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Building culture in an organisation takes time and effort, as Harsh Mariwala
m%t\o createa umque identity for Marico

discovered when he embarked on the journey

Cultureisdefinedinthedictionary = Westratified values intothree

as “away oflife of a group of people
—thebehaviours, beliefs and the
values that they accept”. Values,

inturn,areacritical part ofevery -

culture. Values exerta major influ-
enceon the behaviour of individu-
alsinanorganisation. They serve
asbroad guidelines to be followed
in allsituations. Organisations
tooneed to define their values. But
while determining values, they
needto decide what isrelevant for
their business/strategy.
Marico’sformationin1990gave
me a great opportunity to establish
the culture in a new company.
Within nine months, wehadre-
cruited about 30 senior managers.

Each new manager came froma dif-

ferent company and culture. Each
therefore brought alonga different
value system. Soon, werealised
that we had become a melting pot
of different cultures with each one
displaying a different leadership
style. This necessitated the need
to definea common culture and
integrate the organisation, toar-
ticulate what we stood for and the
values that weredeartous.
Tocreatea template for Marico, I
began by penning down theyalues
thatThad imbibed at Bomba® Oil. I
put down close to 20 pages of notes
that spoke of various values. Ithen
shared these notes with my man-
agement team. As we discussed
these, it enriched the notes, gave
them a better structure and helped
usevolvea values document.

segments: people, products and
profits. These became the 3Ps for
us. The next step was toshare the
values document with the next
layer of managers. At an offsite
retreat, we asked thelargerteamto
critique the values document that
wehad initially arrived at in small
teams. The critiques enabled fur-
ther refinement.

The process of involving people
both at the top (at my team level)
and one layer below helped us get
their commitment. Confucius

rightly says-
“Tellmeand
Iwill forget,
showmeandIl
Values are  will remembeé,
. involve mean
a major Iwillunder-
influence standr". Atthe
end of extensive
onthebe-  geliherations,
haviour of = wehadacriti-
inAs calmassof30
!ﬂd[V!dUE]lS managersown-
inafirm ingthe values
SEsE—— document. This
broad-based

ownership played acriticalrole in
forming the culture at Marico.

The next step was to share the pur-
pose of the value journey with the
organisation atlarge—ourfield
force spread across regions and our
workmen at our factortes. We did
this over the next two years.

Mariconians believe the ‘Human
mind is like a parachute, It only

works when open’. Openness isthus
atreasured valueforus. Hereisan
example. When we weremovingto
anew office in 1991, the briefgiven
tothearchitect wasthat it should
reflect openness. Asaresult, theof-
fice was designed to provide a view
ofall toall. Everyone could see
what everyone else was deing. This
didn’t leave out the top team,

We continue toreinforce the
value of openness through annual
Open House sessions. Members
areencouraged to put questions to
the managementonanythingand
everything. Besides this, members
attend, within their first year in
Marico, asix-day Relationship

-Management Programme (RMP).

The RMP helps reinforce several
values, including openness. We
alsohave Relationship Reviews,
wherein each team, including the
bosses and their subordinates, go
toan outsidelocation to discuss
their relationships and how those
could be more open. Qur annual
Goal Setting and Review proc-
esses encourage members to define
their own goals with their own
performance indicators. These are
reviewed periodically and jointly.
Wehave built a unique culture
overaperiod oftime. Buta key
challenge will alwhys remain. That
isabout ‘Enculturisation’. When
werecruitfresh talent, wehaveto
make them go through the values
journey. We need todefine to them
what it meansto bea memberat
Marico. One of the biggest chal-

lengesfaced by an organisation
when it recruits professionals from
outside is how to integrate and
assimilatethem intothe organisa-
tional culture. It is very important
to proactively deal with this issue
and enstire that newcomers imbibe
this culture in a spund manner.
Aunique or distinctive culture
offers a competitive advantage.
Especially so, when it is designed to
synergise with business strategies.
Your competitors may copy ¥our
products or technology, but itis im-
possible to copy your culture,
Theenculturisation challenge

"hasnow emergedasa globalone, as

weacquire companiesinIndiaas
wellasabroad. We have dealt with
newer challengesas weexpand in
other geographies. OQurvaluesre-
main the same, however; we inter-
pret them in thelocal context. We
have consciously adopted a gradual
processofinculcating theMarico
culture in acquired businesses.
The top management plays a
crucialrole indrivingthe culture
ofan organisation. It has to con-
tinually ‘walk thetalk’. Ithasto
givetherightsignalsallthetime.
Reinforcing values isindeed a con-
tinuous task of every leader!
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