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HRD:2 01d wine in a New Bottle?

by

T \ RAOQ

John Ingalls while outlining the decline and fall of the persannel
function observes that .."The 1980s will be the decade in which "personnel®
as it has traditionally been known may cease to exist.... Personnel is in
serious trouble. As a function, it is not respsctsed by many members of
senior, middle or first line management. It is patiently tolerated by
the rank and file workers and it is the center of combat with the unions.
«+«Personnel lacks a definea body of knowledge like accounting or engi-
neering. It has no uniaue technology to drive it forward. Its one claim
to fame lies in its ability to foster, implement and support bureagcracy
and bureaucratic management methods. It does not know how to appeal to
new worker values. And it often tends to be ;nsensitiue of new non-
bureaucratic methods for improving human performance and productivity
and the quality of work life". (Ingalls, 1980) Having observed this
Ingalls goes on to predict that "the 19808 may see the decline and fail
of "personnel" if ue mean by that term a managenent approach primarily
oriented towards implementing and maintaining bursaucratic control systems.
It will be replaced by something we are now calling (albeit with some mis—
givings) the human resocurces development function....R competency based
HRD system is a long awaited new technology...In the 1980s, the Yold"
personnel function will probably die, with the new HRD rising to replace
it, once it is able to foster the continuous development of increased
human capacity and performance with a caompetency based management system"”.

(Ingalls, 1988)
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Probably what Ingalls says is equally true in India togc! Commenting
on the future of Personnel function in India Monappa and Saiyadian (1979)
state..."The traditional method of confidential reports will be replaced
by process-utilization-oriented methods. Here both the outceme and the
process will be the focus of the year-end evaluation. Technigues such as
management by objectives and performance budneting will become common
bécausa they will take on the painful Jjob of communicating negative sva—
luation and will place the burden of evaluation on the employse himself,
iterit rather than seniority will be the sriterion for promotion". ....
"with thess changes, role modification of the personnel manager will aiso

become necessary”.(p.307)

The term HRD acronym of Human Resources Development is getting very
popular in Indian orgeanisations. It is very common nouw a days for orga-
nisations to advsertise for’Filling up positions of HRD managers. A number
0f organisations have HRD managers alrsady. Inspite of the populatity
HRD is gaining there appears to be a wide variation in the understanding
of the concept of HRD and the role the HRD manager is expected to perform.
Some organisations have merely changed the titles of some of their person~
nel manaqers and traininqg managers as HRD managers, A fey organisations,
howaver have evolved a new Punction by taking out some of the functions
of the persﬁnnel manager in the traditional system and adding 2 few more

new functions,

Every organisation deponding on its history, culture, organisational
structure, growth and needs may evolve its HRD function to suit itself.
It is not possible and may not also be desirable to have a universally
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accepted job-description for HRD managers. However some understanding of
the concept, components and functions of HRD is likely to holp these orga-
nisations and others that deal with HRU activities. UOtherwise the danger
of creating a role or redasiqnat*vq a traditional position as a HRU.pOBi—
tion because it is a fashion or a new trend is high. This danger lies ip
creating wrong sxpectations both within and outside the organisation which
the role may not fulfil. I would sven propose that certain minimum func-

tions should be associated with HRD managers to do justice to that role.

An undasrstanding of the evolution of HRD may help in gaininé inaights
into this function. Ths term HRD has a somewhat distinct meaning in India
and it has evolved independently alteast in some of the Indian organisa-
tions. It may have some siﬁilarity with the way it is being interpreted
in USA but it has more differences. Infact HRD function in some organi-
sations in India hagw taken a lead over their counterparts in USA and some

of the Americans themselves have acknouledged it.

Len Madler in a recent article dng the Training and Development Journal
(1980) claimed tﬁat the term 'HMRD' was first evolved in his class discus-
gsions at the George Washington University and he first used the term for-
mally in the 1969 ASTD conference. According to Nadler, there was coliness
and even resistance to ﬁhis term Human Resources Development at this time
and a second time next year when he used it again while chairinn an ASTD
group. Nadler says that it started picking up only after the mid 1970s.
Even then it started jetting used as a more attractive term than "Training
and Development".

Subsequently some of the prPfessional bodies and comsulting orgénisations
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in USA started popularising this term HRD. 1In the last fiue years HRD has
become a very popular term in USA. Nadler (1980) defines HRD as “an orga-
nised learning experience within a given period of time with the objactive

of producing the possibility of performance change". WNadler (1980) also

points out some of the similarities and differences between HRO and ao,
According to Nadler, the field of HRD is based on learning and without
knowing learning theory it is doubtful if one can be a successful practi-
tioner. 00 on the other hand is based on the fisld of organisational
Bshaviour. There are parts of 00 that are concernsd with structural chan-
ges, This includes all those interventions which 0D practitionars use

and that rely on understanding 08 (eg. data-based feedback, reporting
relationships, communication channels etc.). There is another aspect of
0D that is concerned with interpersonal relationships which include team
building and such other interventions. Thase gensrally use some learning
theory but other ways of improving interpersonal relations are there (eg.
transfer, tarmination). Like the structural focus of 0D, HRD's focus is
on technical aspects. Helping a manager learn how to write a better memo
is one example. More common are technical skills acquired in production.
HRD focuses secondly on helping people lsarn how to work with subordinates

and managers.

A revisw of the articles appearing in the Trainino and Development
Journal of the ASTD, and similar journals like the Journal of Group and
Organisational Studies published by the University Associates Indicate
that the term HRD is used to mean a mnumber of things focusing on train-—
ing and career davelopment., A good indicator of the trend of HRD activities

0.‘!5
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in USA is the HRD publications. In the year 1980 the Training and Deve-
lopmental Journal and the American Society for Training and Debelopment
have conducted an svaluative survey of the baest known works in HRD publi-
shed from 1970 to 1979, (Training and Uevelopment Journel May 1980). Of
- the 45 works that have been identified as the best known works 25 deal
w1tﬁ Training,14 with 00, 3 with caresr Planning and Development and 3

- afe general works. Durlng 1979 the American Society for Training and
Development conducted a survey of educational institutions prOUldlng aca-
demic preparation in HRD, Their survey revealed that atleast 19 schoole
had separatealy defined curricula in HRO, Of these five schools of ferad

a degree at the bacﬁelor's level; one offered a certificate programme and
one offered a master's deqree and 12 offersd hoth masters and doctoral
degrees {0l1son and Berne, 1980), American behavioural scientists have

not gone beyond Focussing on these two mechanisms (Training and lrganisa-
tion Development) or components of HRD. Even here there are no well-
defined conceptual models evslved to explain the concept of HRD. In other-
words there is no evidenca of Behavioural ﬁr management scientists in the
Wastern world Concaptualising HRD as a system till 1979. The earliest
view of HRD as a system is reflectsd in Schein's (1979) proposition of

a Human Resq‘;ces Planning and DevelopmenufSystem (HRPD). Schein (1979)
concep::ZIiaes tha HRPD system as aiming at matching the organlzatiun s
neads for hgman resources with the individual's needs for persuhal caraer
growth and development} The components of HRPD have been grouped by Schein
under six catagorlps. ;Ihese includes 1, Components dealing.uifh overall
planning of tha organizatlon (strateglc planning, JAb-rnle planning, man- -
powar planning, human resources inventory etc.); 2. components to insuyre
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an adequate staffing'(jub-analysis, recruitment, selection, inductian,
placement stc.)s; 3. Components to plé; and monitor growth and‘develop—
ment of the peéple (development plans, evaluation of development acti-
vities etc.); 4. components that facilitate the actual process of ngrowth
and development of people (carcer development, supervision and coaching,
perfarmance appraisal and potential judgement, career counselling etec.)s
5. Components that deal with manajement of decreasing‘Bffactiueness,
obsolescence, levsling off, turn over etc. ( continuing education, job-
redesign, job-enrichment, job-rotation etc.) ; and 6. Components that

insure that as some people move out of jobs others are available (rapla-

cement, restaffing ete.).

HRD in India has a different history. Larsen & Toubro is the first ‘
organisation to formaly introduce the HRD system as far back as in 1975,
An exerciss of improving the performance appraisal.systems was undertaken
by the company with the assistance of tuo faculty members from the TIMA.*
The result of the discussions of these two faculty with sesveral managers
of the company led to the svolution of an intejrated HRD systen®™¥, The
main objective of the HRD system is to facilitate the growth and develop.

ment of managers in the organisation in a planned way.
R Ve - .
g’ : . —
* Prof. Udai Pareek who is currently @ L&T Professor of Organizational
Behaviour and Praof. T V Rao wers the tuwo fagulty from IIMA, ‘

**  Although such a system was introduced in 1975, details of this sys.
tem were published bnly recently by Paresk and Rao (1981)., Earlier
papers relating to various issuss of HRD yers presented by Pareek and
Rao in different forums (Pareck 1977, 1978 and Rao, 1980) \
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The suhb-systems 0% HRD include: Performance appraisal system, potential
appraisal syéteg training system, cé;ear planning and development system,
feedback and counselling, 0D, and a data storage system for monita:ing &M
ployes growth and deuelépment. To understand how these various sub-systaoms
contribute to the deuelpﬁment of human resources, one needs to understand
ﬁhs“concept of developmant ltself,

What is the meaning of development for a manager in the organisational
‘eontext? It is nothing but the acquisition of newer capabilitiss so that
the.pérson will be able to perform the existing role better and also will
be in a position to perform newer functions and roles in the organisation.
These capabilities may be technical, managerial, behavioural or cmncepiual.
When one speaks of acquisition of newer capab%lities at mahagerial levels
most often these capabilities may be managerial, behavioural or conceptual.
While knowiedge Felating to these capabilities can be acguired in formal
training programmes, gkills can be acquired mainly by practice on the job,
If skills have to be acquired on the job they can be acquired better when
they are planned. Uho can plan such a programms of helping several mana—
gers to écquire the managerial, bshavioural and conceptual skills reauirad
tp perform his job or higher level jobs? The training department or
exterﬁgl_ﬁigining institutions ¢an not *};it as they tend-tu be theori-
ticaf‘:nd coénitive learning oriented. The best person . tg do this would
be a parson who knows batter than the manager who is to be helped in acqui-
ring thesé capabilities, and who has an opportunity to observa the manager
in action. That person is his immediate reporting officer or at the most
an officer tuo levels above him. Thus, every manﬁger should‘ be helped to

L) .CB
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help his subgrdinates develop on the job. The personnel department can
only provide some inétruments and facilitate the task of developing the

A
capabilities required to perform the existing roleﬁgan be facilitated
through a clarity of the detailed functions associated with the role,
'setting challeﬁging goals, periodically reviewing these and identifying
the capabilities present and capabilities required through a per formance
‘analysis, on the Jjob-coaching and training in formal settings, Peffor—
ménce appraisal, fesdback and counselling and training are the StiD~-sys—
tems that include these components, Helping the manager acquire new
capabilities required for handling higher level responsibilities (neuw
functions in the present role or in a higher job) involve identi?ying
opportunities, identifying'jobs that are likely to be created or famll
vacant, identifying destailed functionms associated with them, 1isting.the
knowledge, skills, attitudes etc. required to perform these functions,
chuosihg appropriate candidates, assessing the extent to which they
- posses these capabilities, giving them feedback, helping them acquire
New Capabilities etc. Subsystems like potential appraisal, fecdback and
counselling, career planning and development and training include these
components. The subsystems Research & Urganisational Davelopment aims
at develpping’process compctencies in therﬁgﬁagefa.and establishing a
positive emotional climata that-facilitateé'the deuelopmeﬁtJof smployees,
oo interuenyions, survey feedback and other ieéearch stratenies are used
in these subsystems. A summary of the various subsystems of HRDS and the
gualities requireq by HRP managers are presented at the end DR this
paper. More details of this system and its links u}th other systems of

LR ] Ig
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Human Resources Management (Planning and Administration, worker affairs

~and Job & Salary) are prasented elsewhere by Pareek and Rao (1981)+

The HRDS is an integrated systeﬁ. The ultimate purpose of a system
of tHis kind is to generate a positive climate in the organisationad: cli-
mate of mutuality, trust and openness. It is assumed that such a climate
is necsssary to help managers to use their own capabilitics to the maxi-

\6
mumktake inltiative and to ensure continuous development.

There could be a variety of issues in relation to HRDS. One impor-
tant issue could be “what is new in it? Is n't it merely a old wine in
a new bottle? Those who ask this question are probably naive about the
quality of the old wine. A fairly good idea of the personnel function
in Indian companies is provided by Monappa and Saiyadain (1978) in their
-book'un Personnal Menagement. The traditional personnel function does
nutfqo beyond labour welfare, industrial relations and personnel adminis-—
tration is indiéated by several commentators and researchars quoted in the
review of the personnel function by Momappa and Saiyadain. For example
the areas whers personnel policy should be formulated as identified by
Tarneja include: hiring of employees, terms and conditions of employment,
madical assistance and other benefits, educational facilities and indus-
triagrelatibns, None of the arsas relating to HRﬁ_?igufa out in this,

)
A survey conducted by Industrial Team Service (1969) indicated the per—

sonnel function to include employment, tréfning, watch and ward, first
aid facilities, safety,housing, employee education, employee benefits,
industrial relations, insurance programmes and other miscelxaneuus acti-

vities. Thus training and employse education seems to be the only HRD

..I?O
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related compcnentg recognised in the tgaditinnal personnel function., In
another study of 50 companics Rudrabasavaraj {1970) lists the following
FUnctions='seiection, manpower training and develogment, promotion trans-—
fars and perfofnanee appraisals, communication, morals and attituge surveys,
wage and salary administration, emﬁloyea welfare and union-manaement re-
jiétions. Now let us examine the ways in which HRD is different from the
£faditianal personnal functionss
1. Hs ﬁhe above description indicates the traditional personrnel function

is control and maintanence orientsd and not development oriented.
Unilike the traditionmal personnel function, HRDS (which is an important
part Gf‘th@ total personnel function) focusses on development rather
than contrul; For example the main purpose of performance appraisal
.-so far has been 'control' (to gemcrate data to administer rewards and
punishments and thus have & control over emplcyas performance).
Shatty (1370) and Rudrabasavaraj {1979) present a comparative picture
of the purposes for which performance appraisal is being used in American
and Indian companies. Shetty's data are based on 12 US companies and 9
Indian companies, Audrabasavaraj's study is based on 6 Ipdian zompanies
(public sector) and 14 private ssctor US companies. Both these surveys
reveal sqmewhgb contradictory trends. A reﬁgrkabiy high percentagas of
organizations from bath the countries use the appraisals fofi;romotions,
transfers anq waga increase. Shetty's study fndicates that only one out
oF the nine Indian companies have development as one of the purposes of
appraisal {as contrastedewith 4 of the 12 US firms having such Rurpose)
and ﬂudrabasauaraj'é study indicates that five of th;‘Six Indian puhlic
gsector undertakings be surveyed ( and 11 of the 14 US firms) use it for

..l11
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training énd development. Howsver follow-up interviews are reported only

in one of the six Indian companies.

Under HROS the primary ohjective of performance appraisal becomes that
of develapment. To ansure development the appraisal system should be able
to  (a) helb in creating a development climate

{b) help the empioyee identify his strangths and weakmesses with the

help of his boss,

{c} provide employee opportunitiss to sst challenging goals, expepi-

mant, test his awn capabilities and learns
(d) provide opportunities to identify developmental nzeds and plan
his own development in the role as well as the general managerisl
capabhilities reguired for higher level positionsy and

'{e) assist the parsa ncl departments to assist the managers in seturn
for their development.

Singﬁ, Majgu and Warrier (1981} after a roview of several resscarches
make tha following observations:

"ot enough systematic effort has heen made to examine the problem
of performence appraisal from the system point of visw. A lot of
problems in the functioning of performance appraisal arise because
of organlzational ralyctance to change other systems which are clao-
sily relatad to performance appraisal., For example, the introduce-
tion and smooth functioning of an eppraisal system needs stream-
lining promotion and reward policias, a!hhanqe in stylss of dagislon-
making; a cultura of trust and openness, a2 definite system af
caraar pléﬁninq and human growth etc. Unless the problem is
vigwed from tha sf&*ams angle, performance appraisal is Hound to
be ineffective and arouse eynicism amang emplo}aes. irrespective

of the tachnigue and format used.” (page.320)
’ I'-12
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Singh et al (1981) studied the opinions of 580 managers drawn from

Pour privats and tuwo public sector undertakings. On the basis of their

study of the satisfactions/dissatisfactions of managers with appraisal

systems they make the following su jgestions for reform.

1+ Training of all executives involved in appraisal processes to reduce
subjectiuity_and bbses and to develop a culture of openness and trust
to facilitate feedback and pést-per?ormance appraisal review;

2. Linking appraisal with an exercise of role clarity and job-description

3. Continugus feedhack to appraised;

4o Introducing'a performanca/achievement information system and providing
such Aata to raters;

5. Discussion of ratings with the appraisal and communicating them to the
appraisal. |

6. Instituting a participative targot setting process which should also
lead to the creation of a climate of trust, confidence, openness,
sharing of constraints, clarification of rolas and objectives etc. and

7. Linking the appraisal formats with functions and responsibilities of

individuals.

These ricommendativcns have been made by Singh et al (1981) after reviewing

about,iﬂ réEEarch studies and articledon this subject most of which appeared

in the last decade (of thess only about 10 are by Indian authors indica-

ting the paucity of efforts in this area) and his ouwn research study.

The performance appraisal system proposed as a part of ths HRDS
"

(Rao and Paresk, 1978 and Pareek and Rac, 1981) is\mure ar légs what is
being proposed by Singh et al (1981). Thus this neuw subsystem is not a

.‘.13
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0ld-winz in a new bottle but is a now one that builds on the strenqths of
previous ones taklng into consideration what managers want and what a
varisty of researches suggest.The objective of creation of a development
climate is most significant departure of this system from the previous

systems,

2. - The second aspect in which this system is different than the existing
personnal practices is its integrated nature. It has several sub
systems linked with one author and until an arganisatiom uses all the

_‘suasystems it cannot be said to be using HRDS. If one looks at current
ﬁractices, some organisations have very good training departments,
some others have excaellent 00 cells, a few here and there have besn
working to improve their appraisal systems but beyond this there is
no integrated systomg existing. Most often such integrated systems
are not even visualised. UWhersver ™ gells exist their 1links with
performance appraisal, managerial developmaent etc. are not strong and
in some cascs they are not even sean. Under the HRDS the interlinkages
get uéry Glearly establishaed and focus of all these subsystems becomes
clear to help in the development of managerial capabilities through

establishing a developmant climate.

3. A third thing that is new in the HRDS is the separate attention
given to potential appraisal, career planning and development, feed-
back a;d qounsalling and a systematic data bassa. Poteqtial appraisal
requires a detailsg Jab analysis and a thorough assessment of manane-
rial talent for prdmotionp discussions and als? a planne& sffort to

raise the potential of amplaoyees (through potential development)

¢¢¢1¢
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A-Fourth thing that the HRDS intrpduces is an explicit statcment of
the top management's philoscphy and faith in deuelnpmentlﬁts human
resources, 1dms is nbt easy for all organisations to make statements
of their faith in developing human resources, It is particularly dif-
ferent for organisations that are not pased for growth, because the
developed human capabilities could create problems for t%am for want
of opportunities to use their capabilities, Therefore an intenreated
HRDS is meant for some organisations that are growing ar that havs
plans of growth. Its context and meaning changes for other organisa—

tions. This is another characteristicg unigue to HROS,

Certainly HRDS has incorporated in it strengths of the old sys—
tems. Just because it has some of the strengths of the old systems
in it, let us not treat it as an 'old wine' and treat it with the
same indifference because we assume that it may have same weaknesses!

It has many new strengths if we start sesing its positive sido.
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Appendix-1

A Brief Description of Human Rasources Dovelopment Systems {HRDS),

The
objectives:

1.

2ﬂ

Muman Resaurces Usvelopment System (HRDS) has the following

To provide a comprehensive framework and a process for the
development of bhuman resources in any organizationg

fo enable managements to have systematic informatio~ on
human resources for manpower planmning, development. sucGes—
sion, etc.g

To increase the capabilities of the organiravion to ~uceuit,
retain and motivate talented amployeess

To provide a healthy climate that enables svery employee

to discover, developmand apply his capabilities to a fuller
extent on lines that facilitate the achicvement of indivi-
dual's and organizativnal goals.

of HROS

Subsystems
The
ob jectives.

1.

following subsystems are instrumental in achieving the above

A Performance Appraisal System, which has identification of
key performance areas, target setting, asssessment on beha-
vioural dimeisions associated with managerial effectiveness,
self-assessment, performance analysis, periodic duvelopmantal
needs, as its mein components. The appraisal is an open
appraisal where the ratings assigned by the reporting officer
are available to the appraisee. Performance analysis focus-
ses on helping the appraisee after understanding the problems
he faces in his performance through perindic appraisal dis-
cussions.

R Pot8n+1al Appraisal system'that has the following compo-
nentss identification of functions and qualitdes renuired
to perform these functions for each role in the organiza-
tion, development of indicators, and instruments to measure
these qualities, periodic assessment of each employec, for
his potential to perform higher level rolces, promotion poli-
cy, inventary of skills, and fecrdback at appropriate time,

A Trqining‘and development Sysecm that has the fqllouinq
components: assessment of tratning ndeds, training palicy
communication of training opportunities, organization of
internal training programmes, continuing education, creatinn

L] 117
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of mechanisms and opportunities £2 use what was acquired
in training, job rotation for potaential development and
training data meaintenanéc.

4. Lareer Planning and Development System that has the follo-
wing Companents: identification of career opportunities
within the nrganization, organizational growth plans,
promotion policy, feedback and Counselling, job rotation,
identification of carser paths, and helping employees plan
their carcer.

5. Feed back and Counselling Subsystam occurs as a part of
performance feedback, potential feadback, career apportu-
nities fesdback and several other systems of fecedback and
counselling to help the employee continuously discover his
capabilities and areas of improvement,

6. A Research and Organizatinn Dovelopment subsystem that aims
at maintaining profiled nf organizatisnal health, monitoring
arganizational health, assisting sick departments, conflict
resolution, helping interested units and departments in sel f-
rencwal and halp establishing processes that build a climate
that increases the enabling capabilities in the organization,
Various technigues or managing changes, organizational dia-
gnosis, development etc., are used. Research may also be
done on the trends thrown up by the above five systems, E.g
what are the company-wide common factors hindering employees
perfaormance? (from performance appraisal data).

7. K data storage System which has complate information on the
skills, capabilities, biographic data, performance appraisal
ratings, potential appraisal ratings, training data, etc.
of every individual.

These systems are linked to one other in certain ways. For sxample
wirformance appraisal gives inputs for training, research and 0D, data
-orage, feedback and counselling, etc, Feedback and counseeling is linked

«.-J. - N - . )

Q periﬁ;manca\appraisal, potential appraisal as well -as :egearch and
0D. When all these Subsystems operate simultaneously the organization
may be said 'to have an integrated HRDS,

It is important to note that HRUS is an integral part of the total

: -
human resources menegement function which has othar\campﬂnents‘ like

worker affiars, manpower planning, industpial relations, salary and

reward administration, etc.
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Qualities Required for HRDS Managers

Role Descriptign

This role's thrust is an developmental aspects. This involves
jreater understanding of organizatisnal and human processes; a
great amount of initiative with a progressive outlonk and an abi-
lity to develop systems. It requires considerable grounding in
behavioural sciences and a basic faith in buman resnurces develop-
ment., The role incumbent will be required to monitar the performance
appraisal, potential appraisal, training, rosearch and 00, and
caresr planning and systems of HRDS at the divisional level. He
will be required to ensure that the forms ars returned in time and
data mee entered in the appropriate records. He will develop data
storage systems, This role involves assisting in the systems deve-
lopments coordinating with various departments like industrial engi-
neering, production shopsg providing information on various HRDS
related matters; and maintaining profiles of organizational culture.

Qualities

TECH JICAL
Knowledgs of Performance Appraisal Systems and their function-
ing in various organizations.

Knowledge of potential appraisal and mechanisms of developing
a system.

Knowledge »f various tests and measurement of behaviouyr,

Ability to design and cuordinate training programmes at workep
and supervisory levels.

Professional knowledge on personnel and management
Knowledge of behavioural sciences

Qpﬁarsfghding of overall organizational culture .

. )
Knowledge of career planniny processes ani precticss
Knowladge and skills in counselling ',
Knowlédge of techniques in behavioural research
MAHGERIAL
-
A

Organising ability" \
(Ability to identify talent and organise work, maintenance and
monitoring of information, and feedback of information)
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System development skills

Ability to work with other depariments
PERSOYALITY

Initiative

Faith in humanbeings and their capabilities
Positive attitudes to others
Imaginativeness and croativity

Concern for excellence

Concern for people and their development.
Friendly, saciable and affable

Aptitude for rescarch and developmant work
Interest for learning new things

Ability to work as a team member



