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This paper analyses the employee
empower ment practices and mea-
sures the degree of employee em-
powerment that exists in Rourkela
Seel Plant (RSP), a unit of SAIL.
The company, like many others, has
been using employee empower ment
as a strategy to increase its
organisational effectiveness. The
dimensions of employee empower -
ment on which RSP has been focus-
sing are: information-sharing,
knowledge development, autonomy
and rewards. The study indicates
that the organization succeeded to
a large extent in its endeavors to
promote ‘workplace spirituality’
and has reaped positive outcomes.
Thus, one can take a sanguine view
about RSP’s efforts towards in-
creasing the degree of employee
empowerment as a strategy to en-
hance the organization’s perfor-
mance.
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I ntroduction

The fast moving global economy
has necessitated that organizations
learn and adapt quickly to theincreas-
ing pace of change, and turbulence of
the environment. Organi zations today
require more cross-functional work-
ing, more cooperation between areas,
and more integration in their processes
if they are to meet the customers’
needs. Such co-operation can be
achieved only when organizationsre-
orient themselves towards people—
based systems that focus on motiva-
tion, involvement, development and
empowerment. It is a fact that em-
ployees are the most strategic re-
source of any organization. As con-
trast to technologies, product and pro-
cesses, the knowledge, skillsand abili-
ties of the employees cannot be imi-
tated by their competitors. As such,
retaining its most valuabl e assetswhile
utilizing the employees’ individual ca-
pacity to improve and enhance orga-
nizational performance is a daunting
task for any organization. Achieving
performance in these new circum-
stances requires that employees take
and exercise much greater responsi-
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bility. Thus, empowerment is a strategy,
aphilosophy, aconcept of giving employ-
ees responsibility, power, and autonomy
to make decisions about their jobs. Itisa
process which has evolved in response
to atrend towards a greater responsibil-
ity and involvement amongst employees
in running their organizations. Thistrend
has emerged as most organi zations have
realized theimportance of peopleinvolve-
ment and recognized the capacity of their
human resources to improve and enhance
business performance (Pattanayak,
2001:221).

Bowen and Lawler (1992:32) defined
empowerment as* sharing with front-line
employeesfour organization ingredients:
[the first being] information about the
organization's performance.... [another
is] knowledge that enables employeesto
understand and contribute to organiza-
tional performance”’. The other two in-
gredientsthey note were: “rewards based
on the organization’s performance [and]
power to make decisions that influence
organizational direction and performance.
Later the authors concluded that “em-
powerment exists when companies
implement practices that redistribute
power, knowledge, and rewards through-
out the organization....” (Bowen &
Lawler, 1995:73-74). The authors further
went on to note that “if any of the four
elements is zero, nothing happens to re-
distribute that ingredient, and empower-
ment will be zero”. Spreitzer (1995:1442)
defined psychological empowerment “as
a motivational construct manifested in
four cognitions: meaning, competence,
self-determination, and impact. Together,
these four cognitions reflect an active,

rather than a passive, orientation toward
awork role.” Spreitzer noted that “The
four dimensions are argued to combine
additively to create an overall construct
of psychological empowerment. Inother
words, the lack of any single dimension
will deflate, though not compl etely elimi-
nate, the overall degree of felt empow-
erment.” This additive construct is dis-
tinct from Bowen and Lawler’'s (1995)
construct noted above which ismultipli-
cative, indicating that the absence of any
one of their four elements (power, infor-
mation, knowledge, and rewards) will
completely eliminate empowerment.

From the above definitions, it may be
discerned that in order to achieve em-
powerment of employees, managers
must be sure that employees at the low-
est hierarchical levels have theright mix
of information (about process, quality,
customer feedback and events), knowl-
edge (of the work, the business and the
total work system), power (to act and
make decisions about the aspects of
work) and rewards (tied to business re-
sultsand growth in capability and contri-
bution), to work autonomously or inde-
pendently of management control and
direction (Lawler, 1992; 1994; Lawler et
al., 1989). Thus, the competitiveness of
an organisation depends to a large ex-
tent on the presence of the above four
elements: Information-sharing/open com-
muni cation, knowledge devel opment, au-
tonomy, and rewards. Their presence will
indicate the overall degree of empower-
ment prevailing within it, among other
things. The present paper examines the
validity of thisgeneralisation by analysing
the empowerment practices prevailingin
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Rourkela Steel Plant (RSP), which has
the distinction of being one of the lead-
ing public sector steel producing unitsin
the country. As empirical studieson em-
ployee empowerment in the steel indus-
try in Indiaare few and far between, the
present study assumes significance. Be-
fore discussing the employee empower-
ment practices of RSP, the meanings of
the dimensions that are operationalised
for the study are discussed. Further, asa
backdrop to the analysis, a brief profile
of the RSP is given.

‘ The competitiveness of an
organisation depends to a large
extent on the presence of the
above four elements: Information-
sharing/open communication,

knowledge development, au-
tonomy and rewards.
Employee Empower ment

The concept of employee empower-
ment includes mainly: information-shar-
ing, knowledge devel opment, autonomy
and rewards.

Information-sharing: The existing
literature on employee empowerment is
unanimous regarding the need for in-
creased information-sharing or open
communication though their way of de-
scribing theimportanceisdifferent. “ The
first key isto share information with ev-
eryone.... People without information
cannot act responsibly” (Blanchard,
Carlos & Randolph, 1996:34). Accord-
ing to Ginnodo (1997:8), information-shar-
ing “involvesarticulating avision, values,

strategies and goals; aligning policies,
practices and business plans; improving
processes; organizing, communicating
and ‘walking the talk’ of total quality....
and removing barriers that prevent out-
standing performance.” For Fox
(1998:19), information-sharing involves,
sharing of information about the goal to
be achieved and why it is important to
the organization asawhole.... mentoring
the empl oyees such that they absorb both
the organizational culture and the value
of empowerment. “Empowerment must
be placed in acontext of responsibility to
the larger whole” (Mohrman, 1997:16).

Managers must help employees under-
stand that their work is, “directly aligned
with strategic goals and individual ac-
countability [is maintained] all the way
along theline to senior management, cus-
tomers and stockholders.” Empowered
employees will only understand these
bottom lineimplicationsif organizational
information is shared with them (Ettorre,
1997:1).

Sharing information about goals and,
“Effective communication about the
organization’s plans, successes, and fail-
ures’ (Byham, 1997:27) may seem com-
monplace; however its importance can-
not be undervalued. Randolph informs
us that, “people who have information
about current performance levelswill set
challenging goals and when they achieve
those goals they will reset the goals at a
higher level” (Randolph, 1995:22). Open
communication tends to flatten out the
organi zation and de-emphasi ze the hier-
archy.... Neverthel ess, open communica-
tion wasfound to be very closely related
to worker empowerment, and both,
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among other conditions, were found to
be important to ensure the success of the
modern firm (Zollers & Callahan, 2003).
“To make employee empowerment work,
not only do we need to give them infor-
mation about their own work, we must
give employees information about the
business and demonstrate how their work
fitsin.... Everyone wantsto feel they do
something of value. When you demon-
strate the value individuals bring to the
business, peoplewant to grow” (Caudron,
1995:29).

Knowledge Development: Develop-
ment of employees’ knowledge and skills
isbecoming increasingly important in the
face of globalization, technological
change, trade liberalization, deregulation,
growing tendency towards an empower-
ment culture, and other pressures on or-
ganizations today (Bloom & Lafleur,
1999). Knowledge refersto effortson the
part of management to enhance employ-
ees accessto job related knowledge and
skillsthrough training and job-embedded
learning such that the same will enable
the employees to develop new ideas and
creativity. “ Training and professional de-
velopment activities help to diffuseinno-
vations, as employees learn about and
introduce ideas applied successfully in
other organizations. They also expose
employees to a broader palette of ideas
that can be brought to bear on new prob-
lems” (Damanpour, 1991; Thompson,
1965; Katz & Tushman, 1981). When
employees learn that high-quality work
iscrucial to the success of the organiza-
tion and to their own job security, they
arelikely to become more conscientious.
Once they become fully aware of what

is expected of them and how their ef-
fortsfit into the big picture, and then re-
ceive the skills to meet those demands,
the quality of their work generally rise
(Bloom & Lafleur, 1999).

Autonomy may be defined as the
degree to which one may make signifi-
cant decisionswithout the consent of oth-
ers. At various level s of analysiswe may
look at the autonomy of individualswithin
an organization or the autonomy of orga-
nizations or subunits thereof...an em-
ployee, a manager or any other organi-
zational member isrelatively autonomous
if he can make most of the important
decisions relevant to his job without re-
quiring permission from other peoplein
the organization (Brock, 2003). And giv-
ing front-line employees more decision-
making autonomy was found to help the
competitiveness of the firms (Nielsen &
Pedersen, 2003; Hall, 1991:32, Datta et
al., 1991).

Empowerment is often thought to be
a technique capable of generating im-
provementsinworkers’ morale by offer-
ing them greater control over what hap-
pens at work (Spector, 1986). Studies
have al so shown that autonomy may have
desirable outcomes in the right context.
Hackman and Oldham (1976) showed
that autonomy (along with other corejob
dimensions like task significance and
feedback) promotes positive motivation,
performance, satisfaction, and reduces
absenteeism and turnover. Pushing au-
thority downward can also encourage
employees to innovate by imparting a
sense of control and responsibility for the
quality of their work. It seems that em-
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ployee empowerment is not the same as
autonomy but rather autonomy may be
created first to enhance the degree of
empowerment among frontline employ-
ees. Thus, creating autonomy and free-
dom to make decisions and act on one’s
own are a pre-requisite to employee
empowerment.

Rewards: A high involvement system
requires a different reward system- one
that rewards performance rather than the
job per se (Lawler, 1992). However, a
large body of research shows pay and
other extrinsic rewards can still be used
effectively to increase effort, perfor-
mance and job satisfaction (Green &
Haywood, 2008; O’ Reilly & Caldwell,
1980; Mottaz, 1985; Lawler, Mohrman,
& Ledford, 1992; 1995). Even among
public employees with higher levels of
public service motivation, monetary re-
wards appear to be significantly valued
(Wittmer, 1991; Wright, 2007; Alonso &
Lewis, 2001; Perry, Mesch & Paarlberg,
2006). Based on the research cited
above, it is reasonable to conclude that
empowerment practices aimed at offer-
ing financial rewards based on perfor-
mance will cause employeesto feel more
encouraged to innovate. However, it can-
not be said that non-monetary rewards
do not motivate employees to innovate.

It cannot be said that non-mon-
etary rewards do not motivate
employees to innovate. \

In her exhaustive review of litera-
ture, LindaHonald (1997:202) indicates,
“to be successful, each organization must

create and define it (empowerment) for
itself. Empowerment must address the
needs and culture of each unique entity.”
As such, for studying the employee em-
powerment practices of any organization,
the meanings of the above dimensions
need to be operationalized keeping in
view the needs and culture of that par-
ticular organization.

We held informal discussionswith a
cross-section of RSP employees, mostly
non-executives belonging to variousfor-
mal and informal groups, including Shift-
in-Charges, Quality Circle members,
Small multi-disciplinary groups, Safety
Apex Committees, award winners etc.
These discussions were made in order
to ascertain what they meant by em-
ployee empowerment and what dimen-
sions need to be focused upon in order
to create a culture of empowerment in
the RSP. A large majority of these re-
spondents expressed that the employee
empowerment practicesin any organiza-
tion should cover the four dimensions
outlined above. Their description of these
dimensions largely tallied with the de-
scription of the meanings outlined above.
Thus, for the purpose of our study, the
above four dimensions of employee em-
powerment have been selected for dis-
cussion.

Methodology of the Study

The datafor the study were collected
from both the primary and secondary
sources. A cross-section of executives,
supervisors, and hon-executives belong-
ing to different categories constituted the
primary sources. The secondary sources
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included files, records, relevant docu-
ments, annual reports, in-house maga-
zines of RSP, occasional publications of
RSP, publications of SAIL, the company
website etc. Other sources included
books, research journals and unpublished
research materials having a bearing on
the study. The descriptive analysis of the
datawas supplemented with the opinion-
ated data collected from 140 sample re-
spondents—non-executives drawn
through stratified-random sampling
method. As there are a very large num-
ber of non-executivesin RSP (more than
15,000), it was decided to select the
sampl e respondents belonging to thefol-
lowing five categories, who constitute the
key representatives by virtue of being
directly involved in the empowerment
gamut in the organization: shift-in-
charges (18), quality circle members (33),
small multi-disciplinary groups (42),
safety apex committees (22), and award
winners (25). The data were collected
during June-August, 2012 with the help
of astructured interview schedule and a
guestionnaire (Table 4 for details).

A Brief Profile of RSP

SAIL, sinceitsformationin 1973, is
India’s largest steel-making company
dominating the Indian steel landscape.
The Maharatna company is a fully inte-
grated iron and steel maker, producing
both basic and special steels for domes-
tic construction, engineering, power, rail-
way, automotive and defence industries
and for sale in export markets. The com-
pany has the distinction of being India’'s
second largest producer of iron ore, and
of having the second largest mining op-

erations thus having a competitive edge
over other steel-producing companies.
Today, SAIL haswithinitsfold fiveinte-
grated steel plants situated at Rourkela,
Bhillai, Dugapur, Bokaro and Burnpur.
There are also three Special Steel Plants
— Salem, Durgapur, and Bhadravati —un-
der its umbrella. The Chandrapur Ferro
Alloy Plant of SAIL isthe country’slarg-
est bulk producer of ferro-alloys. The
SAIL Refractory Company Ltd. isasub-
sidiary of the company. Apart from this,
the company has also joint ventures with
NTPC, SAIL Power Company Pvt. Lim-
ited (NSPCL), Bokaro Power Supply
Company Pvt. Limited (BPSCL) etc. and
has signed MOUswith several Indian and
foreign companies like RINL and L& T
(India) and POSCO (Korea), KSL (Ja-
pan) etc. At present, the Government of
India has 86% ownership in SAIL.

Rourkela Steel Plant (RSP) was com-
missioned in theyear 1959, in collabora-
tion with leading steel makersfrom Ger-
many. With aninitial capacity of 1IMillion
Ton per annum (MTPA), the plant grew
to a 2 MTPA plant today. By March
2013, the Plant will be more than dou-
bling its capacity of hot metal to 4.5
MTPA, while simultaneously increasing
the crude steel capacity from the level
of 1.9 MTPA to 4.2 MTPA and produc-
tion of saleable steel from the level of
1.671 MTPA to 3.9 MTPA. The Plant is
also on the way to commission a New
Plate Mill designed to produce wider
plates so as to cater to the needs of the
growing demand in the domestic market.
The workforce of the plant which was
more than 35,000 has been substantially
reduced over the years. The present
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workforce of the plant is 18,068 includ-
ing 2,211 executives, 15,659 non-execu-
tives, and 198 trainees. Over the years,
the plant has been earning huge net prof-
its, which ranged from Rs.646 crores to
Rs. 1340 crores during 2009-10 to 2011-
2012, through domestic sales and export
to various countries. It is expected that
the ongoing moderni zation and expansion
process of the plant, will enable it to
benchmark itself against the best in the
world and attain international competi-
tiveness.

Information-sharing

In RSP, the organization’spoliciesand
strategies are translated into objectives/
targets and are deployed throughout the
plant through well structured communica-
tion processes, which serve as the back-
bone of the company’sinternal communi-
cation system. The General Managers'
Communication Meeting (GMCM) and
HODs' Communication Meeting
(HODCM) are held every day, where the
senior officers interact with the employ-
eesregarding specific goals, problemsand
targets of individual units. The HODs
meet with their Shift in-Charges every-
day to review production, quality, techno-
economic norms, delays and safety mea-
sures. The Shift in-Charges then hold
short informal meetingswith their employ-
ees at the beginning of the shift to apprise
them of the previous day’s performance
and the targets and tasks for their shift.
The major objectives and targets of any
individual department/division are dis-
played in the boards kept in the shop floor
for information to all the employees.

Employees involvement is en-

sured on a regular basis through
well-structured communication fo-

rums at all levels of the organiza-
tion. \

Employees’ involvement is ensured
on aregular basisthrough well-structured
communication forumsat all levelsof the
organization. Most significant amongst
them is the Mass Contact Exercise
(MCE). The MCE is a sustained com-
munication intervention over the past 10
yearsin RSP in which about 500 employ-
ees of various cross-sectionsinteract, and
have frank and free discussions directly
with the CEO, MD, Executive Directors
and other top officials every Wednesday.
Suggestions given by employees are re-
corded, followed up for implementation,
and feedback on the sameisprovided in
subsequent MCEs. The underlying
theme for the MCEs, which is modified
from time to time, is laid down in syn-
chronization with the priorities of the or-
ganization. The theme which started with
‘Regenerating Strength with People for
the Survival and Future of RSP’ in 2002,
transformed over the years ‘ Towards
Profitability and Prosperity’ and reached
‘Our Sankalpa is to ensure Safety, en-
hance Quality and spread Cost con-
sciousness in the organization’ in 2011-
12. Under ‘ANTARANG’ the CEO
reaches out directly to employees of a
particular department /area on the shop-
floor through an interaction session to
discuss department-specific issues and
challenges and solutions are jointly
worked out with people at the core. Other
initiatives include monthly in-house
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magazine, Ispat Sahayog, a trilingual
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through the Training Department so as
to bridge the gaps. Apart from these,
Leadership and Higher Management
trainings are arranged through external
faculties or other agencies from inside
or outside the country. The feedback on
the training is tracked to evaluate the
effectiveness of such programs.

Identifying Competency Gaps: In
RSP, identification of competency gaps
and training needsis carried out keeping
inview:

e Organizational focus;

o Requirement of the job positionsin
the departments; and

e Developmental needs of the indi-
vidual employees.

Training Need Analysis: The An-
nual Training Need Analysisis carried
out for employees with the assistance
of Training Engineers and the support
of the Heads of all departments from
November to January every year. The
training needs of employees are iden-
tified and indicated in all the existing
regular in-house modules. The needs of
each department are compiled into an
Annual Training Calendar through a
need moderation workshop with all the
departmental Training Engineers at
HRDC at the beginning of the year.
Any new / additional requirement is
also indicated through Competency

Mapping.

Competency Mapping is atool used
for identifying specific needs of the em-
ployees of aparticular department based

on their present level of competence.
The broad steps followed are:

— ldentification of competencies
required for ajob.

— ldentification of knowledge and
skill level of employees keeping
in view the job requirement/
competency.

— ldentification of the gaps in
competencies that can be filled
through systematic training
efforts.

During the year 2010-11, Compe-
tency Mapping was carried out in 5 de-
partments for 23 Job positions covering
630 employees. Thevarioustraining pro-
grams that are offered in RSP are:

e Technical Development Training
meant for enhancing technical knowl-
edge and skill of employees. During
the year 2010-11, 553 employees at-
tended the Enhancing Engineering
Skill (EES) Mechanical Modules and
256 employeesweretrained in Elec-
trical Modules.

e Managerial Development Training
imparted to enhance the managerial
capabilities of both executives and
non-executives. During 2010-11,
1168 employeesweretrained in vari-
ous managerial development pro-
grams.

e Skill Gap Training due to Retire-
ment— The employees who are go-
ingto retireareidentified beforehand
and if their skillsarefound to be criti-
cal, the same are transferred to the
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identified successors through Skill
and Knowledge Training (SKT).
During 2010-11, SKT was carried out
in 35 skill-areas, asaresult of which
39 employees were trained in new
skills.

Department Specific Programs— In
the case of procurement of any new
equipment or any changein any pro-
cess, the department assesses the
competencies required for the em-
ployees and arranges for specific
training programs. During 2010-11,
atotal of 151 employeeswere trained
through 6 department specific mod-
ules.

Unit Training to handl e specific equip-
ments in a one to one manner. Dur-
ing the year 2010-11, 32 employees
were trained through Unit Training.

Multi-skill Training— During 2010-11,
23 employees were trained in shop-
based multi-skill training and another
360 employees were trained through
regular multi-skill training program at
HRDC.

Critical Equipment Training imparted
to the existing employees availing the
services of the retired employees of
RSP so as enable them to learn the
skills required to handle critical and
vital equipments like Locomotives,
Cranes, Coke Oven Quenching Car
operation, etc. During 2010-11, ato-
tal of 176 employees were trained
through 9 equipment specific modules.

Additional Skill Training— In view of
expansion plans of RSP and the new
equipments that are being commis-

sioned in existing departments, train-
ing is provided to employees to en-
hance their skills.

Redeployment Training provided to
employees who are transferred to
other departments.

Induction Training provided to all new
entrants of the company like Man-
agement Trainees, Junior Managers
recruited for projects, finance, tech-
nical and other disciplines, TradeAp-
prentices, Technician-cum Operative
Trainees, Sr. Technician-cum-Opera-
tive Trainees, Semi-skilled Worker
Trainees and non-executives pro-
moted to executive cadres.

Supervisory Development Programs
for non-executives.

Specific Training— provided to all
employees focussing on | SO aware-
ness, Safety, Environment Manage-
ment, Energy Conservation, Quality
Circletools, etc.

Besides the above training programs,

certain special initiatives have been
taken by RSP to create a culture of learn-
ing in the organization. They are:

Ankur, the Learning Forum— a fo-
rum on knowledge sharing launched
by the HRD Centre where employ-
ees can learn on relevant and novel
subjects such as concepts of 5S,
knowledge management, economic
meltdown, positive attitude etc.

jigyasa©hrd— a part-time computer
training program covering basics of
Windows XP, Power Point, Word,
Excel and Internet.
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e Experience Sharing— Employeesare
sent in small teams to other steel
plants, including sister unitsof SAIL,
to learn their best practices and on
return to make presentationsto share
their knowledge and key learning
pointswithin the organization.

o Developing People through Work
Experience— In every department,
the new entrants are imparted on-
the-job training by an experienced
employee, called the Master Trainer.
This type of training is also known
as‘' Attachment Training’ in the shop-
floor. During 2010-11, 37 employees
were trained through this route.

e Skill Development Programs—
These hands-on sessions are orga-
nized in the HRD Centre. As part of
these programs, the employees are
also taken for a visit to the shop-
floorsto observe the actual work pro-
cesses.

The effectiveness of any training pro-
gramisevaluated at threelevels—L evel-
| (Reaction Level— to know the partici-
pants’ reactions to the program); Level-
Il (Learning Level— the extent to which
the participants improved their knowl-
edge, skills, and attitude as a result of
thetraining); and Level-111 (Application
L evel— the extent to which the partici-
pants apply the knowledge and skillsin
their workplace).

Autonomy
In RSP, the employees at frontline

levels are empowered through leadership
roles as Shift-in-Charges. They are em-

powered to take operational decisionsin
shifts and are entrusted with the respon-
sibility of managing personnel and doing
lateral coordination with related agencies
to achieve set targets of the shifts. For
implementation of specificimprovement
activitiesat the shop-floor, multi-disciplin-
ary teams are constituted which are em-
powered to take decisions to meet orga-
nizational objectives. These work-teams
are provided with necessary resources
and support to achieve set goals.

Besides these, formal joint commit-
tees like Safety Committees, have been
constituted with representatives from
various departments, where employees
discuss the safety and welfare aspects
pertaining to their areas of work and
jointly chalk out action planswith the rep-
resentatives of management for remedial
measures.

Quality Circle (QC) groups are em-
powered to take up special improvement
measures/problem-solving in their re-
spective departments. During the year
2011-12, atotal of 5762 employees par-
ticipated in 1424 Quality Circle cases
benefiting the organization in the form of
improved safety, housekeeping, produc-
tivity, equipment health and reduced cost.

Ancther step to encourage employee
involvement and sharing of knowledgeis
empowering small groupswithin the depart-
ments to take up small problems at their
owninitiative, givesuggestionsfor improve-
ment, and implement the same using their
own resources, innovative ideas and ex-
pertise. The employeesare then recognized
and rewarded, under the Special Awards
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Scheme, for their unique jobs. Examples
of afew good jobs done under this scheme

during 2011-12 that resulted in substantial
cost savings are given in Table 2.

Table 2 Jobs Done & Money Saved under Special Awards Scheme in RSP during 2011-12

Sl.No. Department Job Title

01. SWPP Modification of Rotary Flame Cutting of 72" dia. Pipes. First time
saving Rs. 5.6 crore/annum.

02. SMS-1 Design and development of tap hole filling m/c for LD converter
saving Rs. 37 crorelyear.

03. BF Reduction of make-up water consumption in hot water tank of
BF#4 for slag granulation saving Rs.41 lakh/year.

04. ERWPP In-house repair of high frequency welder’sinverting module saving

Rs.13 lakh.

Source: Personnel Department, RSP.

Note - SWPP: Spirally Welded Pipe Plant
SMS: Steel Melting Shop
BF: Blast Furnaces
ERWPP: Electrically Resistant Welded
Pipe Plant

Rewards

In RSP, the employees are appreci-
ated, rewarded and recognized for their
valuable contributionstowardsfulfillment
of organizational objectives. A wide
gamut of schemesranging from monetary
and non-monetary incentives, reward
schemesto public recognitionisin place
in the organization.

The major schemes include the fol-
lowing:

Srujani, the Creativity Award
Scheme is a suggestion scheme that har-
nesses the creative potential of employees
for improvement of the plant as well as
motivates and engages them through for-
mal recognition, and monetary or non-mon-
etary awards. In this employee friendly
suggestion scheme, empl oyees are encour-
aged to givetheir innovativeideasfor pro-
cessimprovement preferably pertaining to

their areas of work in aprescribed form. A
Departmental Committee chaired by the
HOD assesses the suggestions received.
The employees whose suggestions are ac-
cepted are encouraged and provided all
support for implementation of their ideas
for the benefit of the organization. employ-
eeswhose ideas areimplemented or found
suitablefor implementation are recognized
in a‘SRUJANI’ function specialy orga-
nized for the purpose and they are awarded
certificates of merit and given cash awards.
Every year a Srujani Melaisorganized in
each department. All employees of the
concerned departments are encouraged to
submit their innovative/creativeideasin the
prescribed format and they are handed
over instant token gifts. During the year
2011-12, 24 such Srujani Melaswere con-
ducted and 12017 Srujani suggestionswere
received, out of which 4163 suggestions
were implemented. Table 3 shows the sta-
tus of the scheme.

e Quality Circle Scheme: Competi-
tionsare organized at plant level (1st
week of July); zonal level (2nd week
of September); and national level (4th
week of December). The quality
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Table 3 Status of Suggestion Scheme in RSP,
2009-12 (up to July 31)

Year No. of Suggestions

Received Implemented
2009-10 13021 3768
2010-11 13282 4310
2011-12 12017 4163
2012-13 14212 8763
(up to July)

Source: Personnel Department, RSP.

circle teams that win at the national
level are sent abroad to participate
intheinternational level quality circle
competitions. Besides the above, the
quality circlesare given wide public-
ity in the in-house magazine and in
the Rourkela Steel TV for the con-
tribution they make to the organiza-
tion, and for their achievements at the
national and international level qual-
ity circle competitions.

e Nehru Vishista Karmachari
Puraskar is given every year to the
best employees cash awards of Rs.
2000/- each and citations on the In-
dependence Day.

e Awardstothe Best Shiftin-Charges
of the plant units.

e Two Rolling Shieldsin each zonefor
Fire Safety Consciousness.

e Summer Attendance Award Scheme

e Special Award for higher attendance
- 305 or more daysin ayear.

e Zero Accident Recognition Scheme

e Managing Director’s/Executive
Director’s (Works) visits to shop-
floorsto felicitate employees on the

spot for best daily/monthly/quarterly
production.

e Community lunch for best monthly
production, record despatches and
zero accident.

e Giving wide publicity, through in-
house TV channel - Rourkela Steel
Television, to the noteworthy perfor-
mances and achievements of employ-
ees.

e Publishing the achievements of win-
ners of various awards in the
company’s magazine, Ispat
Sahayog, and SAIL News.

Sample Respondents’ Percep-
tions: A questionnaire covering atotal
of 17 statements — four each relating
to information-sharing, knowledge de-
velopment and rewards, 5 statements
relating to autonomy — was used. The
responses of the sample respondents
were recorded in a 4-point scale.The
score values given to the responses
ranged from 1 to 4 (strongly agree: 4,
agree: 3, partially agree: 2, and dis-
agree: 1). Analysis of the responses
revealed that the respondents in gen-
eral have a positive perception about
all the four dimensions of employee em-
powerment (the mean values of the
average scores given by the samplere-
spondents to the four dimensions
ranged from 2.89t0 3.12; Table 4). The
knowledge devel opment and autonomy
dimensions have been given relatively
lower scores. However, these scores
are not much different from those of
the other two dimensions —information-
sharing and rewards.
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Table 4 Perceptions of the Sample Respondents

Statements Average Score Mean of the
Respondents Average Scores
Given (n=140) by the Sample

Given for
Each Dimension
(n=140)
A. Information-Sharing
In this organization:
1. The information relating to the organizational objectives is 2.88 3.01
communicated regularly.
2. Thejobs and responsibilities of individual employees are 2.71
clearly and adequately communicated.
3. The management makes best efforts to communicate to employees 3.19
how their work relates to their goals and mission of the organization
4. The information gathered from the clients, customers, suppliers and 3.26
other stakeholders about the organization’s performance is clearly
communicated to the employees at regular intervals.
B. Knowledge Development
In this organization:
1. There are systems in place that ensure training of employees so as 3.05
to enable them to acquire the knowledge, skills, and attitude that
are required for their jobs.
2. The employees are cross-trained to perform various job functions. 2.91 2.89
3 The managers both support and take on the roles of coaches, 2.84
mentors and facilitators for learning.
4. Opportunity is provided to people to learn by doing. 2.76
C. Autonomy
In this organization:
1. The frontline employees are encouraged not only to perform 2.79 2.90
the role of shift-in-charges, but also to take decisions independently.
2. Small decisions are taken at the lower level on the spot and superiors 2.82
involve peers in decision-making.
3. Thereis a system in place that encourages and stimulates interaction 3.03
between departments and promotes cross-functional projects.
4. The members of quality circles are free to take decisions on their 3.05
own while planning, developing, and implementing their projects.
5. The outcome of any joint committee largely depends on the degree 2.81
of autonomy that is given to the members of thecommittee.
D. Rewards
In this organization:
1. Employees are recognized and rewarded for experimenting 3.22 3.12
with new ideas.
2. The reward system is aligned with the performance both at the 3.06
individual level and the group level .
3. There is adifferentiation between good and bad performers. 2.95
4. There are specific schemes in place to groom potential leaders 3.25

from non-executives.
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Analysis of the responses revealed
that the respondents in general
have a positive perception about

all the four dimensions of em-
ployee empower ment.

As the mean values of the average
scores given by the sample respondents
were around 3, it may be concluded that
the non-executives of RSP, in general,
have a positive perception about the em-
ployee empowerment practices of the
organization.

Conclusion

Thedescriptive analysisand theanaly-
sisof the perceptions of the samplerespon-
dents relating to employee empowerment
practices in RSP indicate that the organi-
zation uses employee empowerment as a
strategy to facilitate the process of enhanc-
Ing organi zation’s performance.

Using Bowen and Lawler’s(1992:35)
model of the three levels of employee
empowerment, from ‘ suggestion involve-
ment’ (essentially using suggestion
schemes or quality circles), through ‘job
involvement’ (job redesign and team
working) to ‘highinvolvement’ (involve-
ment in all aspects of the organization’s
performance), we may conclude that the
RSP's employee empowerment practices
fall in many respects under the ‘job in-
volvement” level, with the possibility of
touching the ‘ high involvement’ zone, in
the course of time, provided the organi-
zation continues to pursue the empower-
ment-related activities with the same
spirit asit does now.

The RSP's approach to employee
empowerment practices suggests that,
in many respects the organization en-
deavorsto promote a spiritual culture at
the workplace - *workplace spirituality’,
which means the recognition that people
have an inner life that nourishes and is
nourished by meaningful work that takes
place in the context of the community.
Typically, a‘spiritual organization’ has
five cultural characteristics: strong
sense of purpose; focus on individual de-
velopment; trust and respect; humanis-
tic work practices; and toleration of
employee expression (Ashmos &
Duchon, 2000:139; Giacalone &
Jurkiewiez, 2003:6-13; Robbins &
Sanghi, 2007:475-77). Thus, we may
take a sanguine view of the RSP’s ef-
forts towards increasing the degree of
employee empowerment for enhancing
the organization’s performance.
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