Training as a Tool for Growth and Development

In George Bernard Shaw’s Pygmalion, Eliza Doolittle explains: 


“You see, really and truly, apart from the things anyone can pick up (the dressing and the proper way of speaking, and so on), the difference between a lady and a flower girl is not how she behaves but how she’s treated.  I shall always be a flower girl to Professor Higgins because he always treats me as a flower girl and always will; but I know I can be a lady to you because you always treat me as a lady and always will.”

Let us come straight to the point.  Training is an effective tool for growth and development provided the organizational milieu is conducive for the same.  Training and Continuing education is a continuous process which begins when a person attends a training course but the subsequent stages of further imparting knowledge to subordinates and merging that knowledge with self acquired knowledge etc. is a long drawn process.  Since the 1990s,  knowledge acquired prior to this date, especially in the fields of physical, social and life sciences has almost become obsolete due to the rapid changes occurring in these fields, with the result that in many areas like medicine etc., the knowledge acquired requires re-learning.  Similarly in the area of computes the pace of change is so rapid that knowledge acquired earlier can be a liability if new systems have to be put in place.  Therefore, the only answer to personal and organizational growth is self-learning and institutional learning is only a small part of total learning process in our globalized and knowledge based economy.  Moreover, the extent to which knowledge is absorbed depends on the actual working of the organization.  The experience of the author leads him to believe that there are inherent problem in acquisition and absorbing of the knowledge in the  Governmental systems because as compared to PSUs and private sector, Governmental systems are satisfied with deputing persons for the training courses but actual utilization of knowledge is very limited.  

 
The level of morale in the organization, the goal clarity at all levels and the accountability and autonomy given to junior officers to implement the programmes and policies laid down has a direct impact on absorbing knowledge.  The Department of Posts is a large and an amorphous organization where decision-making is time consuming.  In the Directorate for example the file is continuously rotated and every officer right from ADG upwards must record a note even when the note is repetitive.  In fact once the file goes into orbit, there is no certainty about when the decision will be taken.  In such an atmosphere there are inherent limitations in taking decisions and implementing policies and programmes.  Therefore, the main problem is that if the organizational flexibility is not there, the training courses do not yield full results.  For example at the non-gazetted levels, job security, fixed salary, guaranteed promotion and pension take away any incentive to perform, with the result that even when traffic has gone down substantially and there is surplus staff, attitude towards the customers remains casual and indifferent which is a hangover from the period when the Post Office had monopoly and the customer had no choice but to post his letter in the hope that it will be delivered.  

 
At the senior level there is a problem of morale in the service after a number of officers were charge sheeted for purely procedural mistakes based on outdated Manuals.  The net result is that an officer of the stature of Shri T.B. Reddy, a brilliant officer by all accounts, finally got fed up due to the organizational atmosphere and left the service.  It is a known fact that in organizations which are growing and where morale is looked after, the performance is much higher.  It is because of this that organizations like Infosys and Wipro who are very much concerned about the morale aspect, do well, but this aspect is generally ignored in the Government because of the rigidity of the system in which the officers are placed.  


Whatever be the quality of training in the PSCI (and it is comparable with the best institutions) the real problem is not in the training system but in the organization whose working is unwieldy and decision making amorphous and is therefore unsuitable for today’s work.  On the other hand, good private sector organizations have only 3 or 4 levels and every body is accountable and the pay, allowances and incentives are directly linked to their performance. 


Another problem is that there are tremendous coordination gaps at every level because different people and different Divisions are responsible for providing back up to the service proposed to be delivered.  This occurs both at Circle level and Directorate level with the result that while ‘forms’ are not received in time for introduction of a new Savings Bank Scheme in one Division, the other Division has excess of forms.  Similarly while a computer is received in a H.O. the weighing scale is not received or the UPS is not available in an area where availability of power is a big problem in the day time.

 
 In our net worked society any success in implementing a scheme or programme largely depends on understanding the scheme and programme at the grass root level and the availability of material supplied before actual implementation, but when the staff are questioned about the purpose and interpretation of the particular rule and circular they are not able to explain properly. The monthly diaries sent by Probationers when they are working in field throw light on the actual working of the system.  The ultimate purpose of training is to ensure that every employee has proper material and he understands the logic and the purpose of the scheme.   


The Postal Staff College has encouraged personal growth by organizing a series of training courses -- Art of Living (Sri Sri Ravi Shankar Foundation), Creativity and Yoga and Health Management are part of every training course.  In addition a number of new categories of staff like Accounts, MMS, Trade Unions have been included in the Training Calendar of Programmes so that the reach of Staff College is much wider.  In fact the courses on Art of Living were organized ahead of DOPT instructions and the PSCI was  one of the first Institutions which organized such a course.  When one is actually working in training environment, one discovers very soon that there is no difference between personal growth and organizational growth as they compliment each other.  Also, practical observation in class room situation and outside leads one to believe that personal growth and organizational growth can occur only over a long period of time of 3 to 4 years but, the pre-condition is that the organization must jettison its mental baggage of rigid hierarchy, rule bound culture and over sized infrastructure before any worthwhile progress can occur.  

 
The officers who join as Probationers have enormous potential and some ADsG/APMsG could compare with the best available in the market but they are crushed by the weight of hierarchies and the organization seems to be caught between a rule bound culture where Volume-VI of Postal Manual and Postal Financial Hand Book acquire dominance over business decisions.  

The organization has celebrated 150 years of its existence recently but frankly speaking such a long existence is more of a liability that an asset because the biases run very deep. The age of an organization may have nothing to do with the performance if there is a recurrent organization renewal but this has not happened. If age alone was the consideration then the working of the British Parliament should be inferior to the Indian Parliament.  The difference lies with the ability of the organization to work towards organizational goals while giving up the emotional baggage, which it carries with itself.  If the Postal Department was only 20 years old then it would have enormous amount of flexibility, and that will be reflected in quick decision making and the required de-centralization.  However, in an organization with 150 years history, the transition is more difficult.  One of the reasons why MBAs perform well and are paid high salaries is that these youngsters do not carry intellectual baggage of the past but even when officers of organized services are exposed to the same course the return is usually very low.  Therefore, there is nothing wrong with the training imparted in PSCI and other training institutions and the problem lies elsewhere.  


Basically we need to re-think about our priorities and goals at every level.  Also  in a networked situation everybody from Group ‘D’ upwards has to be involved because  in many places where they are not involved at all, the gaps in communication are tremendous.  There cannot be any change overnight in a large-scale organization like Department of Posts, which has one out of every four post offices in the world (1,55,000 Post Offices in India as against a total of 6,66,000 post offices all over the world).  

 
A beginning can be made by reducing the number of levels of hierarchy for reporting e.g. by ensuring  that every ADG will report directly only to DDG and one level is eliminated.  Similar action is required to be taken in respect of large Circle Offices where Regional offices have become parallel Circle Offices and decision-making is delayed.  When this happens there is a tendency to take decisions in piecemeal which may have no connection with the requirements of the jobs for example blue uniforms were introduced in the Department of Posts and the last time these uniforms were seen in public was when a large group of Postal Service officers were seen smiling before the camera but thereafter the uniforms disappeared.  This kind of decision undermines the credibility of the system and the ultimate test of decision making from human resources angle is whether the decision is carrying credibility at all levels, or people are cynical about the decision taken.  


The Postal Staff College is holding a Seminar for Heads of Training Institutions and selected officers to be inaugurated by the Secretary (Posts).  The entire thrust of this Seminar is to up date the methodology of training so that it accords well with the atmosphere of technology and growth in the Department and the gaps noticed by all officers will be discussed threadbare and a report will be submitted to Directorate at the end of April, 2005
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