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RL Foreolations Wnie 1V (ERL 40t Yamnam,

P'ondicherey, is manoed with o tiny team of 56

peaple lncluding 15 that are nor even on
regular compiny rollsl. Any other similar plant of such
capircity amd awtomotive methods would reguice
SOOI L e strengeh ol 00, Fow did 1R
Yo achieve the impossible?

[T TRL F grrecn Geld plant at Yanam bas been
nuriured with an exciting drosm shared by s core
fer, sereon vice president Ko sanakar Bac, general
manage s B5SYadav, HE head Aral Dble, plant head
LarHard, quality head Vipeland project leader Sivasami
Bzl The vt e suceesstulby created aowork culiune
ol self- manaeed 1ewms. The stars of the show are &
Bunch of 35 young studenis, who have just conpleed
their pre-degree certificate course and are privizand o
Peankle all the acrivites of the unitin a shoet tme ame
of P YIRS,

[he emplovees of DRL 14 can be convenicntly
ehissilied imder three broad heads. . the hand holiding
ey, exeeutives [or ShT members and hoss keoping
persennel. The bapd holding team isa roupol cight
members heading critical linctions are managers wheo
Bitve been working with the: Branded Formulatons 51310
foer some thme o, They have Been elevated tp the
career ladder o perform managerial funciions anl
cirry with themselves a rich measure of expericnoe
and understanding of the business. This group is
entrusted with the responsibilicy o Ieilitate SpT
members msmoathly take over their lunctions, They
also provide necessary puidance and support 1o all
meenikers bor day-to-day operations,

A star group, (five members feom the 56T with
bigh potential and intellect) has been identified with
the ebjective of providing them more foecased trakning
Fheir core functional responsibility could be
maintenamce, HE, safety, continuous improvement ot By Atul Dhavle, S.Deen Dayalan
[rrocess imnprovement, The members would in turm TR i e e
handle the relevant operations, after the expiry of the & K.Umaa Chandran
handholding period. Similarly the empowering team : SRR
o the handholding tesm asitis callied, is wor king el
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At Dr.Reddy s Laboratories,
Yanam, a self-managed ream
of 35 young students is
making a dreain come true.
An insight into how this

r:{t".!,r}f'rfmf’m became a success:

\

capability improvements in their places of work, by
taking additinnal responsibilities and eniching their
career growth

Selection and process mapping

Right people make wp for the right environmend,
The 58T quealification inpot was articobzied with the
core e, taking consideration of the reguirement of
licensing and cemifying statutory autharities such as
inspasctor of Bactocies, eleciricity and FOA,

Proveess mapping was cartied outin the existing 2
formielations plant at Hyderabad, All activites (material
Aow] and the functions carmied out by the people
tfunctional Aow] were captured, The value addition
VAL el pomrsvaliee acddition [NVAL In every segment
of the organization were identified, artculaed and
processed with the core team. MVAS were questioned
for alimination or reduction or systematization ingo
fhe svstemn, uring chis process of mapping, we
identificd areas inoeach of the male holder's position
that either did not add eneopeh valoe o positen or
easaed the peersonar his function. On the contrary, the
pasition helders bid o lol el routine and mundane
activities Lo perform, sohich were a dmin on money,
time, effor and returns, Stmategically, with the daa
captured from process mapping, we armved at the DIFP
(Desired Forore Positions] and the manning
requircments with respect 1o the plant layout and
ergonomics of the mstalled Gacilivies and capacities.

Lean, mean structure

Frrocess mapping shoveed that the formulations
plant dide't cequire much pyramidal strocoure for
decizions and conteol, bue did need o strocture log
sl commumication lead - me run aceoss funetions.
Departments were dismantled and replaced with val ue
added processes [VAF] VAFS howsed more funclions
than the departments, butwere enlarged and enriched,
tiking the prosimicy aod layout of the workplace. For
example, Stores VAP includes collection, handling,
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communicatiens relating to raw materials, packing
materials, disparches and dispensing. Prodoction VAR
includes  handling,  cleaning,  proparation,
dlocumentation, operilions, préventive mainienance
of machinery in pgranelations dwer and dry,
commprression, cipsulstion, viswil inspection, coating,
wirrk plice daubing and primary packing into bins.

Qrualivy VAR includes compliance, testing,
documentation as per FDA regolations following
achedulbe M thereboy assurance of v matecial, packing
material, in process and finishad goods. Service VAR
mnclaces I|.||||:||i||3;. docerrmen i, 11F:||_:|'.'||i|||1.-: anl
preventive maimtenance of machinery, process in
prowerr, walen, botlen, AL, elfloent oreatmeint,
cngineering stores, Facking VAP imcludes handling,
clerning, proparniztion, documen dion, opertions and
prreventeses matntenanee ol maehinecy o primary and
secondary packing, AlheVAPS trke cane ol the upkeep
ol their houses While the common areas, toilets,
cantcen, pantry and roads are mainoained by
ouisnureed hovsekeeping, all other areas are
roatimtained by ShATs

Sourcing the talent

The titration process ol sourcing SMTs wis iterated
o ehee finest sieve stk a notable consieaint that 50% of
the eanpeloyed <trengely should be naceee of Pomdy, The
core Leam articolaged e '|1||.!.'!.'i|ri]i.l_'_u ol |'r|||r||::-:|-'1|||i|_'
qualifications and came o g conclusion ol
inrermediare. A war-footing adveriiscment was
imitiated in all possible channels of communication,
The inflow of aspirants were subjectsd (oo rigorouns
tests Gapitnde, payveho-diagnostic, newro-muscalar
coordination, cuse analysis, participative discussions,
persomal inrerview, medical examination and
antecedent verifications. The handholding team was

bamd picked from the other formulations plant of
D Reddy's after a personal intervies and payeho-
analysis forinterpersonal relationsbip anwork.

The nurturing begins

Both e leaoerabap teanm and the S8 TE went for o
mnd shift management program al an externil
institote, . 1A Baju Pharma Caollege in Bheemavaram,
Amdhra Pradesh. Fere they were tmained in phacma,
cperations, maintenance, soll skills amd spoken English
and also taken fova couple of plant visits to geta list
tinnd Feel of indostry, Those coposures went thraugh
for almost two months. Before seeing their place ol
wiork, thew mrade a presentation on their lesrnings oo
the CEQ.

On reaching Yamam, the F4 Team (including
Fancdbedciog team and SMT ) went i setthings inorde
as per the srndard operating procedores of the work
prlaace hefore sectiog the ey i bom, Thae fne-tuning
al the relationship dor fiest three months between the
handbodding team (HET) and 58T was crocial beeause
thie FIECT hawd mmaeree kneesledgge and experience, while
thiz 58T hadd summarily sulficient knowledge alout
thicir area of work alone. Adapiing the FEECT 0 learn,
unlearn and relearn the old role skills ol g supervisory
sevle 1o coach was a grean experience, 5MT, on the
other haned, were BUrLne in |1_=;|r||i:|1H Loy reconeer from
mistikes and were constantly experimenting,
pondering and discovering, The learming curve
saturatecd o some workable level inothe minds of HHT
alter s months (by then the HAT onderstood the
Plus iond minns of theirVAE teamsi.

The leadership team to the fore

The HHT were functional supremaey people with
proven abilicy in thelr respectve aress of werk in their
previous plants When they come into B4 their role

Focused effort

Continual lea_rn_in'g' from team

collective action

ot

* Camaraderie and
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descriptlons teansformed from Pyamidal to Hob, This
sivle evolved from the sixth month, The ideal siyle
vequited is the diffused center stage (which is planmned
ferexisl lroon the thivd vear) wlthin this time frame the
delegation of authority shall be through planned
emrowerment schedule and preparation. The HHT
membaers i addicion o their key roles rake charge of
HE amd Tinance, Administeative fTunetions such as
vransport and canteen e handled by the 58975,

A case for self discipline

In a high pecformance work environment, the
governance of discipline is through self-managemoent.
The team members take on the accountabilitg of
bandling deviant behavior and grievances of their
prers, Inthe contest of 5p T a sepamte locused team
15 identified For this purpose. The Homan Yalue Action
e (HVAT ], the focused veam for the ensaring seli
governance will et according o specilic nocms Ll
dliovwm by the Value Governance System (VGS] which is
evilved through participatory mode by the 5MT and
HHT. The team constitutes members across the
crpanization. The VAT members are responsihle for
documenting and waking minutes of the meetings and
ethver prescess, The FIVAT Mentor [HHT member) ancd
HWAT Facilitator (50T moember) are responsible lor
cosuring that all complainis reaching ithe team is
resulvied with in 48 howres, The plant head akes the
responsibiliey for ensoring the foneticning of HYAT
Lach employver 5 aware and is responsible for iinging
thvziT concerns or gricvances o PVAT Almost all feven
gilly) problems relations o at-work, cantcen and
transportand mdiscipline are wackled by the HYAT

Process sheet display system

A e vesien i b aesn the Regibalioy withinohem
is immense. Hence to citer them (o respoa betier
advantapge al the Nexibility in the svsiem, a visual

lispalay ol process sheer warh all relaved informeation of

Lhoe respaective sork areas aond =S are -::h:pll'll.'|| LT 4l
forrm that all the S8 can understand cleaely, These
slers are preparsd by the SbATs

Fun at worlk

The age, energy ad climate atYanam delivers nom
airtly thee ||I1|1'.I_'~; |m:|_|1:||_'|i|r|| Ly, Lrunt salsa 21 vy, ||.||||:|l.
wiolk arsil The amount of sarisfaction they derive at
thedr work arca are eflecied in the fun events they
create . Iriethddiy celehrations, liappy evenings once a
leartrnighl sl I.||1'|i|1__' iy celehralions.

The SMT team funcitions seamlessly on the
peockueticn and packing lines with & pood amountof
COMIUTIC TG S |; themselves, What s
commendable abrowt the entine se1 up is the seal and
onthustasme al the ShAT members: each one ol thieo is
fosrever ready toopuot in that extra ellor o complete
the day™s task in towal disregard to vime wnd Foodd,

Tl yeungest plant of Branded Foomualations is
smnslcarr st i =111 ani 1= e 2iimilar 1o Eneserle il oo
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Less than 10% Strategies
Effectively Formulated are
Effectively Executed

-Forluna Magazine:

Translating Strategy Into Action

THE BALANCED SCORECARD

Manrsh Makbijani
CMEC, MBA. PGOMEM, B.E:
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MUMBATL 21-22 Feliruary Dok
The Orchid
Near Domestic Airport

WORKSHOP CONTENTS
Ther Meed o Bolorood Sconmssand [BSG|
‘What s @ Balanced Scoracaid
Whot aeg the Benefits ol Bclonced Seamcord
Heree b imiplerres) Bolkanecsd Scasoord
Heww 1o ossEss your organizalion’s
raadiress fo inplement B
Dermaraihalicons of wreys salbwos
Wierer 1 wickza al achoal clisnt
Frdkd o Bolorcao Scoecand [# Day|

Ernail o inediatinmess Sarm

The T Tor W warkslvap is Fs 25,000 per pamcipant {2 Day)
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Crgandzatien Translormation International, India
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B More than just a group. A work group comprised of a magimum of 10-12 multi-zkilled
mambers, founded with a specific objective, for example cofrecting problams, improving processes or |
eliminating waste. The key diffarentiating factor is empowerment. The self-managed team has
responsibility, authority and accountability for managing ane or more defined areas of wark and |
accemplishing the defined purpose of the cross-functienal Oroug,

® Creates dramatic changes Since the agenda is pre-defined, salf-managed teams operate |
effectively to make significant and visible improvements in quality. productivity, and competitive

strenglh, resulting in increased arganizational, employes and customer satisfaction. In Facl research

shaws that self-managed teams produce batter resylts than quality mitiakives like TOM.

* Works for El[l- _lirganizatipns The beauty of the self-managed team concapl is that it is unaersally |
applicable and feasible for any kind of organization. All that the nitiative calls for is willingness on

the part of top management to support it and to dalegate respensibilities to Leams. The inLrinsic |

nature of self-managed teams makes work seem mere enjoyable for BuRryne. |

"Hﬁhﬂaﬂf’:ﬂlﬂiﬁhﬂﬁt‘*ﬁ © As compared to other management improvemant processes, the cost
of implementing a SMT initiative is much lower, since no capital equipment or elaborate system is |
raquired. The cost related to training of team members and administeative cost of OVETsERINg [I:e|
process can be recovered through productivity and quality improvements achisved in frst few months,

iHagu: key;qs_ﬂ:c_a;s.g,,‘,, The key to a productive self-managed team is kaeping team members |

interested, enthusiastic, motivated and committed, This can be accomplishad by allowing them to |
use their creative ability and decision-making powars. Self-managed teams fourish when they .ar|1-|
recognized for achievements.

E:Fatﬁrﬂﬁﬂafbﬁuﬁﬁfﬁﬁ Unrealistic level of expectation from self-managed teams can e |
to be disastrous. It is important to transfer authority gradually, as and when the team demonstrates
that it has the capability to handle the responsibilities. Guidance and support by management is
critical, especially when teams are nat able to reach targets or are falling short of parformance standards.
leam accountability 1o a higher level of authority is critical; otherwise there are chances of the team
drifting into uncharted waters, Team Leaders should not be overloadad with administrative, cosrdinatisn
and communication respansibilities, or they would be distracted from thair primary abjectives, Other
members should provide relief, wherever required, in this direction,

= Individual perfarmance can be administered within the work group.
d by using scoreboards that are updated on a daily or weekly basis,

raining:teantimembers ¥ fvory member included in a SHT imitative needs to have training on
how the team is to function, how teams develop and what thay are aceountabls for and the role of
gach team member, Team leader training includes a course of instruction on team leader ras ponsibilitias,

team and individueal bebavior, commumication, decision-making and group process facilitation skills, _

g% Thers is no such thing as a self-directed team. IF a leader is not
er that management and the team agree on who their leader should
be. The team leader is respansible for planning and facilitating team meeting, caordinating tha team
working and acting as the communication link for the team. The team leader holds a ke skilled
position on the team and continually leams how to improve his skills. The rotation of team lsader
responsibilities within a group causes confusion and detracts from the effectivensss of the oraun.




management. The concept & called "developing skill
libocks!. These are documents conbuining entire decalls
ahout g particular process, or example, granolation,
commpressiom, capsulinion and packing. The documaents
are prepared by the concerned functional besd with
the involvement of the SMTs in simple English and
contain the S0P involved in the said process. This
iniriative would go s step forther tan the S0P o glve
i e endrant every detail necessary o perfonm well
oy a e Bask, Tofacilitate the process, there ane visoal
depictions of the workilows inthat zone. Handyeams
capture fgures of the exact equipment, displaying do's
and don s at the manufaciuring aneas.

Another unigue idea being processed is the Feman
Valoe Action Team [HYAT), where ShMTs have created
i Citizenship Charter 1o be followed meticulously for
handling all minor day-to-day problems, Deviations
by sy e be &5 processed and implementaed witlin
thee ST Al ghese activities happen smoothiy, withoot
any TR or HIE depactment in the plant.

The hostel, constructed for the sty of the 35 eam
membeers serves as a foundation for developing the
spririt of teamwork, by helping employees know each
nther beteer The three-storesy conerele constrmclion
has i Mowr each for men and sooomen. The to st
Aoor houses the TV and canteen are, Plansae on
crete a Badminton courr.

What does the future hold?

e does waonder b the acrivities would be
handled after the handbelding (TEFT 1 tewm leaves,
There is an amempt made o enhanee of their
wducational qualifications, [through endment in D
Ambedkar University] would there be snoupgh
sitislaction on the present job for these employees?

At the given conditions, the ST memlers ane
achleving hipher productivity and are stoving lowards
yorn cuslomer complaines, Bot how muach of soch
efforrt e boee e pecied feom them bnothe lomg rond Tl
plant uses the multi-skilling roethod, bue the majos
disadvaniage ol this technigque is lethargy doe Lo
cvprwork YWourldon 't ihis then add o the dissatisfaction
ool maeny ol ehve cem miembsers? Mot necessanily. e
are many succesaful examples to learn fronn like BT
Parry, Hucers, Duopont, Godeej (dercury) and Pepsi.

Oiply time will el whether this inia ive can susgin
izl i the wiake ala stoom of hocdles, Thit apart, the
Yamam Fucilivy is an excellent example of a plan, seell
thought out and even beter implemented. (HT)

Adwl fpdy & Selngeer- il Dy Feddy's Lelenmhorier Lid, Ao
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Create your company’s
Unique Human

Proposition”

Global razearch assers that an organizaelions
ability to attract, recruit, ratain and hameass its
human assels iz determined by its Unique
Hurnan Fropesition (UHP), HA Minds is the anly
consulting firm that creales a distinctive UHP
for you, This enables you 1o benafit from a top
of the mind recall’” amangst prospective and
current stakeholdars,

Qur expers map yaur organizalion's core 8P's
viz. Philasophy, People, Process, Pride,
Froductivity, FProfessionalism, Passion,
Feformancs with the extermal snvironmeanl vz,
Economic, Technological, Social, Paolitical,
Competition, Consumers, Community &
Stakeholders and develop a path from the
current position to the desired positioning.

Better Resulls through our semnvices specirum:
Feifomance ManagementCulural Infegration’
HA Intelligance/Talan! Acquisilion Practice
becomea pivatal inimproving yvour overall retums
an human investments —consistantly,

Our clients - PricewalerhouseCoopers,
SmithKline Beecham, MIT, HCL Perdd, Magic
Software, Fidality Technologias, Honda
[Motoroycles & Cars), Hughes Software, Telstra,
Mothersan Sumi lnfoTech & Design, Onflamse. ...

Boost your company's boltomlina by enriching
the careers of your human assets,...
the 8P-UHP™ way.,

Just contact us at infa@ heminds.com or call
e Tel: 011-22 7253167, 22726029, Alternatively
you could visit us al www.hrminds.com or at
307, Technology Aparmenis, 24 |LF, Extension,
Patparganj, Delhi- 110082

HR Minds Consulting
People Performance Business

HR Minds Consulting
Talenl Acquisition Practice




