billions of dollars. It was supposed to touch nearly 14 billion dollars in 2013. However, uncertainty haunts industry. Yet there are hopes. Governments all over the world are spending huge amounts to help the unemployed and displaced persons. The Australian government has allocated nearly 900 million dollars and so has Singapore’s Infocomm  Development Authority (IDA) which is supposed to invest nearly 50 million dollars.

Further in the UK, Government initiatives have released huge amounts for   re-training and re - skilling the unemployed.  Yet,  IT industry in India will have to learn to function given the new depressed environment.  After  Y2K this is  one of the worst crisis facing the IT industry.

Even in the current scenario it is estimated that the IT industry will grow at a compounded annual rate of 20%. The potential is there. It has to be explored and seized. Thus, it is never the inadequacy of resources. It is always the inability to explore and exploit. A  few mega contracts  like Bharti - IBM, Dabur - Accenture and SBI -TCS bear evidence about the potential of the Indian market.

The IT industry has to now look for new niches like consultancies rather than routine training. Creativity and innovation seem to be the required mantra. Wipro has an applied innovation framework which guides and advises the management on the road map for future. There is a need for a change in the corporate culture and shifting objectives by diversifying markets, launching new services, revising organization structure and above all re – visiting corporate culture.

In Virtusa Corporation, the company has taken new initiatives which focuses on “creating an environment for our team members, which instills a sense of confidence, trust, motivation, recognition, and growth. We continue to invest in and refine many initiatives to accomplish these objectives.”(-V.V. Kallianpur, director and country head – HR Virtusa Corporation.)

5. HR ISSUES

Box - 2

6.
OTHER HR ISSUES 

· Morale and motivation level of the employees across the industry is rather low. Employees of IT industry stand out as victims of the meltdown for apparent reasons.

· Companies are taking drastic steps for cost reduction like pay-cuts.

· Layoffs are seen everywhere almost in all sectors and budget cuts have forced good employees to look for better opportunities.

· Organizations are eliminating clumsy and costly procedures across divisions.

· Many companies have either become bankrupt or are on the verge of it.

· Recruitment of qualified employees has become easier.

· Survival of the fittest is norm of the day.

· Bargaining power of employers has increased.

· Freshers are experience difficulties in getting jobs with good pay package.

· Uncertainty is prevalent everywhere.

· Anxiety level of employees and employers has gone up and the mutual trust between employer and employees has weakened and people in general are scared and work with fear and they have lost  their confidence.

Box -3

· GM has also encouraged frauds in various companies. Heavy financial losses and diminished liquidity are responsible for the extreme pressure on creditors / lenders because of which they are trying desperately to keep themselves afloat. There is a cash crunch. Hence they indulge in various fraudulent activities. Again, debtors are also having liquidity problems. Hence, they are setting up their bank accounts at new banks and by siphoning off their funds to these new accounts they are trying to defraud the original lender. They some times open accounts in other states where the primary lender is not able to access the funds. The reasons behind these activities include attempts to defraud a bank outright or wanting to keep failing businesses alive.

Box -4


7. INDIA INC. STRATEGIES TO FIGHT GM

Many companies are introspecting and improving their fundamentals. They are focusing on improving the quality of their products and services to their customers. 

· Most of the companies have freezed their recruitment process. Instead of freezing the recruitment process, industries should use this period for a meaningful introspection. Corporates should realign their hiring and retention process. 

· Companies are following ‘Last In First Out’ policy.

· Companies are using past and present performance of the employees  as a deciding criteria for layoffs. Average performers or difficult employees are shown the door.

· Training and development programs have been freezed in some of the companies. Some companies have made significant investments in training and development programmes because they believe that ‘great people create great organization’. This will help to fight recession. Some organizations are opting for training sessions conducted by ex- army officers in order to make their employees more disciplined and committed towards their careers. Such programmes provide very comprehensive training to employees and helps trainees in developing both professional and personal skills. Basically these training programs improve presence of mind, communication skills, ability to learn new tasks, ability to research and negotiating  skills.

· According to annual report 2008-09 of HUL, the company has made investments for providing training to its employees specially in the field of marketing excellence, customer service and building capabilities for organized retail trade. The pedagogy adopted for providing training inputs were basically classroom teaching. Other courses include capability building and external learning.  E- learning platform of HUL was introduced in 2007. It  offers a bouquet of 3000 + courses via  internet. This facility provides their employees to learning anywhere, anytime.

· Similarly in HDFC, ‘Training and Development’ programmes were designed and implemented around upgradation of competencies and skills required to manage the global meltdown. In order to improve operational efficiencies and soft skills, various programmes were conducted from time to time  for their frontline staff in operations, recoveries and resources. To  enhance productivity through process improvements, training was also imparted to back office members. Other key focus areas during this year were capacity building through leadership development programmes and ‘ ‘Train The Trainer’ programmes.

· in Virtusa new programs include leadership development programs, career development matrix which addresses employee aspiration and role based training which helps the members of  the Virtusa team to empower themselves with technical, behavioural and process skills. A wide variety of programmes, exist to make the organization vibrant and transparent. 

Box -5


· Again in Tata Chemicals Limited , the focus of learning and development is on building the capabilities of employees so that they are fully geared to handle the current and future needs of the Company.

· Companies are withdrawing perks, benefits and retention allowances of the employees. For the time being they have stopped the bonuses and incentives of the employees. Specialists are out and generalists are in. Employees are expected to play multiple roles. Multitasking is a norm of today. Many companies have freezed investment on research and development during recessionary period. 

Box -6


Thus necessity is the mother of all invention.  Companies are identifying newer and newer ways of managing costs to protect the bottom line during difficult times.

7.
MESSAGES TO EMPLOYEES 

Albert Einstein once famously remarked, “in the middle of every difficulty lies opportunity.”  It is crucial to recognize that crisis and an opportunity are two sides of the same coin. The messages to employees include:

· Don’t panic.

· Keep close watch on things that are happening inside and outside your company.

· Keep yourself updated about the latest market situation .

· If you have been laid off then this can be a right time for self - development and self –improvement by adding value to the academic portfolio. Thus ‘ continuing education’ can be an option open for self development and improving employability for the future in the same company or elsewhere.

· Further, efforts to improve soft skills by pursuing select training and education programs can add substantial value to the personality of an individual. Again to reiterate, this will improve employability.

· Network with personal and professional friends and acquaintances.

· Develop some hobby which can be transformed into a profession in future or used as a stress buster.

· Explore  entrepreneurial skills is another viable option.

· Save generously and invest wisely. Fortunately for India the ratio of savings to income is relatively higher than other countries. Therefore, many non-resident Indians who have practised their saving habits in foreign land are on a buying spree of small and medium business units in foreign countries.

· Evolve a variety of sources of legitimate income.

· Don’t get depressed. Think positive and expect only favorable results and situations, even if  current circumstances are not as you wish them to be. A positive attitude will help to tide over the crisis. Attitude is key to performance. Performance depends on skills , attitude, motivation and environment. Yet  a positive attitude facilitates high performance and a negative attitude retards performance.  Companies therefore are known to hire attitudes. Thus, it is necessary that top management of companies maintain a positive attitude and also facilitate employees to maintain similar mindset.

Box – 7


8.
HOW INDIA INC SHOULD RESPOND ?

· Tell your employees clearly where the company stands in the present scenario and what are the areas which require immediate attention and how their jobs connect to the bigger picture.

· Improve the mood in the office so that everyone can get back to work.

· Boost up their confidence and make them believe that nothing is permanent, not even this global meltdown. Soon things should be back to normal.

· Take employees help in managing costs effectively.

·  More visibility and availability of managers can spark productivity and can bring the team together.

· Find out innovative ways to carry out performance appraisals of employees.

9.
   IN A DOWN ECONOMY, DON'T IGNORE CULTURE 
ISSUES

One of the best way to overcome a low economic tide is to revisit  corporate culture. Several research studies show that  companies with positive corporate cultures are more likely to report greater success than other organisations.

· Efficient operations and successful goal achievement;

· Receptivity to change and quick adaptation to new challenges; and 

· Floating higher, in troubled waters, than the competitors 

are well correlated with positive CC.

Cultural issues shouldn't be ignored during the bad times. Economic conditions may affect cultures, but they should not determine cultures. Instead, organisations must look for ways to improve their cultures in the down times.

10.

WHY REVISITING CORPORATE   CULTURE IS NECESSARY ?

By focusing on the CC companies can avoid becoming victims of the current GM. The study which is based on 1,967 global survey respondents, indicates that companies with positive corporate cultures are more likely to report greater success in the market place than are other organizations .Efficient operations and successful goal achievement are linked with positive culture. Hence, during the GM, companies should revisit their corporate culture  and reinforce the positive character and content of CC. This should be visible to all stakeholders. However, revisiting CC does not mean relaxing the ethical and discipline norms governing business. Deep rooted values should not undergo change either during boom or recessionary periods. Organizations can address the following and should:

· make their culture cooperative, consultative and collaborative so that there can be harmony and camaraderie amongst  the staff.

· take measures to align their culture with the revised strategies employed to tide over the meltdown.

· foster trust which is a big missing link between the meltdown and the revival.

· encourage creativity and innovation and try to bring out the best in employees.

· be flexible enough to incorporate changes quickly.

· develop leaders who model desired behaviors. 

· clearly communicate their values to everyone; for example, they should tell stories about past successes and how challenges were  successfully met. Woes retold can only aggravate the already low and depressed feelings. In the West, recounting past horror tales of the thirties have added to the psyche of people. They were depressed. Now people are cynical.

Cultural issues shouldn’t be ignored during the bad times. Economic conditions may affect cultures, but they should not determine cultures. Instead, organizations must look for ways to improve their cultures. Of course, organizations  having high performance culture can compete in a GM in a much better way. 

The vision and mission are long term pronouncements as mentioned earlier. However, culture has to be flexible and resilient to absorb abnormal shocks. Various dimensions of culture, as discussed in this paper, need to be revisited 

and made compatible to the prevailing situation and aboveall the mindsets of human assets of an organization.
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A senior manager in industry, Shubhayu Sengupta said, "Globally,economies are experiencing a slowdown, hence this is a period of rationalisation, optimisation and consolidation across organisations,"


 Again, Sajjan Jindal, Vice Chairman & MD, JSW Steel & President ASSOCHAM, said,“Whenever there is crisis, there is an opportunity to be exploited and used. Most people see the challenge and get threatened by the same instead of making use of this opportunity. This slowdown that struck the world in September 2008 is a real challenge and India Inc. has used this opportunity to grow in the domestic market. There is a great opportunity for India and this is the perfect time to build our country. We should not worry about the slowdown and convert this opportunity to make the best of the situation.”


Madhavi Lall, regional head-HR,  India and South Asia, Standard Chartered Bank said that - “Organisations need to make their employees feel wanted and that they should create initiatives to make them feel secure even during difficult times.”


Of course, the purchasing power released on account of Sixth Pay Commission awards, election expenditure, a mass domestic market and a parallel economy have all come to the rescue – right or wrong, good or bad.











ENRON 





Enron Corporation was set up in the middle of recession in1985 , when Kenneth Lay, CEO of Houston Gas Company, engineered a merger with Internorth Inc. Enron is a very good example which highlights that ultimate effectiveness of an organization depends on  the organization’s  culture and top management leadership, apart from ethics, values, beliefs and practices of business.





Leader’s visions,  their reactions to crisis, their role modeling ,their recruitment strategies , and the like all form a part of the  culture of  organizations. Richard Kinder who was the CEO of Enron till 1990 was both people and number oriented. He had created a collegial and family like environment with  respect for all. He was known throughout Enron as “ Doctor discipline”.  Besides being performance oriented, he was also realistic and used to caution his unit leaders from being overly optimistic.


Radical transformation in Enron’s culture came when he was replaced by Jeffrey Skilling as the  CEO during the 1990’s. By 2000 it had become “ the star of New Economy”. 


Skilling used various methods to reshape  Enron’s culture . His leadership style had,  number of critical traits. He believed in enriching his executives instead of enhancing profits and shareholder’s value.  He drafted new strategy regarding stock option incentives due to which executives got their hands on the stock more quickly. He handed out extremely large pay cheques, bonuses and stock option to traders who met their earning targets. . He used to make exaggerated claims  to  employees. His recruitment strategy was also unique. He used to recruit people who were aggressive, smart, extrovert and wanted to become ruthless traders. His strategy was to hire the ‘ best and brightest ’ candidates from prestigious Universities.  Employees  were given promotions and transfers very quickly even without providing sufficient time to understand the nitty - gritty of their business. Redeployment and ultimately termination of employees who failed to give results was also very common.  Skilling’s leadership style had given rise to extreme - performance -oriented culture in Enron.


“Within a few  years , Enron’s business model shifted towards a Wall Street –type financial trading platform operating in energy futures and also expanding into financial commodities of all kinds. By 2000, trading operations accounted for 99% of income, 88% on income before tax and 80% of identifiable assets; reported revenue increased from $ 11,904 million in 1996 to nearly $ 100,000million in 2000 – tenfold increase. Enron morphed into a full –scale Wall Street trading corporation specializing in the financial engineering of derivatives, options and hedges involving commodities such as  broadband,  fibre optics and paper goods”.





Source: “ Management Controls: The Organizational Fraud Triangle of Leadership, Culture and Control in Enron”  


See: http://proquest.umi.com/pqdweb?did=1399135231&Fmt=3&clientId=796….03-07-2009





According to a study, Corporate Workforce: Chronic and Lifestyle Disease, released by the industry body Assocham, the global economic recession is taking a toll on the health of the employees in various sectors, especially the financial and IT sectors. The pressure of saving jobs is leading to diseases like spondylitis and obesity in employees. The study revealed that 54 per cent of the workforce in IT sector was found to be afflicted with diseases such as depression, severe headache, obesity, spondylitis and hypertension. In the financial services sector, 47 per cent of employees are suffering from fatigue, diabetes and cardiovascular diseases. In the media sector, 51 per cent of the respondents suffered depression and high blood pressure. Also, 27 per cent of the telecom sector employees are suffering from chronic diseases. In sectors like education, FMCG and textiles, a lesser percentage of employees were found suffering from severe health problems.


�Source: 07-04-09 www.rediff.com Compiled by Amresh Anjan





INFOSYS


Infosys Offers Philanthropic Work To Staff At Half Pay�With dropping business, Infosys is not able to offer much work to all its employees. To deal with the situation, the Indian IT major is asking some of its employees to work with a non-profit organization for a year and get paid half their salary by the company. Infact, Infosys has launched a program under which an employee can work with a NGO for a year and receive half the salary for the duration. Besides, the company is doing very selective hiring. However, it would honour the 18,000 campus offers made in March 2008.�Source: www.rediff.com Compiled by Amresh Anjan - 25-03-09 


TCS


TCS Cuts Staff Travel To Control Costs�In a bid to rein in spiraling costs, TCS is resorting to various measures. As per the latest strategy, it is avoiding travel and moving people from onsite to offshore. Instead, it is leveraging the existent infrastructure to a greater extent. For instance, it is encouraging the use of video conferences between cities in India for people to discuss various matters. There is more emphasis on telephonic conversations and web casting now to minimize travel requirements.


�Source: www.rediff.com Compiled by Amresh Anjan - 25-03-09





� HYPERLINK "http://www.naukri.com/" \n _blank���








Questions  haunting employees :


If I am laid off, What will I do?


How will I survive?


How will I take care of myself and my family?


Questions  haunting employers:


How long the recession is going to last?, 


What  is the pattern of recession?, 


Which  employees have to be laid off? When and How?








Mr. V.V. Kallianpur, director and country head – HR Virtusa Corporation, said, “ the HR initiatives help us create the right internal traction while the organization focuses on building business traction to deliver delight to its customer, investor and society.”








In South West airlines humour and capacity to work in a collegial environment is important. The Chairman Mr. Kelleher quotes,     ” We hire attitudes. We look for “listening, caring, smiling, saying thankyou and being warm.” “Our people  are result oriented, not process oriented. They don’t focus on organizational hierarchy or position or title.” Kelleher has created air travel’s ‘Greatest Show on Earth’.


As Sir Winston Churchill had said, “ Attitude is a little thing that makes a big difference.”


A Standaford Research Institute (California, USA) has ascertained, through its study, that success is governed by attitude in the main- 88% attitude and 12% education.


  As Mr Satish Chandra ( CMD) United Bank of India has gone on record to say,” It’s the thinking that makes all the difference .”
















