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This study reveals that most of the
insurance companies are very new
and the HR departments are juve-
nile with recently established HR
departments under improvement.
Activities like recruitment, training
& development, compensation, in-
centives, rewards & recognition
have been undertaken more or less
in the same manner with slight dif-
ferences. The process of perfor-
mance management has been found
to be varying in terms of the pro-
cedures, the parameters being the
same. The recommendations in-
volve initiatives to improve con-
sultant performance and recruit-
ment quality by improving the test-
ing methods, online training and
material implementation, etc.

Benchmarking

The best practice in case of Human
Resource Management (HRM) refers to
high performance work practices (e.g.
training, recruitment and selection, com-
pensation, performance appraisal, indus-
trial relations) that may, in turn, have an
impact on firm performance and ulti-
mately on the competitive advantage of
the organization (Huselid 1995, Schuler
& MacMillan 1984). In general, it has
been observed that there is positive re-
lationship between key HRM practices
and the performance of the firm (Huselid
1995, Huselid et al.1997). Rodwell et
al. (2000) found that benchmarking al-
lows organizations to identify and repli-
cate innovations of the competitor, but
competitive advantage requires innova-
tion rather than replication.

Benchmarking allows organizations

to identify and replicate innovations
of the competitor, but competitive
advantage requires innovation
rather than replication.
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Benchmarking is not a new manage-
ment tool but has acquired prominence
in recent times. Benchmarking encour
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ages organizations to carry out self-
analysis to find out the most efficient
way to attain competitive position by
monitoring the best practices of the in-
dustry. It is perceived as a continuous
process of measuring products, services,
and practices against the toughest com-
petitors or those companies recognized
as industry leaders (Camp 1989).

Published literature on bench-mark-
ing started appearing in a significant way
only after the 1980s (Dattakumar &
Jagadeesh 2003). Yasin (2002) comments
that despite the increasing scope of
benchmarking activities and the number
of organizations utilizing it, the field re-
mains, to a large extent, without a unify-
ing theory to guide its advancements. The
literature on benchmarking has also seen
a change in focus from being process ori-
ented in the early days to strategies and
systems in the present scenario. Teo
(1998) has observed that the ultimate ben-
efit of strategic HRM to an organization
is its ability to facilitate contributions to
the organization in the acquisition and
maintenance of sustainable competitive
advantage. One way to achieve improve-
ments in competitiveness is through
benchmarking HRM best practices (Camp
1989, Greengard 1995). This is where
industries, especially the insurance sec-
tor in India, are lagging far behind. There
is dearth of research findings as well as
neglect of the best HRM practices in the
service organizations in India.

Insurance Sector in India

Insurance sector in India was opened
up for private participation very recently.

While the Public Sector insurance com-
panies made enormous contribution in
the spread of awareness about insurance
and expanded the market, their reach was
still limited with restricted range of prod-
ucts along with inadequate services to
the consumers. It was also felt that the
rapid economic growth which was wit-
nessed in the 1990s cannot be sustained
without a thriving insurance sector. The
sector was, therefore, opened up for pri-
vate sector participation with provision
for limited foreign equity exposure.

Insurance Agents

Insurance agents, referred to as in-
surance sales agents, help clients choose
insurance policies that suit their needs.
Clients include individuals and families
as well as businesses. Captive agents
work for an insurance company, and only
sell that company's products. Indepen-
dent insurance agents, or brokers, rep-
resent several companies. Types of in-
surance include property and casualty,
life, health, disability, and long-term care
insurance. Many insurance agents also
sell mutual funds, variable annuities and
other securities.

In every state, they are required to
obtain separate licenses to sell life
and health insurance or property
and casualty insurance.

Employers prefer to hire insurance
agents who are degree holders, particu-
larly in business or economics. They
might consider hiring high school
graduates with proven sales ability. In
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every state, they are required to obtain
separate licenses to sell life and health
insurance or property and casualty in-
surance. In most states, in order to be-
come licensed sales agents, they must
complete pre-licensing courses and pass
state examinations. An insurance agent
with ability can advance into a manage-
ment position, becoming, for example,
a sales manager in a local office. Later
on one can become an agency superin-
tendent or land in another executive po-
sition. Independent insurance agents
earn only a commission, while insur-
ance agents who work for an agency or
carrier receive a salary only, a salary
plus commission or a salary plus bonus.
Insurance agents often receive benefits
that include continuing education, train-
ing to help with licensing requirements,
office space and clerical support. An in-
surance agent might perform some of
the following duties:

Bancassurance

« Tie Ups are held with difference banks and the selling activity happens through the bank counters
and the bank gets commission depending on the sales

« MNYL has Bancassurance tie up with Yes Bank

e Prepare reports and maintain
records

e Seek out new clients

e In the event of a loss, help
policyholders settle insurance
claims

e Offer their clients comprehensive
financial planning services, such
as retirement planning, estate
planning, or assistance in setting
up pension plans for businesses

Distribution Model
There are five different distribution
channels for Max New York Life

(MNYL) and for any insurance company
in India.

Sales HR

Sales HR refers to the HR related to
the people working in the sales profiles.

Agency

« The agents who sell the policies to the individuals are not into the payrolls of the company.

« The agents are recruited by the sales Managers who are the company’s employees

« The agents are paid according to their performance in sales and they get an opportunity to get promoted to the
sales Manager level and become an employee in the company

Additional distribution

« The sales process through this channel is similar to the Bancassurance, and tie ups are with industries like FMCG
« MNYL has tie ups with Non Banking and Financial companies like Amway, Pearless, GTMS, Nirmal etc.
« The selling happens through the sales personnel of the that companies and they are provided the

commissions based on the sales they achieve

Group business

« Through the Corporates business channel, the employees of a whole company are insured by the company
« Here the policies are not sold to the individuals but the corporates as a whole
« The Corporate clients of MNYL include Citi Financial, SAIL, Deustche Bank, India Bulls

DST

« Sales employees on pay role

« The Direct sales team approaches the customers after getting leads through the telecallers
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In the insurance industry which is
sales oriented, recruitment, performance
management, reward systems etc are
very different in sales profiles from the
non-sales counterparts. In insurance
sales the hit rate of the individual cus-
tomers would be less and the frontline
sales involves lots of travelling, perse-
verance, convincing and understanding
abilities. Very small percentage of
people would be interested to take up
insurance sale profiles. The compensa-
tion would consist of variable pay and
commissions more than the fixed pay.
The performance is measured in terms
of the targets achieved. Although the
purpose and activities remain the same
for any HR, the process involved and
procedures followed would be different
for the sales profiles.

Insurance is a sales oriented indus-
try where in the selling activity is dif-
ferent from the general sales activities
that happen in other sectors like FMCG,
telecom, consumer durables etc. It is an
investment for risk management rather
than a one-time purchase like other
goods.

In insurance, sales HR perspective
is more relevant to the Agency Distribu-
tion Channel where the sales mangers
would be under the pay roll of the com-
pany, and their responsibility is to recruit
agents to work under them and drive the
sales. The agents would be working un-
der the sales manager and receive com-
missions for the sales achieved and they
would not be under the company's pay
roll. A sales manager's departure from
the company would mean that it loses

the business provided by his/her agents
also; hence it is very crucial to recruit
and retain the right people. All the HR
policies are very important and sensitive
due to the soaring attrition rates in the
insurance industry.

A sales manager's departure from
the company would mean that it
loses the business provided by his/
her agents also; hence it is very cru-
cial to recruit and retain the right
people.

The Problem

In the new economy, intellectual as-
sets and human capital of an organiza-
tion have pushed the physical and finan-
cial assets to the back seat. It is only the
superior talent that defines and drives an
organization's growth, sustenance and
market leadership and gives the corpo-
ration its winning edge. Conversely, it
is the company's ability to float, move
and fight that would enable it to attract
and retain superior talent and emerge as
the winner in this war. With a dynami-
cally changing and volatile demand sup-
ply equation, the need for strategizing
and putting in place a robust mechanism
for attracting and retaining top talent be-
comes vital for a company's survival and
growth. Many companies worldwide are
already in the midst of the war for tal-
ent. This war is likely to intensify in the
coming years. Some have been proactive
in preparing themselves to face the war,
while some just move with the tide. Most
are ill-prepared and almost all compa-
nies are vulnerable.
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The average cost of replacing a
manager or professional is more than
their salary. The cost of working around
an under-performer runs very high.The
cost of consistently failing to attract and
retain good talent — including declin-
ing productivity, morale, culture and
reputation is inestimable. Each vacant
position costs a lot to the organization
on average. For some management po-
sitions, it can easily run into six digits.
Attrition is a key problem being faced
by organizations across all industries
today. This problem is further intensi-
fied at frontline sales level. Companies
incur huge costs because of employee
turnover in terms of recruitment cost,
talent loss and loss of confidential busi-
ness information to competitors in case
an employee joins one. Benchmarking
is established industry exercise to
evaluate one against the best in the
market and balance one's own strategies
and policies.

Methodology

The study involved collecting quan-
titative as well as qualitative informa-
tion on HR practices pertaining to front-
line sales staff across the insurance and
telecom sector. Primary information was
required for which a questionnaire was
developed consisting of 80 questions on
general and specific HR policies of the

Benchmarking is established indus-
try exercise to evaluate one against
the best in the market and balance
one's own strategies and policies.

company for field personnel. The
ojective was to benchmark against the
best companies in the specific industry.
Next, interviews were conducted with
HR executives/ managers/ heads in per-
son and over telephone.

All the Private players in the Indian
Life Insurance sector had been taken as
the sample. A few companies from the
telecom sector have also been consid-
ered to understand the business per-
spective of sales in different industries.
The convenient sampling technique was
used for the purpose of sampling the re-
spondents. Data was obtained from
seven companies of which 6 were from
insurance and 1 was from telecom sec-
tor. The companies which responded
include Bajaj Allianz, HDFC Standard
Life, ING Vysya, Aviva, Tata AIG, ICICI
Prudential, SBI Life, and Tata Tele Ser-
vices. All these companies are located
in the National Capital Territory Re-
gion, Delhi, India. The data thus col-
lected in a descriptive format were
separated into different areas and the
points under each topic are summarized
in a tabular format. The summarized
data has been comprehensively ana-
lyzed to reveal the trends in terms of
good and innovative practices followed
in different companies. These practices
are considered for a feasibility analy-
sis of whether they can be followed in
Max New York Life.

The existing practices at Max New
York Life have been studied by interact-
ing with different people working in the
targeted areas. These practices are
analysed to find out their effectiveness
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and chances of implementing a new
practice or changing the working of an
existing practice. The practices that are
found to be implementable has been ex-
plored in detail and framed as applicable
to Max New York Life.

HR Practices at Max New York Life
(MNYL)

Recruitment & Selection

Size of Hiring: The annual man
power planning is done according to the
company's strategy of growth. The plan-
ning decides the amount of workforce to
be hired at each zone. These targets are
penetrated into regional, zonal and ter-
ritory levels and the hiring targets are
set for the hiring manager.

Process: The targets for the hiring
manager are then split into periodic
hiring targets and the applicant pool is
collected from different sources. The
first preference to fill a position is
given to the internal job postings and
a time of one week is given. After
seven days the other sources are re-
quested of and the applicant pool is
generated. These are shortlisted and
the resumes are sent to the hiring man-
ager. The hiring manager again scruti-
nizes the resumes and shortlists the
candidates for interview and the
shortlisted candidates are lined up for
interviews. The candidate on clearing
the interview goes through a round of
interview by the HR and finally gets
selected on clearing both the inter-
views. The back ground and the refer-
ence checking happen through a third

party and the date of joining is sent
post the reference checking.

Sources: Consultants, internal job
postings, portals, referrals. Higher pro-
portion of the pool comes from direct
and referrals and a comparatively lesser
proportion from portals and consult-
ants. The referral process is cheaper and
more efficient in terms of conversion
ratio. The source does not change by re-
gion but varies according to the desig-
nation and band of the position to be
filled.

Tools & MIS: Competency based
evaluation sheets are prepared for every
band. These are used as a kind of refer-
ence formats to conduct the interview.
The formats for data recording are main-
tained at the individual level by the re-
cruitment team and the format differs
from individual to individual. The re-
cruitment status at different offices is
maintained in a central data base.

Cycle time: The cycle time depends
on various factors — resource crunch at
a particular time, region for which the
recruitment is happening, position which
is being filled.

Consultant activities: Periodic meet-
ings happen with the consultants to ad-
dress the company's need and match the
consultant's performance with the
company's strategy. The Portals provide
some training to the recruiting team on
the efficient portal usage methods.

Referral improvement schemes: The
referral schemes being the most efficient
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are highly promoted in the organization by giving
referral bonus to the employees. There are gift
schemes where in the number of recruitments from
the reference of an employee fetches different kinds
of gifts and gadgets like mobile, audio systems.

Performance Management Systems

The performance review at MNYL happens
once in year. The performance review is done on
four different parameters, namely G, M, P, and R.
All the four ratings are given by both employee and
the supervisor. These ratings are both objective and
subjective which implies there might be differences
between the self and supervisor ratings, any differ-
ence of more than two ranks (e.g. 2 by employee an
5 by supervisor) would lead to a moderation by the
appraisal team. The details of the appraisals of all
the individuals are uploaded every year in the
Online Portal called 'CafeHR'.

Training and Development

The Training is ISO certified and hence every-
thing under the T&D is done according to the ISO
Standards. At MNYL, there is a Talent Management
Plan wherein every supervisor would nominate their

O Head -
O Sales
O
Agent gt
d d \Y) | sor ICICI Prudential 8
Aviva 10
Avera:seya 9

employees needs regularly,
and the trainings are planned
consolidating the reports
from all the supervisors. Ev-
ery employee's career devel-
opment plan is maintained in-
dividually in a specified for-
mat which has details such as
employee's designation at
joining, designations as on
end of every year, trainings
undergone, and incentives
obtained each financial year,
awards and recognition, de-
velopmental plan, develop-
mental areas. After every
training program, the feed-
back is taken again in the ISO
format from every participant
and a consolidated score is
calculated. All the trainings
that happen at any location
all over India get collected at
the head office and a monthly
report is prepared that in-
cludes the list of trainings,
number of participants in
each training, score ,trainer
details, amount, location and
training man hours covered.

Career Path

On an average there are
nine levels from an entry
level sales designations to the
highest sales profile of head
sales. The number of levels
varies from 8 to 12 across
different companies in India.
Some of the designations are
actually redundant with re-
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spect to the job profile and responsibilities. The
following table gives a comparison of the levels
of succession in different companies.

Best Practices across Industry:

Company Best Practices

Bajaj Allianz The target pressure is high at the
branch manager level and lower at the
agent and sales manager levels lead
ing to the high performance of the com
pany

HDFC Standard The managers are paid higher than the
industry average leading to higher re

tention

ICICI Prudential Sourcing factory for recruitment

Tata AIG Talent Management model

Aviva Quarterly reviews and competency
model based evaluation

ING Vysya The supervisors are held completely

responsible for the mentoring, target
achievement and training

Bajaj Allianz

Bajaj Allianz is one of the top performers in
the recent times in some states in India. The HR
department started taking its shape only after 2006
with HR executives at every branch. A great suc-
cess in the performance even with out a separate
department to take care of the HR process resulted
from the company's way of treating the employ-
ees. The front line sales people, the agent advi-
sors who are the prime business providers have
been given the autonomy in terms of choosing their
office, maintaining the office and the procedures.
It was taken care that the Agent advisors are not
blamed for any performance flaws and they were
always kept happy. The target pressures were high
at the upper managerial level.

ICICI Prudential

The sourcing factory at
ICICI Prudential is a separate
entity for the recruitment of
the sales managers in particu-
lar. It works in four different
channels

e Pinnacle :

v Pinnacle is to convert the
agent advisors who are the
off role employees into
managers who would be
present on the pay roll of
the company

v This program is promoted
by a separate wing called
the Channel Development
Wing

v The Channel Develop-
ment Wing gives presenta-
tions about the insurance
sector and the prospects in
different colleges and en-
courage more number of
people to join

v Since the agents already
know about the company
and the kind of work, people
who willingly get promoted
to managers would stay for
a longer period in the orga-
nization and will show their
results earlier, hence this
kind of recruitment would
be more effective in terms of
retention
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o Consultants:

v ICICI Prudential has good relation-
ship with more than 300 consultants

v To improve the quality of recruitment
the consultants are encouraged to pro-
vide them with candidates more suit-
able to the profiles.

v The consultants are divided into four
different clubs — Platinum, Gold, Sil-
ver and bronze depending upon their
performance and they are awarded
different benefits according to the
club membership of different con-
sultants.

v Regular meetings are conducted with
the consultants

o Tulent @Hunt:

v This refers to the Referral
scheme of recruitment

v Through this program the Re-
ferral scheme is improved
with different initiatives
like contests and bonuses

v Graduates from Tier - III institutes
are absorbed as Agent advisors

v Apart from the normal campus re-
cruitment, customized insurance
management programs are con-
ducted in sponsorship in tie up with
different management institutes and
the candidate are directly absorbed
into the company after testing.

These kinds of programs are the first
of its kind in the insurance industry

Star Performance

High performance

Meeting expectations

: [ ]

Early watch booker

AV

Performance improvement D
program

\

v Regular presentations
are given to the employees describ-
ing the company's requirement and
expectations regarding the referrals

e  Campus Recruitment:

v' Management graduates are recruited
from the B-Schools into three differ-
ent kinds of profiles

v Graduates from Tier - I institutes are
absorbed as Management Associates

v Graduates from Tier - I institutes are
absorbed as Management Trainees

Tata AIG

Tata AIG follows a Hay Model for
talent management. The work force is
divided into four different categories de-
pending on their performance and capa-
bilities.

According to this program the per-
formers in the bottom ten percent are
sent for a training program and their per-
formance is continuously monitored to
ensure progress and make sure that the
employee is retained
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This program helps the company in
many ways including:

e Employee motivation by helping
them improve at the company's ex-
pense

e Performance improvement of the
employees contributing to
company's productivity

Recommendations
Recruitment

1. Insurance is one of the sectors where
selling competencies are crucial. The
candidates being recruited for the
frontline sales and the sales manag-
ers should have the capability of
working under stress in terms of tar-
get pressures and need perseverance
to stay. Apart from these many more
competencies are required to work
in the sales field. Many of the re-
quired competencies could be tested
directly using psychometric tests.
Conducting a psychometric test
would ensure that the required com-
petencies are present and the evalu-
ation being done uniformly. If these
competencies are tested in an inter-
view there are chances of subjectiv-
ity and would take time. Conduct-
ing a psychometric test would highly
reduce the time required and would
result in a reduction in the overall
cycle time of recruitment.

2. The number of management schools
is growing rapidly and the talent
crunch along with that. Insurance
being a fast growing industry prom-

ises a large growth and this would
act as a very good promoter for the
students to chose a career in insur-
ance. In this context MNYL can have
tie ups with some institutes to con-
duct a management course custom-
ized for the insurance industry. The
program can be a kind of sponsored
one where in about 50% of the fees
are paid by the company itself and
absorbs all the candidates into the
company after the course after con-
ducting an assessment centre.

The consultants are one of the ma-
jor sources for recruitment, the qual-
ity of the candidates in terms of the
profiles can be improved by making
the consultants aware of expecta-
tions and rewarding those who con-
tributed more would encourage them
to perform even better and the oth-
ers to get recognized. Since the at-
trition rate is very high and compe-
tition is increasing by day it is very
difficult to find the right candidate
and make them stay longer in the
company.

Recruiting through referrals is one
way in which the costs are less and
the retention is high since the candi-
dates already know about the com-
pany and the work environment from
their referrers and would enter the
company only when they are willing
to accept.

It would take certain time to any new
joiner to get accustomed to the com-
pany, in understanding the business
and the procedures. Until an em-
ployee settles down in the business,
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he would not be able to contribute
to the business. Forcing to meet tar-
gets in the initial days will put the
employee under lots of stress and
difficulties. A settling time of first
2-3 months would allow the sales
managers to recruit their agents and
get accustomed where as the target
pressure would make the employee
feel stressed and paves way to leave
the company.

There are a lot of good things in the
company like training, open culture,
facilities etc. These good things are
very much successful in bringing
people back to the company even
though they leave for various rea-
sons. Re-hires would know a lot al-
ready about the company and hence
the retention would be high.

A recruitment tracker where in the
details of the resumes and the can-
didates are maintained in a central-
ized data base and accessible simul-
taneously to the recruitment team
would be very useful in terms of data
retrieval and process standardization

Training & Development

8. Online trainings are more extensively

in the recent times. The number of
training that happen are high in insur-
ance which are majorly on the prod-
ucts which are more of a repetitive
kind can be imparted simultaneously
to large number of employees using
online tools. This onetime expense
would result in lot of savings as time
progresses and standardizes the train-
ing content and reduces human errors

10.

that can creep if a trainer is being con-
sidered for every training.

The employees need to revise the
contents of different trainings and
get their doubts clarified when ever
needed. If the training content could
be made available to everyone
through their terminal, it would en-
sure that the knowledge is accurate
and up to date that would help pro-
vide better customer service.

A mistake in the information pro-
vided to the customer would greatly
affect the company's reputation and
the knowledge levels need to be
tested and assured that the imparted
trainings are effective in solving
their purpose. Refresher sessions
could be conducted by the supervi-
sors on a regular basis and quizzes
with a minimum mandatory cut offs.

Performance management Systems

11.

12.

The performance of the employees
which is being monitored once in a
year should be made more frequent
in order to counsel the employees
depending on their performance.
More attention would also help in
retention.

The retention of the agent advisors
highly depends on the sales manag-
ers. Most of the attrition happens due
to the ill-treatment from the manag-
ers and target pressures particularly
in the insurance industry. Ability of
the manager to motivate support and
encourage the agents should also be
included in the performance ap-
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praisal criteria so that the attrition
can be controlled and the perfor-
mance can be improved

13. 360 degree feedback system for se-
nior manager and above level people
is needed. As the seniority level in-
creases the responsibility of manag-
ing subordinates gets added up along
with the target achievement. The
performance hence is not only de-
pendent on the business contributed
but also on the subordinate produc-
tivity and retention.

14. A competency model which defines
the core and role specific competen-
cies will act as a basis to prepare the
recruitment criteria, performance as-
sessment parameters, training need
analysis. It also ensures that all these
systems are in synchrony with the
same underlying skills being targeted.

Attrition

15. Attrition being one of the major
problems in the industry may occur
due to more than one reason. Some
of these reasons could be overcome
by planning improvements. Under-
standing the reasons for people leav-
ing the organizations would be the
pre-requisite for that which can hap-
pen through Exit interviews. Many
employees in the organization leave
without any interaction with the HR
or their supervisors. It should be
made mandatory that it's the super-
visors responsibility to conduct the
exit interview either by himself or
through HR. Personal Exit interview
may not be possible every time and

hence the exit interview can be con-
ducted on phone and hence there
should be proper database main-
tained with the contact information
taken at the time of joining and up-
dated time to time.

16. There is a mandatory percentage of
the targets which if not achieved for
three consecutive months would re-
sult in the expulsion of the employ-
ees. By reducing the percentage of
this target achievement level the
number of employees who fall un-
der the expulsion band would de-
crease resulting in lesser attrition.
More over that will motivate the
employees that their employer is
very considerate and as a result the
performance would improve, also
the stress levels would decrease fa-
cilitating them to perform better.
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