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ABSTRACT 

The Indian pharmaceutical industry has gained global recognition for its manufacturing capabilities and emerging R&D 

prowess. However, the sustainability of this growth is contingent upon its human capital. While leading organizations 

have adopted Human Resource Development (HRD) policies, a critical review reveals significant variances in the "HRD 

Climate" across the sector. This research paper conducts an analytical review of the HRD practices in selected leading 

organizations—Sun Pharmaceutical Industries Ltd., Lupin Ltd., Ranbaxy Laboratories Ltd., Cadila Healthcare Ltd., and 

Cipla Ltd.—to identify existing gaps between theoretical frameworks and practical implementation. Utilizing secondary 

data and the OCTAPACE framework, the study finds that while "HRD Mechanisms" (like training and appraisal) are 

widely present, the "HRD Culture" (openness, autonomy, and trust) often lags far behind. The study highlights specific 

gaps in training needs assessment, the disparity between private and public sector efficiencies, and the challenge of 

fostering a true learning culture. The paper concludes that bridging these gaps is essential for moving the industry from 

a "moderate" HRD climate to a "developmental" one. 

 

1. INTRODUCTION 

Human Resource Development (HRD) Climate is an integral part of the organizational culture. It creates the 

psychological environment in which employees operate. A favourable HRD climate is one where employees feel free to 

express their ideas, where potential is discovered and nurtured, and where the organization is perceived as caring for the 

individual's growth. 

In the context of the Indian pharmaceutical industry, the stakes are high. As the sector shifts from generic manufacturing 

to complex drug discovery, the need for a "knowledge-driven" workforce is paramount. This transition requires more 

than just good salaries; it requires a climate of continuous learning and innovation. 

However, existing literature suggests a disconnect. While companies are quick to implement HRD mechanisms (like 

performance appraisals or training calendars), the underlying climate (the spirit of openness and trust) often remains 

traditional and control-oriented. This article aims to dissect this phenomenon. By analysing the HRD practices of 

industry giants like Sun Pharma, Lupin, Ranbaxy, Cadila, and Cipla, this study seeks to identify the specific gaps in the 

current framework that hinder the realization of full organizational potential. 

2. CONCEPTUAL FRAMEWORK: UNDERSTANDING HRD CLIMATE 

To analyse the gaps, we must first define the ideal state. Rao and Abraham (1986) conceptualized HRD Climate as 

consisting of three distinct components: 

1. General Climate: The overall feeling that the management supports HRD and considers people as a critical 

resource. 

2. OCTAPACE Culture: An acronym standing for Openness, Confrontation, Trust, Autonomy, Pro-activity, 

Authenticity, Collaboration, and Experimentation. This represents the values that should govern interactions. 

3. HRD Mechanisms: The specific sub-systems used to implement HRD, such as performance appraisal, training, 

career planning, and counselling. 
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A comprehensive HRD system must have all three. A company may have excellent mechanisms (e.g., a high-tech 

appraisal software) but a poor culture (e.g., lack of trust between appraiser and appraisee). This paper investigates where 

the Indian pharma sector stands on this spectrum. 

3. REVIEW OF LITERATURE: THE "MODERATE" REALITY 

A critical review of the literature reveals a recurring theme: the HRD climate in Indian organizations is often described 

as "moderate" rather than "excellent." 

• The General Trend: Srimannarayana (2008) assessed the HRD climate across 42 organizations in India and 

concluded that it is only "moderate". While the manufacturing sector (which includes pharma) generally scored better 

than the service sector, there is still significant room for improvement. 

• The Private vs. Public Divide: Kour and Gakhar (2015) compared HRD climates and found that private sector 

organizations and MNCs significantly outperformed Public Sector Undertakings (PSUs). Given that the leading pharma 

companies selected for this study (Sun, Lupin, Ranbaxy, etc.) are private/MNCs, one would expect a better climate. 

However, the study also notes that even in better climates, specific dimensions often lag. 

• The Gap in Needs Assessment: Mittal et al. (2016) highlighted a critical gap in a related manufacturing sector 

study: while formal training existed, "adequate formal training was not being imparted to executives and training need 

analysis was required". This points to a "tick-box" approach to HRD mechanisms. 

4. RESEARCH METHODOLOGY 

4.1 Objective The primary objective is to identify and analyze the gaps in HRD practices within the pharmaceutical 

framework, focusing on the disparity between policy intent and execution. 

4.2 Sampling The study utilizes purposive sampling to focus on five leading entities: 

1. Sun Pharmaceutical Industries Limited 

2. Lupin Limited 

3. Ranbaxy Laboratories Limited 

4. Cadila Healthcare Limited 

5. Cipla Limited 

4.3 Methodology This is a descriptive study based on secondary data. Data sources include annual reports, existing 

doctoral theses, and published papers. The analysis uses the "Case Analysis Method" to synthesize findings and highlight 

discrepancies. 

5. ANALYSIS: IDENTIFYING THE GAPS 

The analysis of the selected organizations against the OCTAPACE and HRD Mechanisms framework reveals three major 

gaps. 

Gap 1: The "Mechanism vs. Spirit" Gap 

Many organizations have successfully implemented the mechanisms of HRD but struggle with the spirit. 

• Observation: Rao (1982) noted in early studies that while 32% of organizations had formal HRD policies, a 

significant number (59%) claimed to emphasize it without a formal policy. In the modern context, companies like 

Ranbaxy and Cadila have robust Performance Management Systems (PMS) that include competency mapping. 

• The Gap: However, the presence of a PMS does not guarantee a development culture. Ghosh and Vijayaragavan 

(2003) found that in many organizations, the existing PMS was designed for "control" (management's point of view) 

rather than "development" (employee's point of view). While the leading pharma companies have moved toward 
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development-oriented systems, the industry average suggests that appraisals are often still viewed with "Evaluation 

Anxiety" rather than openness. The gap lies in transforming the process of appraisal into a culture of dialogue. 

Gap 2: The Training Needs Analysis (TNA) Void 

Training is the most visible HRD activity, yet it is often the most mismanaged in terms of strategic alignment. 

• Observation: Sun Pharma and Lupin are cited for their diversified training programs, covering both technical 

and soft skills. This validates that the activity of training is high. 

• The Gap: The literature indicates a persistent failure in Training Needs Analysis (TNA). Vyas and Jain (2020) 

found that in comparable sectors, less than 40% of organizations used performance evaluation to identify training needs. 

Similarly, Mittal et al. (2016) found that adequate formal training was lacking for executives because TNA was not 

carried out effectively. 

o Implication for Pharma: If pharma companies conduct training without precise TNA, they risk 

wasting resources on irrelevant skills. The gap here is between "Conducting Training" (an HR activity) and "Addressing 

Skill Gaps" (a strategic necessity). 

Gap 3: The Cultural Integration Gap (M&A Challenges) 

The Indian pharmaceutical industry is characterized by frequent Mergers and Acquisitions (e.g., Sun Pharma acquiring 

Ranbaxy). This creates a unique HRD gap. 

• Observation: Gupta et al. (2019) noted that the biggest challenge for organizations is merging new employees 

into the organizational culture. 

• The Gap: When cultures clash, HRD climates suffer. "Ego clashes" and "intergroup conflicts" often arise, which 

destroy the "Collaboration" and "Trust" dimensions of OCTAPACE. While Cipla is noted for its strong innovation 

culture, the industry at large struggles to maintain a consistent HRD climate during periods of rapid expansion and 

consolidation. 

6. DISCUSSION 

The existence of these gaps explains why, despite having world-class manufacturing facilities, the HRD climate in India 

is often rated as only "moderate". 

6.1 The Infrastructure Barrier One of the impediments to closing these gaps is infrastructure. As noted in the synopsis, 

challenges related to "infrastructure and resource availability" hinder the effective implementation of HRD practices. In 

smaller pharma units or remote manufacturing plants, the lack of modern training facilities or digital HR platforms can 

widen the gap between the corporate office's vision and the plant-level reality. 

6.2 The Role of Leadership Closing the "Mechanism vs. Spirit" gap requires leadership intervention. As Monappa 

(1990) observed in BEL, the appointment of a dedicated HRD manager brought a "new thrust" to people development. 

Similarly, for pharma companies, HRD cannot be left to HR managers alone; it requires the active participation of line 

managers (scientists, plant heads, sales managers). Obulesu (2023) highlighted that in some sectors, line managers were 

not involved in employee development, rendering induction training ineffective. This "lack of line manager ownership" 

is a critical gap that pharma leaders must address. 

6.3 Implications for Innovation The "Culture Gap" has direct implications for R&D. Innovation requires 

"Experimentation" (one of the E's in OCTAPACE). If the climate is controlled and punitive (as per the traditional model), 

scientists will be risk averse. Cipla's success is attributed to its ability to foster a culture that supports knowledge sharing. 

This confirms that a positive HRD climate is not just a "nice to have"—it is a prerequisite for R&D productivity. 

7. CONCLUSION & RECOMMENDATIONS 

This analytical review of the HRD climate in the Indian pharmaceutical framework identifies that while the "hardware" 

(policies and mechanisms) is largely in place among market leaders like Sun Pharma, Lupin, and others, the "software" 

(culture, trust, and true development orientation) shows signs of strain. 
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Key Findings: 

1. Policy-Practice Disconnect: There is a need to move from "control-based" appraisals to genuine 

"developmental" dialogues. 

2. TNA Deficit: Training must be rigorously linked to performance gaps identified during appraisals, rather than 

being calendar driven. 

3. Cultural Fragility: M&A activities threaten the stability of the HRD climate, requiring focused change 

management interventions. 

Recommendations: To bridge these gaps, Indian pharmaceutical organizations should: 

• Institutionalize 360-Degree Feedback: To enhance the "Openness" and "Trust" dimensions of the climate. 

• Empower Line Managers: Train technical managers to be "HRD facilitators" for their teams, ensuring that 

development is a daily activity, not an annual HR event. 

• Audit the Climate: regularly conduct "HRD Climate Surveys" (using the OCTAPACE instrument) to measure 

the intangible aspects of culture and address "ego clashes" or "communication problems" before they impact retention. 

By addressing these gaps, the Indian pharmaceutical sector can elevate its HRD climate from "moderate" to "world-

class," securing the human capital foundation necessary for its next phase of global leadership. 
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