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ABSTRACT 

In organizations where the issues of talent attraction, engagement and retention are well worked 

out, half the battle is won. Often, however, lack of appropriately developed and implemented 

policies creates disengagement, miscommunication and ultimately, loss of crucial talent in 

organizations. This case study illustrates and describes one such scenario at A Start Pvt. Ltd. where 

certain omissions by the Management at A-Star led to loss of many talented employees. 

This is a descriptive case study where various aspects of talent management such as compensation, 

recruitment, learning and development etc. have been analysed in detail to provide a holistic 

solution to the situation at A-Star Pvt. Ltd. It will bring to forefront the fact Human resources and 

business operations in organizations cannot work in silos and that HR policies need to be in sync 

with the objectives of the organization. This study will be of relevance to human resource 

practitioners who design and implement people related policies. 

Keywords: attrition, rewards, performance, competency, engagement, total rewards, SMART goals, 

skill mapping, benchmarking 

INTRODUCTION 

A-Star Private Limited (name changed on organization’s request) is a National Capital Region (NCR) 

based private company in the Knowledge Process Outsourcing (KPO) domain that provides data and 

analysis support to its global clients in the domain of human resources, benefits and investment 

consulting. It is a six-year-old organization that is located in India, Philippines and Warsaw (Poland), 

has a varied business portfolio and is a fast growing organization. It is acquiring new businesses 

rapidly and is hiring new employees with varied skills.  One of its processes called the 

‘Remuneration Process’ (Rem-Pro) was launched in 2012 and has been known across the 

organization to be a high performing process. Its members are known to possess a niche skill set – 

setting them apart from other teams at A-Star. In its initial years of operation, the employees of Rem-

pro were engaged, involved in their work and showed loyalty to the organization. While the process 

showed full retention for initial two years, it is now found to be plagued by high attrition, 

dissatisfaction and instability of employees. This has now started to inflate operational costs and has 

also shaken its reputation of being a high quality process. Discussions and interviews with employees 

and management revealed a plethora of problems plaguing the organization. The new Process 

Manager of Rem Pro – Rohan, along with his team (Resolution Team), has been asked to provide 

solution to the problems. 

 

CONTEXT 

Rem Pro was launched in March 2012. It deals with secondary research of compensation data for 

global companies and provides ready reports to clients at a cost. The service portfolio boasts of a 

wide array of compensation analysis for all major geographies in the world. Work at Rem Pro was 

detail oriented, entailed reading reports of various organizations and comprehending compensation 

plans. Typically, it took six months for a new hire to get trained in all job types and in all 

geographies. It is a revenue generating process for A-Star. From the organization’s perspective, the 

work is challenging, different and the learning curve is high – that makes it very different from other 

processes that are running at A-Star. The culture of A-Star emphasizes on conformance to quality and 

on providing error free work for its clients. 
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Rohan had been appointed as the new Process Manager of Rem Pro at A-Star Private Limited in 

December 2013. He was excited to join the organization due to its good corporate image and its 

reputation of being a good employer. Rohan had prior work experience of ten years in similar 

organizations and was given to understand that he had been handed the reins of a very well 

established process - one that employed the best minds in the organization. However, a couple of 

months later he figured that the picture was not as rosy. He realized that he had actually inherited a 

team consisting of disengaged analysts, who no longer felt connected with their work or the 

organization and had lost faith in the system. There were differences within the team as well. In 

short, all was not well at Rem Pro. 

Table I below describes the various job levels and break-up of the team structure at Rem Pro. L3 and 

L4 analysts analysed company statements to capture the compensation plans. At L4 level, there is an 

added responsibility of checking the analysis performed by various analysts. 

Table I: 

Job Levels at A-Star (Sourced from organization’s HR Manual) 

 

Grade 

 

Designation 

 

Years of experience 

 

Number of 

positions at 

Rem Pro 

currently 

L5 & 

above 

Assistant Manager & 

Above 

5 years & above 4 

L4 Champion Analyst Between 3 and 4.5 

years 

8 

L3 Senior Analyst 2-3years 12 

L2 Process Analyst 1-2 years - 

L1 Analyst Fresher - 

 

PROBLEM ANALYSIS 

The immediate problems faced at Rem Pro were those of high levels of attrition and absenteeism, 

which became an eye sore for management. The team lost almost all its key performers and struggled 

to retain employees. Absenteeism was high and analysts displayed a general lack of interest in work, 

which in turn affected quality of their work. Top management at A-Star asked Rohan and his team of 

three Assistant Managers (Resolution Team) to prepare a detailed analysis of the problem of attrition 

and a plan of action. 

Below is a snapshot of employee exits and reasons stated for the same. 
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Figure I: 

Attrition at Rem Pro (Sourced from organization’s records) 

 

Figure II: 

Reasons for exit (Sourced from organization’s records) 

 

 

The resolution team held brain storming sessions with the tenured team members and also 

collaborated with the Human Resource team to understand their perspective on various issues. They 

felt that the above problems stemmed from further deep rooted issues which were categorized as 

below. 

I)Rewards 
 

Lack of internal equity in rewards: 

A common theme emerged from analysis of exit forms of employees of Rem Pro. They felt that the 

salaries they received at Rem Pro were not commensurate with the effort they put in, the 

nature/requirements of their jobs, their past experience or, for some of them, their educational 

qualifications. 

An analysis of Rem Pro’s compensation data revealed that there was no internal equity in salaries of 

analysts with in the team. In a glaring example it was seen that a Post Graduate analyst with 3 years 

of work experience was being paid lesser than a Graduate analyst with 2 years of experience. This 

indicated that there was no parity in compensation of employees on the basis of work experience, 

educational qualification or skill set either. This was substantiated by People Managers of Rem Pro 

who quoted few analysts who had frequently highlighted their dissatisfaction due to such inequity in 

compensation. Such inconsistencies created displeasure in the team. Analysts slowly started losing 

trust in the company’s fundamental policies. 

Poorly devised Incentive Plan: 

1, 4% 

11, 41% 15, 55% 

Attritions from July 2013 till date 

Assistant Manager  & 
Above 

Champion Analyst 

Senior Analyst 

14, 56% 

3, 12% 

1, 4% 

6, 24% 

1, 4% 

Reasons for exit 

Higher Compensation 

Better role 

Higher Studies 

Dissatisfaction with 
policies 
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A-Star had a Quarterly Performance Scheme (QPS) under which relative performance of analysts 

was judged to decide ratings and pay outs. The plan intended to motivate employees to meet and 

exceed their quarterly goals. Performance was judged on the basis of accuracy and volume of 

analysis, with no specific weightage or priority to either. The below table (Table II) depicts the 

framework for this quarterly implemented plan. 

The work at Rem Pro was very detail oriented with many opportunities for error in every transaction. 

Hence, targets set under the plan were difficult to achieve and maintaining both accuracy and volume 

was a tough job. Under the QPS, if an analyst tried to achieve high number of transactions (Good 

Performance), he would most likely end up with high number of errors and then land up in Average 

or Poor Performance category. Similarly, an analyst with lower number of errors was normally 

unable to exceed 80-90 transactions and reached the Average level of performance only. 

Hence, QPS scheme failed to achieve the motivational impact that it intended to have on employees. 

 

Table II: Quarterly Performance Scheme (QPS) (Sourced from organization’s HR Manual) 

Performance 
# Errors # Transactions Award 

Good 
2 or less 100 or above Rs.5000 

Average 
3-4 80-100 Rs.3000 

Poor 
5 or above 60-80 Rs.1500 

 

II) Recruitment 

Lack of appropriate hiring process: 

Determined by the requirements of the job, analysts at Rem Pro were required to possess good 

reading, comprehension, observation and analytical skills along with a decent flair for working with 

numbers. To gauge employees during selection procedure, candidates were asked to go through a 

personal interview and a numerical ability test which consisted of arithmetic questions of an average 

level of difficulty. However, reading or comprehension skills, which were of extreme relevance and 

importance for good performance at Rem-Pro, were not tested as a part of selection process. As a 

result, some new members of the team had not been able to perform well. This also led to erroneous 

work, understanding problems, performance issues and frustration of non-performance in these new 

employees due to which they were not happy in the organization. 

A-Star enjoyed a remarkable standing in the job market and was known as a great brand to be 

associated with. The hiring team had always looked out for Post Graduates in Human Resources or 

Graduates in Commerce/Mathematics for filling up both L3 and L4 positions but intermediately had 

recruited some candidates with Chartered Financial Analysts (CFA) and MBA-Finance qualifications 

to ensure candidates possessed good ability of working with numbers. These employees had handled 

complex number crunching in their previous roles and expected the same at Rem-Pro. However, 

though the complexity level of work at Rem Pro was high as per A-Star but did not necessarily 

require high end skill set possessed by Finance students. This gap in expectation at Rem Pro created 

disappointment in minds of analysts who now perceived themselves to be over-qualified and over-

skilled for the job and ended up thinking that the job was too simple for them. They felt that they had 

been provided insufficient explanation regarding the profile during interviews as a result of which 

they had taken up less than appropriate role. 

III) Career planning and development 

Lack of a clear career path 
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Rem Pro consisted of 8 L4 and 12 L3 analysts. L5 was the starting of Managerial grades at A-Star 

and there were already 3 L5 level Managers at Rem Pro. On an average, a role escalation at A-Star 

took around 2 years. Most of the L4 analysts had spent 2 years in the system and were now looking 

forward to the next level. However, an entry into a Managerial grade was limited and here the 

competition was too intense. The L4 analysts had often been vocal about the fact that they did not see 

a career path ahead of them as a result of which they were getting flustered, anxious and worried 

about their growth in the organization. This provoked them to look for Managerial level jobs in the 

market. L3 analysts also felt that the road for them after 2 years; after reaching L4 level was blocked. 

Hence, for everyone, the journey ahead was blurry. 

IV) Employee Engagement 

Disengaged employees: 

It was clear that employees had various issues with the job itself and hence were not able to perform 

well at A-Star. The team which was known for its quality was slowly losing its sheen and the final 

work often turned out to be erroneous. As a result, managers of the team were constantly questioned 

by their onshore partners and consultants regarding the declining quality of work 

Employees were disengaged not only due to the above reasons but also due to reasons such as 

stagnation of learning. The work at A-Star involved learning of six different job types in six different 

geographies in the initial one year of joining the team. There was no incremental exposure or learning 

beyond that which made analysts feel that their job was repetitive and that they had reached the end 

of the learning curve. 

There seemed to be no variety of activities that analysts could involve themselves in. While the work 

volumes were oscillating between high and low due to seasonal nature of work, they did not seem to 

be going beyond their core work or learning any new skill. They felt that for them it was all work all 

day and no other activity wherein they could develop other skills such as communication, 

presentation, creativity, planning and organising skills. 

PROBLEM RESOLUTION 

Resolution team perceived the need for planned interventions and initiatives to tackle these problems 

that Rem Pro was suffering from. Solutions to each of these problems were then thought of and 

listed. The same was to be presented to the Management soon. 

Table III: 

Summary of Problems and solutions (Sourced from interviews with Management) 

Problem Area Solution 

Rewards 

 Dissatisfaction due to low cash 

compensation 

 Poorly designed incentive plan 

 Lack of internal or external equity 

 Total Rewards Approach 

 Rewards Communication 

 Implementation of SMART Goals, redesign of 

plan 

 External benchmarking, midyear salary 

corrections 

Recruitment: 

 Selection method & criteria 

 Employment grade 

 Education level & stream 

 

 

 Inclusion of reading & comprehension test in 

selection process 

 Hiring at entry level 

 Job description, Skill Mapping 
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Career planning and development 

 Lack of long term growth path 

 Experimental batch of L1 analysts 

 Competency Development Program 

Employee Engagement 

 Stagnation of learning 

 Restricted involvement 

 Mentor Mentee program 

 Cross Training 

 Involvement in other activities 

I)Rewards 

Benchmarking for External and Internal Equity. 

The first most apparent reason for attrition was low compensation. Mostly employees had moved on 

to competitor organizations that were providing significant salary increments. The suggestion, 

therefore, given by the resolution team was to engage in a market study to get information about 

industry standards for similar jobs. The team also suggested that the organization should consider 

redesigning their compensation structures as per the market level. Management did not seem to be in 

favour of this recommendation looking at the various budgetary constraints. Also, they reasoned that 

in comparison to other team at A-Star, employees of Rem-Pro were getting better compensation. 

There was an organization wide increase in the QPS pay out opportunities on the basis of an 

organization wide survey few months later. For Internal equity, mid-year corrections were suggested 

to attain parity between compensation of equally qualified and experienced analysts. 

Communication of rewards through Total Rewards Approach. 

The unique selling point that the compensation structure of A-Star carried was the provision of 

complimentary transport services, meals, insurance and a desirable leave policy. Work culture was 

open, encouraged communication and also let employees maintain their work life balance. As per the 

management, provision of these and other amenities made up for the low cash salaries that A-Star 

offered its employees – a view different from that of employees. 

To address the gap in perception, the resolution team suggested that the Management should 

emphasize upon communication of total rewards to employees. The employee value proposition 

(EVP) should be communicated so that employees feel that they do not just derive monetary 

compensation but a lot of other benefits and intangible rewards as well. (Kaplan, 2007) 

Thus it was decided that now on with every increment, a statement enlisting the EVP or the total 

value that a Rem-Pro employee derives by virtue of his employment with A-Star; including all the 

monetary and non-monetary, tangible and non-tangible benefits such as insurance benefits, medi-

claim benefits, company provided transport, meal benefits, etc. This would hopefully help change 

employees’ perception of remuneration received by them. People Managers were sensitized that 

during their interactions with team members they should also draw attention to the enhanced value 

that each employee gets at A-Star. 

‘SMART’ Goals. 

The QPS as an incentive scheme was not meeting its desired outcome, as mentioned earlier. Hence 

the resolution team suggested that the program, its metrics and measures be re-looked at. Thus, a 

redesigning of the QPS was initiated using the ‘SMART’ model. (Kapoor, 2015) 
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Table IV: SMART Model (Kapoor, 2015) 

 

An effective performance plan should contain objectives that are specific, measurable, attainable, and 

realistic and time bound. As of now, the metrics of the plan appeared to be unachievable by the team 

and thus unrealistic as well. The team suggested that details of QPS be altered to make them more 

‘attainable’ and ‘realistic’ and hence easier for the team to achieve. Quality of work seemed to have 

plummeted since the past few months. Therefore, the Resolution team suggested that between quality 

and quantity, quality should be the main parameter for judging performance with a weightage of 

60%. Assigning differential weights to both the parameters would solve the problem of both 

parameters being treated equal. This made calculation of incentive a more objective process and 

increased the ease of calculation of pay-outs. 

Performance targets were changed to make them more achievable and realistic (See Table V below) 

At the same time, since quality (no. of errors) became a more important parameter, analysts were 

now able to focus more on that rather than trying to achieve both quality and quantity. 

Table V: Proposed new metrics of QPS (Sourced from interviews with Management) 

Performance 
# Errors # Transactions Award 

Very Good 
5 or less 95 or more Rs.5000 

Good 
6-10 80-94 Rs.3000 

Average 
11-15 65-79 Rs.1500 

Poor 
16 or more Less than 65 NIL 

 

An additional category of ‘Poor’ was added to the plan. Thus, an extremely low performance imply 

that an analyst would earn nothing at all. 

II) Recruitment 

Job Description 

Mismatch in skill requirement of the organization and skill set of employees was something that 

needed to be tackled right from the stage of hiring. To begin with, the resolution team first checked 

the current job description that was being used by the hiring team to source candidates. It read as 

follows: 

“Job entails analysis of high end financial documents of organizations. Incumbent 

should possess knowledge of reading compensation reports, income statements, 

financial reports, computing ratios etc. We prefer Post Graduates/ CFA/ MBA in 

Human Resources/Finance who have a minimum experience of 3 years in similar 

work. He/she should also possess excellent analytical skills and should be an expert 

at working with numbers” 

 

S Specific

M Measurable

A Achievable

R Realistic

T Time bound

"SMART" Model 
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This description was far from what Rem Pro actually required. It did not correctly describe the 

requirements of the work, in terms of what it entailed or in terms of the skill set. It also carried 

exaggerated description of the work. 

In order to zero in on the skill sets/qualifications the job required, information sharing series for the 

hiring team called the Knowledge Sharing Session were initiated. Here, few tenured team members 

to present a basic outline of the process, a detailed demonstration of a sample analysis and specific 

parts of the work that required use of analytical skills. Through a series of meetings, question and 

answer sessions, together the operations team and the hiring team attempted to map the skill set 

required and bridge the gap in perception of both teams. 

The below mentioned revised description refined the over stated requirements and made the picture 

clearer. Tenured team members felt engaged as they got an interesting assignment to work on. Thus, 

the hiring team understood that they did not need to expend their efforts looking for over skilled 

people and were able to understand the requirement of Rem Pro. 

The revised job description read as below: 

“Job entails reading and analysing compensation data from organizations’ reports. 

Incumbents should possess good reading skills, sound knowledge of compensation 

basics and should have an aptitude for working with numbers. Professionals with 3 

and above years of work experience with Graduation in Commerce/Mathematics or a 

Post Graduate degree in Human Resources can apply for the job.” 

 

Additionally, a comprehension test and an English test were included as a part of the selection 

process for new hires. Comprehension test included excerpts from an actual report and contained 

questions based on the passage. This also gave interviewees a flavour of actual work. Eventually, 

addition of these new tests helped screening of candidates and also helped channelize effort towards 

hiring the right and relevant skills. 

III) Career planning and development 

Career Path 

To maintain the interest levels of employees in their work and to help visualise a long term career for 

themselves at A-Star, it was important there should be opportunities for growth. Therefore, the 

resolution team suggested that employees at Rem Pro should also be hired at L1 or L2 levels like 

elsewhere in the organization. This meant that candidates with lesser work experience could be hired 

as well (Refer Table VI below). This suggestion was appreciated by the Management. Two 

candidates were hired at L1 level thereafter. 

Table VI: Current (Sourced from HR Manual) Vs Proposed (Sourced from interviews with 

Management) Role Movement 

 

For L4 employees, a Competency Development program was launched. This was a 6-month program 

intended to prepare them for the upcoming managerial responsibilities. This included sessions on 

L5 & above

L4

L3

L2 NA

L1 NA

CURRENT CAREER PATH

L5 & above

L4

L3

L2

L1

PROPOSED CAREER PATH
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Leadership qualities, problem solving, strategic thinking, communication skills, etc. The program 

also made them eligible to apply for internal positions for L5 level. This helped create a systematic 

growth path for L4 employees. It was planned to introduce a new L5 position in the team in the 

forthcoming year. Simultaneously, it also helped A-Star develop its employees. 

IV) Employee Engagement 

Mentor Mentee Program 

As an avenue to engage L4 level analysts and to recognise their tenure, Resolution Team suggested 

initiation of a program where in they can guide new team members. Under the Mentor-Mentee 

program, mentors would be responsible for their mentees’ targets, performance and overall 

functioning in the team. In monthly presentations, they would be asked to share their mentees’ 

performance in terms of quantity and quality of work done. This initiative was a success as it made 

the senior members feel that they were adding value through their years of good work. L4 analysts 

were selected for this program so as to differentiate them from the L3 analysts. This program quickly 

became the coveted thing for which L3 analysts look forward as it gave them authority and status. 

 

Cross training 

In order to expand the learnings and knowledge of Rem Pro team, a cross functional training program 

was started. This program entailed cross training on the skills of another process which comprised 

entirely different competencies. From a business perspective, this ensured work continuity as there 

would be additional resources to contribute to work load during peak times. Again, the two members 

of Rem pro who were selected for this program were happy that they were given this opportunity. 

Involvement in other activities 

Process training for new hires was mostly done by trainers within the team. It was suggested that they 

should be recommended for training certifications such as Train the Trainer. This would help to 

upskill them as a trainer and also help them learn more. 

To provide employees an active engagement over and beyond their core jobs, on-the-floor fun 

activities for the team members were started. He assigned the responsibility to three team members 

on a rotational basis to conceptualize, implement and conduct different fun activities every month. 

The winners were given interesting prizes. He also got a team member included in Corporate Social 

Responsibility wing called Saksham and two members included in the organization wide fun 

committee called Fun@work. Under these two committees, employee got opportunity to organize 

and plan events, communicate with others inside and outside organization and contribute over and 

beyond their core profiles. 

CONCLUSION 

Many interventions were planned and implemented to address the issues plaguing Rem-Pro. It was 

expected that those would help the team come out of the crisis. Few analysts were involved in these 

intermittent initiatives and thus were able to engage themselves in responsibilities beyond their jobs. 

However, attrition rate remained high and low compensation still remained the most common reason 

for exit – something that was not addressed by the management despite growing repercussions. While 

the loss of well-trained analysts due to attrition was visible to all, there was not much that the 

management wanted to do about it. 

 

RECOMMENDATIONS 

Many of the solutions adopted by A-Star will be effective once employees’ trust and faith is regained. 

Hence, it is recommended that A-Star use communication as a tool to rebuild employees’ trust and 

faith in the organization. Leadership of A-Star should intervene and communicate with employees 
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through round table meetings, departmental town halls etc. so as to hear their problems first hand and 

assure them that the organization is interested in their well-being.  

To begin with, A-Star should improve the incentive scheme as extrinsic rewards have a direct impact 

on employees’ decision of staying or leaving (O'Driscoll & Randall, 1999). This will, in the short 

term, indicate to employees that the organization is paying them higher level of extrinsic rewards. 

Allied functions such as recruitment and training and development need to work closely in sync with 

management of A-Star to understand the current skill requirement and future learning needs.  

Certain aspects such as putting employees’ interests on priority, responsiveness to their wants, 

creation of a conducive work environment etc. are embedded in an organization’s culture. The 

management of A-Star should consider their underlying philosophy towards its employees and 

should revisit their compensation philosophy as well. 
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