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PromisesTo
Keep

J\PIL Bahl watched as the secu-
rity officers at the D'espirit office
inspected the contents of his
cartons. It was Sunday, and Bahl
was in office just to clear his
room of his personal effects. As

e turned to leave, he took one
last look at his office of seven years. The
photographs on the wall caught his atten-
tion. "I'll take that," he said, pointing to-
wards one. It was a photograph of the team
at the Cheh Bigha factory of Pellmer. Bahl's
eyes misted as he reminisced. That was his
first posting at Pellmer.

"For 14 years, I enjoyed the challenges at
Pellmer. But I had lost the drive and needed to
kickstart my life again. I needed to go out and see
the other side of life; a life that was not as pre-
dictable as mine at Pellmer. At Pellmer, I moved up
the hierarchy steadily, although not all the postings
were to my liking. Whatever my personal misgivings
about a posting, I could always say with confidence that
the moves were fair. They were in the larger interest of the
organisation no doubt, but they were also certainly weighed
and evaluated in the light of my growth needs. Not once did I
think of resigning from Pellmer. I came to Pellmer for training,
and it was my middle-class ambition to stay with it till 60, just like
my father had done at ITC."

Bahl tucked the photograph under his arm and left the D'e-
spirit office for the last time. He decided to walk down the 14
floors of Regent Crest, wanting to savour the strength that

Kapil Bahllet go of several career
opportunities and stayed on at D'esplrll after
he was promised a posting of his choice by
the company's top brass

This case study was first published in BW,
7June 1998.
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the large building had given him during the past seven years.
With every step he took, the seven years came back to him in a
panoramic view.

"I joined D'espiritwhen it had just entered India and the per-
sonal care market was still evolving. Pernicious excise duties had
dogged the industry for several years, and even biggies like Hindus-
tan Lever, Lakme and Pond's had been unable to extend their prod-
uct portfolios significantly. But with liberalisation came a substan-
tial drop in duties, making it possible to launch very specialised
skincare products. D'espirit was a large international brand and its
success was assured in India.

"I had left Pellmer when I was the vice-president (finance),
running a Rs 2,OOO-crore department, where everything

worked like clockwork. It was the second most powerful
job at Pellmer. To leave that and join D' espirit, where

sales was Rs 15 crore and losses Rs 40 crore, was
nerve wracking.

"It was a challenging assignment. Since
money was in short supply, as the senior

vice-president (finance) at D'espirit, I
had to practically craft the company's

business strategy. For the first two
years, D'espirit stumbled badly. I

nearly panicked when the bank
balance fell to Rs 1.631akh.

"What amazed me was
that though that the com-
pany has been in dire
straits for almost two years
and no one had thought
up a survival plan. Every-
one was so caught up in
the glory of the world-
class brand name that
all efforts were aimed
largely at gaining adver-
tising visibility. Every
time the balances fell to
a trickle, a fax was sent
to the parent company
in the US, and aid came ..

"But 14 years at
Pellmer had taught me to

create life out of death. So,
I could not stretch my hand

out for a dole. I sat in my
room for three days non-stop

and drew up a strategy for re-
viving the sagging fortunes of

the firm. I emerged on the fourth
day, unshaven and scruffy, with a

receipt for D'espirit's survival.
"When I presented it to CEO

Iaideep Sardesai and the managing com-
mittee, I couId see that except for Sardesai,

most others did not like my recipe. For I
wanted to tighten the screws on expenditure and

advertising and asked for diversion of those funds to
market operations and product research. The only way

out is a change in the way we think business," I said.
"Personal care was still a low-profile industry at that time.

Newbrands and new propositions were entering the market, but

it occurred to me that mere advertising was not going to alter
consumer behaviour. It required strenuous market operations,
channel strength and a lot of consumer research. Over the next
one year, D'espirit went about building its own distribution
channels, something the company had not even considered a
strength in the first place. I spearheaded the entire operation:
buying out our competitor's distributors, negotiating with the
retailers, building up the channel from scratch. I simply took
charge of D' espirit's destiny.

OUR efforts paid off. The D'espirit brand grew from
strength to strength and got established in the market.
Even after two major D'espirit rivals entered India, the
company managed to do well. In every assessment and
appraisal, I got a superlative rating and was recognised as

the man who changed the fortunes of D' espirit. That year I took
over as operations director.

"Through all this, Sardesai stood by me like a rock. When he
was moved out of the country to head the Asian region strategic
planning cell, Duleep Raina took over as CEO.Raina and I hit it off
very well from the first day itself. He gave me the same support,
and egged me on to greater heights. That he was from lTC, a com-
pany where my father was a senior manager, gave us that special
family bonding.

"Afterthe entry of Cherie and GentiI, D'espirit's focus shifted to
volumes and marketshares. There was no bottornIine orientation
because the US parent was generous with its dole. It never mat-
tered to anyone where the money went, or if it made profits at all.
The common refrain was: "We are a start-up organisation, a brand
takes time to take root, profits cannot be made for at least seven
years; we will first sow the brand's equity and grow the personal
care market',

Every time a crisis loomed, Detroit bailed us out. But I said to
Raina: "Marketshare-driven businesses cannot be sustained. We
have to have a balanced focus on all the lines - volumes, market-
share and economics." My insistence on a return on expenditure
ruffled a lot of feathers at D'espirit.

"Evolving a consensus on this was tough. But different people
cannot have different goals in the same organisation. For in-
stance, marketing manager Arvinda Aiyer's goal was to be rated
the best in advertising. But the head of marketing couldn't have a
goal which was incongruent with those of the CEO's. AIl of them
could have their respective functional objectives but somewhere
they had to converge towards a common organisational goal.

"AtD' espirit, although we Were a mix of a varied set of people
with different goals, we worked together as a team. AIl that
changed when four of the senior managers were either shifted out
of India or left the company. This was a team I had worked closely
with for four years. With its disintegration, I felt lonely.

"When Ritesh Dua took over as head of human resources,
there was a paradigm shift in the organisation's environment. Dua
had direct links with the international head of human resources
Remick Rayfuss. It wasn't long before Dua came to be seen more
as the parent company's man than India's team builder. He al-
lowed intervention, and the head office loved it. In-the process,
the whole organisation culture, which was carefully crafted by
Sardesai, began to be eroded. From a participative, informal and
open environment, D' espirit became a closed bubble.

"Despite all this, the job was exciting. GentiI, our competitor,
was unable to carve a niche for itself, thanks to the aggressive pro-
motional and retail strategy of D' espirit. We kept growing from
strength to strength. Every percentage point gained was infec-
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"I was extremely embarrassed. Fitz, my boss' boss' boss, NO.3

in the world order, was pleading with !he and promising to take
care of my future. Andrew,' I said, 'I will do anything you want me
to. You needn't say anymore.'

"I felt charged and motivated. I knew Raina was behind all
this. He was genuinely trying his best to reassure me. In Raina, I
saw shadows of the Pellmer sincerity. Trusting had become a habit
by now because the people were so sincere.

"Over the next four months, I was immersed in my redefined
role. Training, counselling, teaching, coaching .... I flew from one
branch to another, evaluating needs and establishing training
programmes, holding their hands and running the business. In
the midst of all this, I was invited, along with Raina, for a world fo-
rum of top 0' espirit CEOs to Detroit. It was indeed an honour.
During the evening cocktails, the numero uno Alex Leed came up
to me and raised a personal toast. 'To the best manager I have had
the fortune to employ. Youhave a great job waiting here for you. By
June, we will finalise your position, but the final move will hap-
pen, as agreed, in September: he said. My heart sang in utter joy.
Heaven was just seven months away.

"By April, I was delirious with anticipation. The market was
booming. We had just entered the coloured cosmetics segment,
and despite anxieties over pricing, the products swept the mar-
ket. April turned into May, and May into June. July came, but I
did not hear from the US. Nor did Raina have any suggestions. I
began to get restless. I did not want to hang around
or overstay. Besides, the new teams were in place, and for the last
two months, they were operating virtually independently. Fortu-
nately for me, in mid-August, world human resource head
Remick Rayfuss came to India for four days to review the
regional structure. As per protocol, I accompanied Remick to
all the regions. Raina had told me earlier: "When Rayfuss comes
here he is going to talk to you." When he actually came, I did
not want to raise the issue myself. I knew Rayfuss would bring it
up in the conversation himself, since it was on top of every-
one's mind.

"The four days passed without a whisper on the subject that
raged in my mind. Four days I travelled with him, sat through pre-
sentations, dined with him alone, and even visited the Taj Mahal
with him. But not a word escaped his mouth about my future.

"When he left, I was furious. Raina had told me that Rayfuss
carried news for me, although the man never discussed the issue.
It was August, though Leed had indicated that my position would
be confirmed by June. I went up to Raina and said: 'Duleep, don't
take me for granted. I have been asking you since June. Rayfuss
came here for four days, and did not say a word. I am a director of
this company, do you realise that?'

"Raina got worried. The next night I got a call from
Rayfuss. 'Kapil, I wanted to talk to you. But these

visits can be so tedious. I will get back to you
soon: was all he said, fuelling rather than

calming my anger. Three weeks later, Raina
called me. 'Kapil, they want you in Kenya:
he said excitedly. I was aghast. 'Duleep, I
had told you right at the start that I will not
go to Africa. I did not ask for this reorgani-
sation. I did not ask for a change, or for a
promotion. You guys made my job redun-

dant. You asked me to stay on even when
four solid opportunities were there in the US.

I forfeited all that because I wanted to help you ..
I was promised a position in the US or Europe.

tious - it spurred us even further. In every market, we shot be-
yond expectations.

"In 1997, D'espirit lost its rank in the world market and
slipped hopelessly to No.4. In a bid to strengthen our position,
world CEO, Alex Leed, ordered a restructuring. His prescription
was a new organisation structure that consolidated all the world
businesses and restructured them according to markets. This
was to be replicated in every country. India was divided into re-
gions, with every regional head reporting to the CEO directly.
Naturally my position as operations director for India was ren-
dered redundant.

"That brought up the issue of 'fitting' me somewhere else in
the world order. Iwas considered high profile, relevant and neces-
sary to retain in the business. But Raina intervened. There was no
way he was willing to part with me. 'We are on a growth phase that
will last another four years. The regions need to be trained and
guided. I will not release Kapil Bahl for one year: he asserted.

"The personal care industry was growing like never before. I
went along with Raina, whose need I felt was greater. At that time,
there were six other positions in the US and Europe for which I
was being considered. There will be no dearth of opportunities for
you Kapil. Let them think it through rather than offer you some
knee-jerk solution: said Raina.

ENOS Fuaad, who was Sardesai's boss and our regional head
in Indonesia, had a role for me in Sardesais unit as the oper-
ating co-ordinator for Central and South Asia. But once
again, Raina pleaded and even sought Sardesai's interven-
tion to retain me in India.

"Iwas very anxious. I was the only person who had become re-
dundant after the restructuring. Where was I going to be fitted? I
did not mind helping the new team take over, but after a year,
what were the chances of finding the same challenging assign-
ments in the international network? I took a week's leave to think
it over, during which time Raina came over and made a promise:
'Help me out during this hour of need and I promise you that Iwill
get you a profit centre head responsibility anywhere.' Not any-
where, Duleep. Not in Africa: I said. 'Okay, it will be in the US or
Europe: he replied.

"Around this time, Fuaad's boss Andrew Fltz, who was
No.3 in the 0' espirit hierarchy, came to India to inaugurate our
first skincare laboratory. At the dinner hosted in his honour, he
came up to me and hugged me. 'My star manager, India is a mar-
ket where 0' espirirs success is going to mean a lot to the careers
of people like Fuaad and me. You have my personal assurance; I
will transfer you to the US and give you a corporate responsibility.
That's my word.'
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What happened to that?' I asked. 'Why, even Fitz
had agreed to that.'

Over the next few weeks, I decided to chase
the matter on my own. I had lost faith in the
local office's ability to do anything. I called all
those men who had thumped me on the
back and lauded my role. The next week,
Raina called me again. International head of
finance Shayne Whitman wanted me in
mergers and acquisitions since D'espirit was
on a major acquisition spree. When I called
Whitman, he was gushing. 'I want you here in
15days,' he said. I was alarmed. How could Iwrap
up everything so fast? But Whitman was persistent:
'Wewill talk to Raina and ensure he makes it happen.'

"Iwas all charged up. From a desire to head a market in the US
to this offer of a posting in Africa to the opportunity of a commer-
cialposition in the Detroit headquarters. I had had to manage my
expectations with the change in plans at the head office. Through
all this, my family went through hell. The children were forced to
make a lot of short -term decisions because 'any minute we are
leaving'. My wife had quit her job because we needed to prepare
for departure. But when 1used to come back home, I had no defi-
nite answer to give them.

"For 10 days there was no call from Whitman. That wait
seemed interminable. He had said 15 days, and I had run around
like crazy selling my two personal cars, tying up the telephone
connections, writing to companies and banks about directing
mail to my father, withdrawing the children from school and
chasing them for school leaving certificates. We had even started
packing. Unable to bear the suspense anymore, I called Whitman
with a lot of trepidation. 'Kapil there is a problem. Fuaad is refus-
ing to relieve you from India,' he said.

Iwas angry. 'Shayne, there is no work for me in India. I have to
move out. You say that you need me; I want to come to the US.
Where does Fuaad come into all this?' 'I understand how you feel,'
Whitman said, 'but we have to carry the system with us. Why don't
you talk to Enos Fuaad yourself?'

"That was the last straw. I went to my room, wrote out my resig-
nation, then called my wife: 'I am resigning in the next 15 minutes.
Re-adrnit the children in school. 1will manage my future career after
Icome home.' I felt greatly relieved as I put the receiver down.

"Next, I went to Raina. 'Here is my resignation. I have decided
to take my life back into my hands. This organisation does not de-
serve my services', I said. Raina protested as never before. 'Kapil,
mydear chap, you are getting emotional.' Good Lord, is there any-
thing wrong with that? I asked myself.

"I had waited for 16 months, and nothing seemed to have
changed. I had lost opportunity and time, and my peace of mind.
The No.3 in the organisation had assured me of the job I desired.
Today,where were Fuaad, Fitz, Whitman, Rayfuss? What about
Raina himself?

''AsI had expected, they called me, one after another. 'No way
Kapil,I am not accepting your resignation,' said Fitz. 'Hey, this will
not do. You are simply buckling under pressure. Organisations
work like this. I am definitely working out something for you," as-
sured Fuaad.

"News got around that I was being considered to head a cos-
metics joint venture between Delaware and a foreign major. Raina
panicked. Three days later, he got back to me with a job in Russia
as country head. I foolishly let go the Delaware offer. At every
stage, I was recalibrating my expectations. I was asked to come by

the weekend to see the place. My visa application was being
processed when Fuaad called. 'Don't take that job Kapil. It is just a
marketing head's job,' he said.

"I was amazed. Could I trust anyone?Why did they not tell me
18 months ago when they had restructured that it was not possi-
ble to find me the job that I aspired for? Instead, they had all sung
about my indispensability, andgoaded me to serve their purpose.
Today, when the regional branches in India were independent,
that urgency, that desperation, was not there. It, therefore, did not
matter what they offered me.

"I went to Raina and told him that I would not accept the job
in Russia if it was just a functional one. 'Especially since I recog-
nise that it was I who created the blueprint for India - from the
time of concept to negotiation and channel creation, and
launched the entire system into success. All of you praised my
efforts and I admit I got my rewards for all that. But if you tell me
one thing, the regional head tells another, worldwide director
and human resources head yet another; and all of you are talking.
at cross purposes, what am I to make of all that? Can I trust any
one of you?'

ITwas a matter of trust. At Pellmer too there were many
changes to a posting after it was announced, but they exe-
cuted the change with grace. Ten people did not talk you into
it, and out of it. One man took the responsibility for a man-
ager's career and he ensured that it was in sync with the indi-

vidual's overall growth needs. Not once did they make me feel that
I was a pawn in the game. They were consistent about the mes-
sages they sent, consistent about promises they made. At D'e-
spirit, I did not get that feeling. That's why I finally resigned last
month. I wonder why good men like Raina, Fuaad and Fitz took
part in this charade. Didn't they feel the need to be honest to a per-
son who had delivered a string of successes for D'espirit?Yet, not
one of them meant what he said all along. It is not correct to raise
the expectation of the manager. Expectation management is very
critical. If you can't meet the demand, come clean with the bad
news, rather than pretend you can deliver something when you
know you can't."

"The whole affair sent shock waves down the line: 'If this could
happen to you, what about us?' they asked. In an organisation,
there must be complete trust in a relationship. Anything short of
that is suboptimal. Trust is not transactional; it cannot be. It must
be based on relationship."

Bahl reached the parking lot. He was amazed he was not short
of breath despite having climbed down 14 floors. Three months
ago even one flight of stairs had him panting for breath. Today
there was no discomfort. None whatsoever. _
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ANALYSIS I: R.R. NAIR

How Not To Retain Talent
R.R. Nair is adviser and consultant (organisation development), Hindustan Lever and Asia Business Group,
Unilever. He was selected by the National HRD Network for the National Award for Outstanding Contribution
to the HR profession.

THE case of Kapil Bahl offers excellent
food for thought. Here is Bahl, a
strategist and a highly achievement-
oriented manager, who made a big
difference to the fortunes of D'espirit.

Despite initial reservations about accepting
his recipe for the turnaround of the busi-
ness, he succeeded in changing the way the
business was run. While he assisted his CEO
in controlling the destiny of the corpora-
tion, we cannot say the same for him.

What then went wrong in the com-
pany's handling of Bahl and his expecta-
tions?What is our assessment ofBahl? Did
the company manage the organisational
change well? What lessons can we learn to
develop the careers of high-performing
managers with potential?

Duleep Raina, Enos Fuaad, Andrew Fitz,
Remick Rayfuss, Shayne Whitman and Alex
Leed - all were directly involved in com-
municating with Bahl on his career moves.
We need to make a distinction between the
roles of those who are involved in career
planning and those who are responsible for
career counselling/ communication. The di-
rect involvement of too many senior people
in communicating with Bahl their 'individ-
ual plans' undoubtedly led to confusion in
everyone's minds, especially Bahl's. The top
management's attitude appeared to be one
of 'let us first cross the bridge, then we will
decide our next step'. It is obvious that ne
cohesive plan was debated or conceived by
the key members of the top team. Such a
plan is essential, especially in the case of
senior people, in the event of.a major re-
structuring exercise.

It is therefore crucial to clearly decide
on the key people who will participate in
the career planning and/or succession
planning decisions as well as those who
will implement the decisions. In the ab-
sence of organisational clarity, the best in-
tentions of an individual do not amount to
anything. We now know how Bahl feels
about the whole episode - he is both con-
fused and thoroughly disillusioned. And
quite rightly so.

Equally a planned attempt should have
been made to align long-term interests of
the individual with those of the organisa-

tion. It makes sense to use someone with ex-
perience and high competence to assist in
transition management. However, it is legtr-
imate for this individual to expect a clear di-
rection about his new assignment in order
to ensure his full commitment and motiva-
tion. Raina was selfish; he just did not want
to part with Bahl; he was not concerned
whether the career opportunity would exist
or not at the end of the transition period.
This is unfair and unreasonable. Perhaps
Raina was not able to control parallel power
centres. The short-term interests of the or-
ganisation should not adversely affect the
long-term interests of an individual man-
ager, who has consistently delivered results.
Let us turn our attention to Bahl. At one
level, Bahl comes across as a 'babe in the
woods'. Has he overrated/overestimated
the words of praise of 'all those who
thumped him on the back'. He did not en-
visage a situation where his head would be
one the block following the restructuring. A
person at his level should have anticipated
such eventualities and thought of some
fallback options. Considering the contem-
porary environment and the pace at which
organisational changes are taking place
elsewhere, one must have the sensitivity
and capacity to manage one's aspirations.
Baht, on the other hand, appears to be in-
ternally focussed and put his entire trust on
the organisation and its key people. At an-
other level, Baht's handling of his personal
affairs is at odds with his professional ma-
turity. At the end of seven years, Bahl ended
up with a lot of post mortems. Several op-
portunities and positive suggestions re-
garding his future placement came his way.
Indeed, he lacked the initiative to strike
while the iron was hot. He may, therefore,
have been taken for granted by the organi-
sation. Why did he let confusion cloud his
clarity? He 'foolishly let go of the Delaware
offer' when Raina got back to him with a job
in Russia as country head. Then again,
when Fuaad threw some doubt about the
nature of the Russian offer, he decided
against taking it up.

Given his position and experience, Bahl
should have had a better appreciation of
how the 'system' works at D'espirit - and
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what the nature and style of his communi-
cation should be. In order to project his
ideas effectively, perhaps he could have
been more assertive. It is strange that dur-
ing the four days spent travelling and din-
ing with Rayfuss, he did not muster suffi-
cient courage to speak up. There are several
such 'missed chances' in Baht's saga with
the company - most of them of his own
making. A degree of assertiveness to put
across one's point ofview at the right time is
essential. Failure to do so would meanloss
of opportunities for free and frank discus-
sions with key functionaries. The only deci-
siveness he shows is in his categorical dis-
like of Africa.

The case refers to a worldwide com-
pany's reorganisation, resulting in a new or-
ganisation structure. Consequently, D'e-
spirit was divided according to regions,
making every regional head report to the
CEO directly. Obviously, Baht's position as
operations director became redundant. In a
major reorganisation exercise, it is impera-
tive that a human resource plan is devel-
oped with special reference to how the or-
ganisation plans to handle redundancies
through redeployment, secondment or out-
placement. D'espirit seems to have missed
this crucial point. The human resources de-
partment should also take the lead in draw-
ing up a career planning strategy for the
company. It is essential that the plan should
be clearly communicated to all concerned.

To conclude, the following key lessons
have emerged. There is a need to demar-
cate responsibility between those who are
involved in career planning and those
concerned with career counselling/com-
munication. The individuals affected
should be spoken to and counselled by a
very select group of people. The whole
process must reflect transparency, profes-
sionalism and dignity. The manager
should clearly communicate his career
needs and aspirations to the relevant peo-
ple. If a good opportunity arises, a good
boss should not deprive the individual in
order to meet his own short-term require-
ments. If this had happened, Bahl would
not have been climbing down the 14 floors
of Regent Crest on Sunday. •
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ANALYSIS II: ASHOK SAPRA

Managing Employee Expectations
Ashok Sapra is managing director (South Asia), AT&T India.

O
UR business environment has
changed significantly. Liberalisa-
tion and reforms have made it im-
perative for management and
employees to gear up to meet the

fresh challenges. Organisations need to
respond with appropriate changes in
strategy, product mix and even with reor-
ganisation and redeployment. If these al-
terations are planned without consider-
ing their effect on people, changes that
are meant to strengthen organisations
actually weaken them.

The key issue in this case is that of
'managing expectations' of employees, on
which their morale and faith hinges; both
these factors are critical to organisational
well-being.

After Bahl's position became redun-
dant, he had several opportunities in the
company's worldwide network, which he
could have considered. Since Bahal's CEO
wanted him to stay back in India for an-
other year, he promised to get him a profit
centre head position in the US or Europe.
EvenAndrew Fitz, No.3 in the D'espirit hi-
erarchy and Alex Leed, the worldwide
CEO, commended Bahl for his excellent
performance, and promised him a job in
the US by September. Leed even con-
firmed that the company would finalise
Bahls posting by June.

Naturally, when so many senior man-
agers make promises the employee has
no reason for doubt. Expectations are
bound to set in. The trust is shaken when
promises are not followed through with
appropriate action. Despite reminders
during the last few months of his term,
Bahl only got lip service from Raina and
the worldwide human resource head.
The management reacted in panic only
when Bahl resigned. But the offers they
made were not commensurate with their
promises nor his aspirations. This and
the inconsistent messages from the sen-
ior management destroyed Bahl's trust
and confidence in his bosses. Clearly, it's
a case of failure in career planning and
execution during the redeployment
phase. No wonder this unfortunate
episode sent waves down the line in the
entire organisation.

What The Company Could Have Done:
Career changes and moves are stressful
even in the best oftimes. Those resulting
from downsizing are even more so be-
cause of the uncertainty involved and the
uncomfortable context. Under such cir-
cumstances, any redeployment opportu-
nity should not be denied (as Bahl's boss
Raina did on several occasions for some
selfish reasons).

During redeployment transitions, top
management support is essential from ini-
tiation till the completion of redeploy-
ment. In Bahl's case, the management
could have supported him by giving any
one of the. available opportunities in the
US or Europe, and then negotiated with
the hiring manager some overlapping pe-
riod for job transition. Alternatively, the
management could have considered offer-
ing an extra bonus for the one year period
and made it voluntary for Bahl to stay back
while offering support in redeployment on
a best -effort basis.

Even under normal circumstances,
CEOs ought to be conscious of their re-
sponsibility to keep their communication
transparent and, with the support of the
human resources department, set realis-
tic and deliverable expectations. This is a
necessary and fundamental condition
without which productive energies will
dissipate.
What Dahl Ought To Have Done:
In today's environment, the onus of career
planning and growth is jointly shared by
the two stakeholders - the employer and
the employee. Bahl ought to have been
equally alert and conscious that along
with helping the company achieve its
goals, he was also learning and adding
value to himself. If he felt that his aspira-
tions were not being met and the employer
was not being fair, despite an honest and
frank review, he shouldn't have hesitated
in considering a job change.

Despite reminders from Bahl, the
senior management was unable to come
up with any reasonable offer even after
the promised June deadline. Bahl
became very frustrated and angry;
his family also suffered due to this uncer-
tainty. He should have decided and
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looked for a job outside D'espirit much
sooner. He shouldn't have allowed
the situation to drag to such a stage
where he suffered tremendous psycho-
logical agony.
Other Issues And I.eaming:
Organisations must provide a challenging
environment, adequately reward good
performers, pursue human resource prac-
tices such as performance appraisals, ca-
reer planning and development, under-
take salary and benefits benchmarking
and strive to promote an open manage-
ment culture. These will ensure that rea-
sonable barriers are introduced when
competitors tries to entice away the key
employees. And D'espirit would be a good
target for poaching.

One is left wondering why Raina could
not render his local human resources
more effective, nor support his star per-
former Bahl's career aspirations.

D'espirit, like most global MNCs,
faces the challenge of trade-offs between
adopting a uniform strategy and being a
supportive organisation worldwide ver-
sus showing flexibility and implementing
an appropriate strategy and structure
based on the uniqueness of some mar-
kets. D'espirit replicated the same struc-
ture in every market of the world despite
the fact that in India the company was
doing extremely well unlike in the rest of
the world.

Changes in organisations are unavoid-
able. To stay effective they need to pay
close attention to the following:
• Show concern for the dignity and self-
respect of employees
• Lay greater emphasis on people orien-
tation since organisations are becoming
less security oriented.
• Strive for strong relationships between
employees and the organisation which
will allow for the establishment of realistic
expectations in career continuity or job
changes.
• Ensure top management support dur-
ing redeployment transitions, from incep-
tion to completion.
• Ensure top management commitment
and support in implementing human re-
sources practices. •



_____..J..- _
ANALYSIS III: AQUIL BUSHAI

Living In The Past
Aquil Busrai is the executive director of human resources (India and Saarc countries), Motorola India. Earlier,
he was with Hindustan Lever.

KAPIL Bahl seems to have been
caught in some kind of a time
warp. It is all right for him to re-
member his past at Pellmer -
maybe even celebrate it, but he

has to definitely put it behind him. The
past is definitely important but people
cannot walk into the future looking over
their shoulder.

At Pellmer, Bahl had felt protected, ap-
preciated and recognised. He yearned for
the same level of comfort at D' espirit. He
also had numerous expectations but felt
quite disappointed when his expectations
did not materialise. And now what Bahl
did not was how to manage his own
expectations.

D'espirit, on the other hand, entered
the market like a knight on a mount - rar-
ing to go and ready to conquer. It had a
strategy for almost everything - product,
packaging market, distribution, and even
competition. What it lacked, however, was
a strategy for its people - a strategy re-
garding how to manage the expectations
ofits people.

During good times, managing expecta-
tions may not be considered a priority ac-
tivity but it is quite often a hidden issue
and surfaces at a time when it is least ex-
pected. D'espirit obviously had not paid
much attention to this aspect in its eager-
ness to establish a strong base ahead of its
competitors. The company missed ex-
pressing what expectations it had from the
various functions that were leading the
business in India.

The result was a fragmented effort. The
marketing team, for example, was march-
ing to one tune, and conventional people
like Bahl to something that was quite dif-
ferent. This was, therefore, not surprising
that those who wanted to march at a
quicker pace resented the perceived road-
blocks Bahl put in their path due to his

very cautious approach.
Bahl meant well for D'espirit, but, in

turn, missed out embracing fresh ideas
and perspective, and the support that D'e-
spirit had to offer. He had learnt in his past
that being self-sufficient was the only
recipe for success - he could not, after
that, reconcile to anything different and
shunned support which was so readily
available from Detroit. Bahl was still living
in the past.

No one turned around to Bahl and ar-
ticulated what D'espirit expected from
him in the long run. They acknowledged
what he was contributing currently. They
applauded him and this further reinforced
his belief that what he was doing was ex-
actly what the organisation was expecting
from him and he did not need to alter his
style of functioning.

source department in Pellmer carefully
charted out everyone of his moves? Cor-
relating every future event to the past can
be restrictive. One cannot stumble back-
wards into the future.

But in all this, did D'espirit at all have a
proactive human resources function? Did
it have an efficient management develop-
ment plan? If it had, it was certainly was
not effective.

How else would one explain the prom-
ises being made to Bahl? Dua, the human
resource person, obviously had identified
himself so strongly with the parent com-
pany and its methods that somewhere he
had missed out aligning what the US par-
ent company had to offer with what was
needed or workable in India.

When a new organisation with a
strong track record enters a country, its

Bahl was convinced that it was the re-
sponsibility of D'espirit to take care of his
career and growth. Career management
is a reciprocal entitlement - both the or-
ganisation and the manager have an
equal role and share similar responsibil-
ity. Trusting the system to take care of ca-
reer growth may be a noble idea but los-
ing control in shaping the future is a step
backward. Bahl had opportunities, but
he let them pass.

Bahl continued to believe that since
he was doing all this in the interest of
D'espirit, the organisation owed him a
career break. After all, had that not hap-
pened in Pellmer? Had not the human re-
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custodians often get so enamoured of the
processes and systems they are being ex-
posed to so suddenly that they forget
their own identity. The result is a poor
match of an otherwise excellent process
or concept. The essential contribution
expected from people like Dua is a good
blend of what is new and how it can be
adapted effectively.

If one had to pin responsibility for
D'espirit losing Bahl, it would be solely
on the shoulders of its human resource
team. It grossly failed to pay the crucial
role of employee advocacy and take up
Bahl's case. In letting him down, it failed
to carry out the dual role of representing
not only the organisation's interest but,
more importantly, the employees' inter-
est as well.

When Bahl resigned, saying "I have
decided to take my life back into my
hands", he had finally realised that the
great excitement of the future is that we
can shape it. •


