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Benchmark HRD practices for organizational development

We are happy to bring to you the first issue of SCAN, TVRLS newsletter on HRD Audit.  We are promoting this newsletter as both informative and education tool. Wish you all the best towards continuous learning & development.

Editors- Dr. T. V. Rao, Raju Rao & Shishir Misra   
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From The Chairman’s Desk 

REENGINEER YOUR HR AND MAKE IT MORE STRATEGIC through HRD Audit(
Dr. T. V. Rao, Chairman TVRLS
In her Foreword to the book Human Resources in the 21st Century, Rosabeth Moss Kanter makes the following observations:

“HR is alive and well, central to the success of companies.

HR management is on the agenda and evolving slowly and steadily.

HR departments are aging and ailing.”

These are the three conclusions drawn by Rosabeth Moss Kantar
Kantar observed further  “ Evidence has mounted that “intangible assets” play an increasingly large role in defining the value of a company in the capital markets, as several studies by economists at the Brookings Institution in Washington have reported; intangibles such as brands, worker skills, organizational routines, customer relationships, and the like can account for nearly two thirds of the market place value of manufacturing companies, swamping the contribution made by physical assets such as facilities, equipment, and product inventory.” 

How people are developed and led – the substance of HRM or human resources management- is definitely on the agenda.

“… HR issues and assets are gaining momentum; the professionals who feel that those assets and issues are their domain are losing ground. The HR function, HR department, is aging and ailing, vulnerable or outsourcing consultants or replacement by technology. HR department is seen by some as an endangered species despite the fact that there are some stellar examples of flourishing and evolving companies such as Southwest airlines with influential top “People” people. Creative new approaches are bubbling up, but traditional administrative staff is threatened. Clearly we must separate innovation from organization, entrepreneurship from empire.

Evidence persists that, like many staff functions, HR department can be conservative, risk averse, afraid to offend the powerful line managers whose support they need and whose favor they carry.

Why did HR lose the “quality” cause to engineers, when TQM wasn’t just statistical process control? It is about training in problem solving, teamwork and empowerment?

Where are HR departments in the process of due diligence in mergers and acquisitions? It is common knowledge that most mergers fail not because of bad strategy or undisclosed financial information, but because of cultural. Communications and other people issues in the integration process. So where are HR departments? If they are to be found at all they are rationalizing benefits programs, not speaking out on issues or taking leadership role in integration. How about corporate citizenship/corporate social responsibility/communicate relations? Much of this involves mobilizing the work force. And now for the biggest issue of all in the 21st century, corporate governance and executive perks. Why aren’t HR departments taking up the responsibility? Why are they not claiming this territory? 

I am not questioning the high importance of HR activities. There is no doubt that he responsibilities now bundled in HR departments are extremely important one by one. But some can be automated. Some can be outsourced. Some can be unbundled and returned to line business managers and to other staff functions (finance for compensation, IT for HR information systems, and employee data base etc.). Some can be located in fully owned subsidiaries that can work as profit centers.

I think all this change signals the end of HR Empire, not the end of HR activities. The senior HR executive is not endangered, but the HR department is; and the senior HR executive might not even be a professionals or specialist in HR, just savvy leader who knows how to connect people and strategy.
HRD Audit( as a Tool for Reengineering Linking People and strategy
The above excerpts from Rosabeth Moss Kanter are very true and thinking independently I have reflected the same view in the recent book on the Future of HRD (Macmillan India, 2003).

It is high time that corporations examined the role HR departments are playing, examine their strategies and link their people strategies with the corporate strategies to do good business. 

In one of the organizations where TVRLS did HRD audit the company is a good paymaster. People had a very young age profile. They were happy with various HR practices, the informal work atmosphere, the communication system and various HR issues. However they had no idea of their future in the company. Every one wanted to know how long the company will last and what is the future it holds for them. They wanted to know the vision, strategy and future plans of the company. We did not have any HR strategies to be linked to business strategies and consequently careers of individuals. When this was pointed out to the company at the end of the HRD audit. The CEO took it seriously and impressed their head office in another country with his corporate plan. Now in a period of three years this company has grown three times in turn over and has become a three hundred crore company from a hundred crore company. A small HRD audit has led to get the top management to think in terms of the strategy and involved a lot of their employees and has resulted in business development. 

In another company quality issues, cost issues, empowerment issues and leadership issues etc. all found place in the HR agenda. They redefined the role of HRD and got a lot of line manager involved in various HR interventions. HR began to be owned by the line managers. 

In another case of an IT company which got its PCMM level certified had the most unreliable HR managers who do not keep up their promises and did not have any commitment to the company. PCMM is systems sensitive but is not role sensitive and does not examine the kind of issues raised by Rosabeth Moss Kanter. 

I strongly believe that it is high time that corporations examine the ROI on their HR departments and interventions. I have always argued if a corporation is spending four to five million rupees on their HR departments and interventions, it is appropriate to allocate at least one to five percent of their HR budget and get their HR audited to get a good return on their HR expenditures.   

HRD AUDIT IN HEALTH SECTORS –INNOVATIONS 

Recently TVRLS conducted an HRD Audit exercise for WHHI (Wockhardt Hospital & heart Institute), Bangalore. This was our first experience with a health sector company. 

The business context for the Audit was to assess the feasibility of successful replication of the service & business model of WHHI keeping the future objective in mind.  

We followed the standard methodology for HRD Audit, which included interviews, observation, analysis of available records, focused group discussions across the organization covering 50 percent of employee’s population covering top management, regular staff, resident doctors, consultants doctors & contract employees. 

The methodology innovation by TVRLS was to design a special employee satisfaction survey questionnaire for the audit & get the feedback from employees. The in-patient & out patient feedback were analyzed & were included in the audit report.     

	ESS indicated the following areas as strength
	In & out patient feedback indicated the following strong areas 

	· Teamwork 

· Cleanliness of the hospital 

· Cooperation between departments 

· Leadership of the GM
	· Excellent nursing care 

· Excellent, approachable & knowledgeable doctors who have saved lives 

· Very clean & hygienic

	Highlights of the HRD Audit:

	· Team oriented culture

· Providing cross-functional exposure through Job rotation

· Career planning system needs to be strengthened

· Uniform implementation of policy & communication for the same

· Reward performance, competence, potential & commitment

· Induction process needs to be focused & streamlined

· Facilitative leadership style of people at top

· Developing leadership at second level


Effectiveness of HRD Audit as an OD intervention
Dr. MG Jomon

This article is based on my last seven years of research in the area of HRD Audit. During this longitudinal study the author has assumed   researcher, implementation consultant & managerial role. 

Four organizations were studied in depth (two manufacturing organizations, one-service organization and a multinational organization) as part of my doctoral thesis exploring the “Effectiveness of HRD Audit as an OD intervention”. The study was carried out over a period of three years (1996-1998).

The research findings for one company are given here.

	Type of Organization 
	HRD Audit inputs
	Nature of intervention
	Visible changes

	Gas distribution company 

with 627 employees
	Role clarity to be achieved

Clarity with regard to personnel Policy

Team work to be improved

Potential appraisal and development not adequately addressed.

Training follow-up and effectiveness measurement to be insisted

Research competencies to be inculcated
	Audit Report was kept confidential and was made available to top management and HR

Top 

Management made an action plan based on the report

The action plan also was not shared but HR department implemented it as part of routine HR activities. 

      HR department

      kept audit results 

      as an account of 

      their performance
	KPA’s were identified for each role.

Personnel policies were framed and made available

Team based activities and projects initiated 

Performance Management system revamped with assessment of potential as well

Training system carefully implemented

Action oriented Research conducted periodically


MAJOR FINDINGS OF THE STUDY

1. All the four organizations studied benefited out of the HRD Audit intervention and used HRD Audit as a tool for Organizational Development.

2. Organizations initiated HRD Audit intervention with reasons specific to them. To mention a few professionalization of the organization, to assess the organizational health, to benchmark against international organization, to see the unit in relation to its sister concerns, for a formal take off of HRD, to see the linkage between business performance and human related issues, to get a comprehensive feedback of what the top management was doing, and about the business, to make the organization system driven and performance based, to decide on what direction to take with the emerging projects, to get a balance of HRD activities etc. 

3. Audit Reports in all the four organizations studied served as a mirror and pointed out the strengths and areas of improvement. Since this also included top management as well, none of the reports were opened up to all the employees. Out of the four organizations studied, in three organizations, these are confidential reports made available to top management and HR chief.

4. Implementation of the HRD Audit inputs were done selectively and mostly by the HRD department without much involvement of line managers. However, in one organization, line managers implemented the audit inputs.

5. Visible changes of HRD Audits were observed in all spheres of activities with specific changes seen in HRD systems, people competency development and culture development activities.

6. The most important factors influencing HRD Audit intervention and utilization of HRD Audit inputs are: 

· CEO/Top management commitment to HRD

· HRD chief’s commitment to HRD

· Management style of the Organization

· Organizational characteristics

· HRD department profile

· Competency levels of the HRD personnel
HRD Audit Certificate program – Including HRD Score card  

A very innovative program & first of its kind in the country, this program was launched by TVRLS in December 2002 with an intention to enhance the competency level of HR professionals & build their competencies for organizational application of HRD Audit as a OD intervention tool.  

The course aims at providing learning, application & facilitation skills in HRD, HRD Audit Concepts, Components of HRD Audit, HRD strategies, HRD systems, HRD structure, HRD Culture, HRD competencies, HRD Audit Methodology, HRD Audit Instruments, HR Score Card, Balance Score Card, HRD Audit Linkages with PCMM & Quality Systems, HR Audit & business Linkages, HRD Audit reports and using HRD Audit for Business Improvements                     

The first batch of 63 participants was a clear sign that the program was very well received. The participants, with experience ranging from 1 to 31 years comprise Chiefs of HR, VPs, GMs, Managers, Senior Executives, Executives, Consultants & Educationists. The participants in total carry 625 man-years of experience. 

The first Batch included participants from IDBI, Essar, ICICI, Philips, McDowell, Reuters India, Godrej & Boyce, Blow Plast, Dr. Redyy’s, EXIM bank, Tata InfoTech, Mitsubishi, Blue star, ITC, Satyam Computers, Cairn Energy, Honeywell India, Sony India, MRF, Britannia, Siemens & Samtel etc.      

The second batch of the program has already started with 37 participants.  
For any detail related to the program please visit http://www.hrdaudit.com or write to us at tvraoad1@sancharnet.in 

Competency required for an effective HRD Auditor
Our several years of experiences working with various organizations have indicated the following competency requirement to be an effective HRD Auditor. HR professional in many organizations where HRD audit is used or planned to be used as a system intervention & OD tool needs to build & strengthen these competencies to conduct such exercises internally & benefit from it.      

· Planning skill

· Information seeking skill 

· Ability to diagnose 

· Ability to probe 

· Ability to paraphrase 

· Organizing skill 

· Interviewing skill 

· Facilitation skill 

· Observation skill 

· Data recording skill

· Documentation & report writing skill 

· Communication skill 

· Presentation skill 

· Proactive 

· Patience 

· Initiative Taking 

· Time Management 

TVRLS Resources on HRD Audit 

Having propounded the concept of HRD Audit, so far TVRLS has extended the HRD Audit service to many companies across the country and outside. In the process we have developed many resources, questionnaires, activity checklists, competency questionnaires & knowledge tests, HRD Audit manual. The following resources are available with TVRLS on HRD Audit.

HRD Audit Book by Dr. T. V. Rao, Sage Publication 

HRD Audit Manual 

HRD performance Checklist questionnaires

HRD Competency Checklist    

HRD Audit knowledge test  

HRD – 1000 Item knowledge test 

HRD Audit( is a trade marked intellectual property of TVRLS. For any further information & feedback write to us :  

T V Rao Learning Systems Pvt. Ltd,
603, 6th Floor, PARSHWA
Opp. Rajpath Club
Sarkhej - Gandhinagar Highway
Ahmedabad - 380 015
Tel: 079 - 6872718, 6870312
Tele Fax: 079 - 6870687
E-mail: tvraoad1@sancharnet.in
URL: www.tvrls.com www.hrdaudit.com www.360df.com 
� Dr. MG Jomon has worked with Apollo Tyres LTD, Perambra as HRD Manager. Presently he is faculty member in Xavier Institute of Management (XIM)-Bhubaneswar. He can be accessed at � HYPERLINK "mailto:joe@ximb.ac.in" ��joe@ximb.ac.in�    
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