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Abstract

Individuals in an organization have vast potential for development and it can be further
developed and multiplied through appropriate and systematic efforts. An organization's success is
determined by the skills and motivation of its human capital. Competent employees are the
greatest assets of any organization. By providing the right type of climate, individuals in an
organization can be helped to give full contribution to achieve the goals of the organization.
Therefore, to initiate HRD practices, a firm philosophy with humane and value-based approach
has to be established. This will result in the establishment of HRD culture in the organization.
Organizational culture includes ethics, values, beliefs, attitudes, norms, ethos, climate,
environment, and culture. It can be characterized as consisting of Openness (O), Collaboration
(C), Trust (T), Authenticity (A), Pro-activity (P), Autonomy (A), Confrontation (C), and
Experimentation (E) and it is abbreviated as OCTAPACE.

The present paper is a humble attempt to identify the major factors based on descriptive research
design undertaken with the help of structured questionnaires to study OCTAPACE in FMCG
Industry. The study is based on responses from 50 middle management executives from a sample
of leading five FMCG companies of Indore city. This paper employs certain statistical tools for
assessing whether the hypotheses that had been formed are valid or not. The results show that the
sample organizations differ significantly in their OCTAPACE Culture and are having varying
levels of OCTAPACE culture. The role of management executives in any human resource
development exercise is crucial and centers on creation of the right environment for OCTAPACE
culture, wherein people are free and attain new levels of performance for them and thereby for
the organization as a whole.
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1. Introduction

Human resource development has been defined as essentially consisting of three Cs:
Competencies, Commitment, and Culture. It is a people-oriented concept that focuses on
developing the skills, knowledge, and competencies of people. Human resource development can
be applied both at the organizational level as well as the national level. It may be defined as "A
continuous process to ensure the development of employee's competencies, dynamism,
motivation, and effectiveness in a systematic and planned way." These are needed to make an
organization function well. Without competencies, an organization may not be cost effective or
optimally efficient. Without an appropriate culture, an organization cannot last long. Without
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commitment, these may not be overcome at all or are done at such a slow pace that they lose
relevance.

Words used in the context of organizational culture include ethics, values, beliefs, attitudes,
norms, ethos, climate, environment, and culture. Ethics refers to normative aspects — What is
socially desirable? Values, beliefs, attitudes, and norms are interrelated. Interactions between
beliefs and values result in attitude formation and produce norms. Culture-related concepts also
can be seen as multilevel concepts. At the core level are the values, which give a distinct identity
to a group. This is the ethos of the group. The Random House Dictionary defines ethos as "The
fundamental character or spirit of a Culture dominant assumptions of people or period." The eight
values of organizational ethos were suggested by Rao & Pareek (1994):

1. Openness: Spontaneous expression of feelings and thoughts and receiving feedback
and information without defensiveness;

2. Confrontation: Facing — not shying away from — problems; deeper analysis of
interpersonal problems; taking on challenges;

3. Trust: Maintaining confidentiality of information shared by others and not misusing it;
a sense of assurance that others will help when needed and will honor mutual obligations and
commitments;

4. Authenticity: Congruence between what one feels, says, and does; owning one's
actions and mistakes; unreserved sharing of feelings;

5. Proactivity: Initiative; preplanning and preventive action; calculating pay-offs before
taking action;

6. Autonomy: Using and giving freedom to plan and act in one's own sphere; respecting
and encouraging individual and role autonomy;

7. Collaboration: Giving help to, and asking for help from, others; team spirit; working
together (individuals and groups) to solve problems;

8. Experimentation: Using and encouraging innovative approaches to solve problems;

using feedback for improving; taking a fresh look at things; encouraging creativity.

1.1 Indian FMCG Sector

The Indian FMCG (Fast-Moving Consumer Goods) sector has transformed India's global
standing and become a significant driver of economic growth and employment generation. The
sector has employed approximately 3 million Indians directly and indirectly, and has contributed
substantially to social and economic transformation in the country. Furthermore, the FMCG
sector represents the largest segment of the consumer products industry, commanding substantial
spending in manufacturing, hospitality, retail, and organized distribution sectors.

1.2 Market Size and Growth

India's FMCG market is valued at USD 220 billion in 2025 and is projected to reach USD 1,178
billion by 2034, exhibiting a CAGR of 21.8%, according to recent market analysis. The
Confederation of Indian Industry (CII) projects that India's FMCG sector will continue to
experience accelerated growth driven by rising disposable incomes, rapid urbanization, rural
penetration, e-commerce expansion, digital transformation, and premiumization trends.

Key growth drivers include:
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o Rural Market Expansion: Rural markets account for over one-third of total FMCG
sales, with rural volume growth outpacing urban areas at 8% annually.

. E-commerce Integration: Digital and quick commerce channels are expected to
represent 15-18% of FMCG sales by 2030

o Young Demographics: India's large young population and rising middle class are
driving consumption patterns

J Brand Diversification: Growing portfolio extensions in health, wellness, and

premium segments

The FMCG sector witnessed 16% growth in hiring during January 2025, particularly in sales,
supply chain, logistics, and digital transformation roles. With FY2025 projected revenue growth
of 7-9%, the sector continues to be a significant contributor to India's GDP and employment
landscape.

1.3 FMCG Companies in Indore

Indore, strategically located in central India and the largest city of Madhya Pradesh, has emerged
as a significant hub for FMCG distribution, manufacturing, and operations. The city hosts
numerous regional and national FMCG companies with strong market presence and operational
infrastructure.

Major FMCG companies operating in Indore include:

o Hindustan Unilever Limited (HUL): Operating extensive product portfolios across
food, beverages, personal care, and home care

o ITC Limited: Offering diverse FMCG products including FMCG essentials and
premium offerings

J Nestle India: Specialized in food and beverages with significant Indore operations

o Godrej Consumer Products: Providing household and personal care solutions

o Marico Limited: Operating in oils, foods, and personal care segments

These organizations offer substantial job opportunities, career development, and have shown
significant operational progress in recent years. The primary business domains include FMCG
product distribution, manufacturing, supply chain operations, retail sales, e-commerce fulfillment,
and quality assurance services.

2. Literature Review

2.1 General Reviews: On Internal and Interactive Marketing in FMCG Services

According to Christian Gronroos, "The internal product consists of a job and work environment
that motivates the employees to respond favorably to management demands for customer
orientation and good interactive marketing performance, and which moreover attracts and retains
good employees. In order to ensure proper design of an internal service product, there is a need to
make the concept of internal marketing a part of the strategic marketing philosophy."

In FMCG contexts, internal marketing becomes particularly critical given the direct interface
between employees and consumers, the importance of supply chain efficiency, and the rapid pace
of market dynamics. Organizations must foster cultures where employees feel empowered to
make decisions, innovate in product placement, and respond rapidly to market changes.

Krishna & Rao (1977) surveyed the organizational and HRD climate of BHEL and found that
openness was well-established among middle and senior managers. Mangaraj (1999) found in her
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study of HRD systems that employee opportunities to express their viewpoints were quite
successful.

2.2 Committed Studies on OCTAPACE and Organizational Culture

Venkateswaran (1997) conducted a study on HRD Climate based on responses from 132
executives and concluded that early identification of human resource potential and development
of their skills represent two major tasks of HRD. This can be achieved only when a conducive
HRD climate prevails.

Patel (1999) conducted a comparative study of 20 branches and found that trust recorded above
average scores. Mufeed & Gurkoo (2007) conducted a comparative study with 521 employees
and found that pro-activity was perceived as unfavorable in many organizations.

Bapat, Harish et al (2007) in their study on interactive marketing and service quality revealed that
better HRD culture leads to better interactive encounters — a finding particularly relevant to
FMCGQ retail and customer service contexts. Sharma and Purang (2000) surveyed 27 middle-level
managers and highlighted a positive relationship between value institutionalization and HRD
climate.

Bhardwaj and Mishra (2002) conducted research with a sample of 107 managers from a large
multi-business company and found favorable attitudes towards HRD policies and practices.

2.3 Importance of the Study

The study is very important from the point of view of dealing with and developing organizational
cultural issues. The role of top management in any human resource development exercise is
crucial and centers on creation of the right environment, wherein people are free and attain new
levels of performance.

In the FMCG context, organizational culture becomes especially significant because:

o Supply Chain Criticality: FMCG products must move rapidly through distribution
networks; organizational culture directly impacts supply chain efficiency

J Consumer Responsiveness: FMCG companies must respond quickly to changing
consumer preferences; cultures promoting openness and experimentation are vital

o Talent Retention: With the sector experiencing 16% hiring growth, retaining
experienced professionals requires strong organizational cultures

o Innovation Imperative: Rural market penetration and e-commerce integration

require innovative thinking across all organizational levels

2.4 Rationale

After rigorous literature review, it is found that while many studies have been conducted on
OCTAPACE culture in large organizations, limited research focuses specifically on the FMCG
sector. Previous studies have focused on different aspects of organizational culture; however, as
FMCQG sector presence is growing significantly in tier-two cities like Indore, there is a critical
need to understand organizational culture in such organizations.

The researchers are inclined to conduct this research to understand the organizational culture in
FMCG organizations that have a substantial share in the overall Indian FMCG sector and employ
significant middle management personnel.
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2.5 Research Objectives
The main objectives of the present study are:

1. To study the OCTAPACE culture in general in FMCG organizations under study.

2. To analyze the OCTAPACE Culture for middle management personnel in FMCG
organizations under study.

3. To study the differences in OCTAPACE Culture for middle management personnel
across FMCG organizations under study.

4. To provide recommendations for enhancing HRD culture in FMCG sector
organizations.

3. Research Methodology

3.1 Research Design

The present research is designed to explore the dimensions of OCTAPACE culture in FMCG
organizations. The conceptual framework and theoretical linking of the subject is established, and
the entire research is divided into two parts according to the problem definition and objectives.
First, tentative norms are applied to the OCTAPACE profile to identify high and low levels.
Secondly, a comparative analysis of organizations for OCTAPACE dimensions for middle
management personnel is conducted using these norms.

3.2 Nature of Research

The study adopted quantitative methods of investigation. An empirical study based on descriptive
research design was undertaken using structured questionnaires to study OCTAPACE Culture in
FMCG Industry. The study is based on responses from 50 middle management personnel from a
sample of five FMCG organizations located in Indore.

Sample Organizations: IM (Distribution Hub), SU (Sales & Marketing), IB (Operations), AR
(Supply Chain), and VS (Retail Operations)
Note: The identity of organizations is not disclosed for confidentiality reasons.

3.3 Operationalization of Variables
Organizational culture has been broadly characterized by OCTAPACE. The researcher has
operationalized this concept into measurable dimensions:

o Openness (0): Degree to which organizational members freely express ideas and
receive feedback

o Confrontation (C): Level at which problems are directly addressed and analyzed

o Trust (T): Extent of confidence in colleagues and commitment to mutual obligations
o Authenticity (A): Degree of congruence between values, words, and actions

Proactivity (P): Level of initiative and preventive planning

Autonomy (A): Degree of freedom given for independent decision-making
Collaboration (C): Extent of team-oriented problem-solving

Experimentation (E): Level of encouragement for innovation and fresh approaches

3.4 Research Hypotheses
Hypothesis 1: FMCG organizations under study are having excellent OCTAPACE Culture for
middle management personnel.
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Hypothesis 2: FMCG organizations under study do not differ significantly in their OCTAPACE
Culture for middle management personnel.

Sub-hypotheses (2a-2h): Organizations do not differ significantly in individual dimensions
(Openness, Confrontation, Trust, Authenticity, Proactivity, Autonomy, Collaboration,
Experimentation).

3.5 Sampling Plan

Population: All middle-level executives in selected FMCG companies of Indore who have been
employed for at least two years.

Sampling Elements: Regular full-time middle-level executives with minimum two years tenure
in selected FMCG organizations of Indore.

Sample Size: 50 employees (10 from each of the 5 organizations).

3.6 Data Collection

The researcher used a pre-tested structured instrument for primary data collection. A
questionnaire designed to elicit information on research interests was utilized with protocols for
recording responses. Care was taken to maintain simplicity and avoid leniency, severity, central
tendency, and halo errors through balanced positive and negative items.

Pilot Study: A pilot test was conducted on a small sample, errors were identified, and the
instrument was refined to avoid systematic errors. The pilot ensured that scores behaved as
expected.

3.7 Measurement Instrument

The OCTAPACE Profile has been developed to measure organizational ethos in terms of the
eight values listed above, dealing with the extent to which each value is promoted in the
organizations. The instrument contains three items measuring values and two items measuring
beliefs on each of the eight dimensions, for a total of 40 items. Respondents rate their
organizations on eight aspects using a five-point Likert scale. Scores range from 5 to 20 on each
aspect.

3.8 Reliability and Validity Measures

The indicator scores obtained during the study were subjected to Cronbach's Alpha test to
measure internal consistency and reliability. Results showed that all alpha values exceeded 0.7,
indicating good consistency and validity for the instrument.

4. Research Findings and Analysis
4.1 Tentative Norms for OCTAPACE Profile Interpretation

Dimension Low High Interpretation
Value Value
Openness <10 >15 Requires Improvement /
Excellent
Confrontation <9 >14 Requires Improvement /
Excellent
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Trust <11 >16 Requires Improvement
Excellent

Authenticity <10 >15 Requires Improvement
Excellent

Proactivity <9 >14 Requires Improvement
Excellent

Autonomy <10 >15 Requires Improvement
Excellent

Collaboration <11 >16 Requires Improvement
Excellent

Experimentation | <9 >14 Requires Improvement
Excellent

Scores between low and high values are rated as 'Very Good'.
The value of Chronbach Alpha value is 0.834 for 50 items hence the date is reliable for the study.

4.2 Comparative Analysis of Or

sanizations for OCTAPACE Dimensions

O.C TAITACE IM SU IB AR VS
Dimension
Very Requires Very Requires
Openness Excellent Good Improvement Good Improvement
. Very Very Requires
Confrontation Good Excellent | Very Good Good Improvement
Very Very
Trust Good Good Very Good Excellent | Very Good
Authenticity Excellent Very Very Good Very Very Good
Good Good
. Very Very
Proactivity Good Good Very Good Excellent | Very Good
Very Very Requires Very Requires
Autonomy Good Good Improvement Good Improvement
. Very
Collaboration Excellent | Excellent | Very Good Good Very Good
. . Very Very Requires
Experimentation Good Excellent | Very Good Good Improvement
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Table 1: Organization-wise OCTAPACE Culture Assessment

4.3 Hypothesis Testing and Analysis
4.3.1 Hypothesis 1: Excellent OCTAPACE Culture Assessment

Results:

° IM (Distribution Hub): Excellent in Openness, Authenticity, and Collaboration;
Very Good in other dimensions. Hypothesis partially accepted.

o SU (Sales & Marketing): Excellent in Confrontation, Collaboration, and
Experimentation; Very Good in other dimensions. Hypothesis partially accepted.

o IB (Operations): Very Good across all dimensions; no Excellent ratings. Hypothesis
rejected.

o AR (Supply Chain): Excellent in Trust and Proactivity; Very Good in other
dimensions. Hypothesis partially accepted.

o VS (Retail Operations): Very Good in most dimensions; Requires Improvement in

Autonomy and Experimentation. Hypothesis rejected.

Conclusion: Not all organizations demonstrated excellent OCTAPACE Culture across all
dimensions. However, most organizations show strengths in specific areas critical to FMCG
operations.

4.3.2 Hypothesis 2: No Significant Differences Across Organizations

ANOVA Results (One-way classification):

o Openness (p=0.002<0.05): Significant difference across organizations

o Confrontation (p=0.045<0.05): Significant difference across organizations

Trust (p=0.156>0.05): No significant difference

Authenticity (p=0.278>0.05): No significant difference

Proactivity (p=0.089>0.05): No significant difference

Autonomy (p=0.034<0.05): Significant difference across organizations
Collaboration (p=0.198>0.05): No significant difference

o Experimentation (p=0.042<0.05): Significant difference across organizations
Conclusion: Hypothesis 2 is rejected. FMCG organizations under study differ significantly in
Openness, Confrontation, Autonomy, and Experimentation dimensions. Trust, Authenticity,
Proactivity, and Collaboration show no significant differences across organizations.

4.4 Key Findings Summary

1. Strengths Identified:

0 Trust and Collaboration are relatively strong across all organizations

o Distribution (IM) and Supply Chain (AR) functions demonstrate strong
Openness and Proactivity

o Sales & Marketing (SU) excels in Experimentation and Confrontation —
critical for market responsiveness

2. Areas for Improvement:

@ Autonomy requires attention in Operations (IB) and Retail Operations (VS)

@ Openness in Operations and Retail needs strengthening
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e Experimentation in Retail Operations requires enhancement for quick market
adaptability

3. Sector-Specific Observations:

o FMCG organizations show stronger collaboration than IT sector studies, likely
due to supply chain dependencies

o Proactivity strong in Supply Chain reflects demand forecasting and inventory
management pressures

0 Retail Operations face challenges in autonomy, potentially due to centralized

control systems

5. Recommendations and Suggestions

5.1 Organization-Specific Recommendations

IM (Distribution Hub):
The strong organizational culture should be maintained through regular HRD interventions.
Emphasis should be on documenting best practices and sharing them across other FMCG units.
Training programs should focus on maintaining excellent standards in Openness and
Collaboration while further enhancing Proactivity.

SU (Sales & Marketing):
The organization demonstrates excellent experimentation capabilities — a critical asset in a
dynamic market. A structured innovation framework should be established to channel
experimentation into market innovations and customer engagement strategies. A formal reward
system for successful market initiatives and new product introductions should be implemented.
IB (Operations):
Operations show "Very Good" ratings, indicating solid foundational culture. Key focus areas
include:

o Enhancing Openness through structured forums for process improvement suggestions
o Developing Autonomy by creating empowered decision-making at production level

o Implementing Total Quality Management (TQM) and Quality Circles for continuous
improvement

AR (Supply Chain):

The strong Trust and Proactivity are excellent foundations for supply chain excellence.
Recommendations include:

o Establishing predictive analytics for demand forecasting to further enhance Proactivity
. Creating cross-functional collaboration teams for supply chain optimization

. Documenting and sharing best practices in inventory management and logistics
optimization

VS (Retail Operations):
Retail Operations require significant interventions:

o Autonomy Enhancement: Empower store managers with decision-making authority
for local market conditions, inventory management, and promotional strategies

o Experimentation Culture: Establish pilot programs for new retail formats, customer
engagement strategies, and e-commerce integration within store operations

o Confrontation Training: Develop capabilities for addressing customer concerns and

market feedback promptly
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o Openness Promotion: Conduct regular forums discussing market trends, customer
feedback, and operational challenges

5.2 Sector-Wide HRD Initiatives
1. Digital Transformation in HRD:
FMCG companies should leverage technology for:

Digital learning platforms for continuous skill development

Al-powered performance management systems

Data-driven HRD culture assessments

Remote collaboration tools for geographically dispersed teams
. Rural Market Readiness:
With rural markets driving 8% volume growth:
Train middle management in rural consumer behavior and market dynamics

N e o o o

o Develop culturally adaptive leadership programs

o Create localized communication strategies aligned with regional contexts

3. E-commerce and Supply Chain Integration:

. Foster Experimentation culture for testing new e-commerce fulfillment models

J Enhance Collaboration between traditional retail and e-commerce divisions

J Implement agile project management methodologies

4. Employee Development Programs:

o Establish mentorship programs pairing experienced executives with emerging talent
o Create clear career pathways in supply chain, sales, operations, and marketing

. Develop leadership programs specifically designed for FMCG sector dynamics

5. Reward and Recognition Systems:

o Link organizational performance metrics to OCTAPACE culture dimensions

o Recognize and reward exemplary behaviors in Openness, Collaboration, and
Innovation

. Implement transparent performance management systems

6. Conclusion

The analysis of OCTAPACE culture in five FMCG organizations in Indore reveals important
findings about organizational dynamics in the Fast-Moving Consumer Goods sector:

6.1 Key Conclusions

1. Partial Excellence Achievement: While no organization demonstrated excellence
across all OCTAPACE dimensions, each organization showed distinct strengths:

o Distribution exhibits excellence in Openness and Collaboration

o Sales & Marketing excels in Experimentation and Confrontation

o Supply Chain demonstrates strong Trust and Proactivity

¢ Operations and Retail show foundational competence with room for
enhancement

2. Significant Variations: FMCG organizations differ significantly in Openness,

Confrontation, Autonomy, and Experimentation — dimensions critical for market responsiveness
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and innovation. This suggests different organizational strategies and maturity levels in HRD
culture.

3. Common Strengths: Trust and Collaboration are consistently high across all
organizations, reflecting the interconnected nature of FMCG supply chains and the importance of
cross-functional teamwork.

4. Critical Gaps: Autonomy and Experimentation require attention, particularly in
Operations and Retail Operations. These gaps directly impact the organization's ability to respond
quickly to market changes and consumer preferences.

6.2 Pathway for Organizational Excellence
To establish world-class HRD culture in FMCG organizations, the following elements are
essential[18]:

1. Leadership Commitment: Top management must actively promote OCTAPACE
values through their own behavior, decisions, and communication.

2. Systematic Development: HRD should be integrated into organizational strategy, not
treated as a peripheral function.

3. Measurement and Monitoring: Regular assessment of organizational culture enables
identification of improvement areas and tracking of progress.

4. Continuous Learning: Organizations should create environments where employees
continuously learn, adapt, and innovate.

5. Values-Based Operations: Organizational decisions and processes should reflect and

reinforce OCTAPACE values.

6.3 Sector Implications

The Indian FMCG sector, valued at USD 220 billion in 2025 and growing at 21.8% CAGR
through 2034, requires organizations with strong adaptive capabilities, innovation cultures, and
collaborative teams. The findings suggest that:

o Organizations with strong Experimentation and Confrontation are better positioned for
e-commerce and rural market expansion

J Collaboration and Trust facilitate efficient supply chain operations

. Autonomy and Openness accelerate decision-making and market responsiveness

6.4 Final Observations

The employees' perception across five FMCG organizations demonstrates a pattern of
organizational values, though with significant variations in intensity and consistency. The paper
reveals substantial scope for further improvements in sample organizations.

Top management in FMCG organizations should:

o Promote a culture wherein employees feel free to discuss ideas, activities, and feelings
related to their job responsibilities

. Provide training in developing confrontation abilities and approaches for creative
problem-solving

o Exhibit high authenticity — ensuring that words, meanings, and actions are aligned
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o Make deliberate attempts for continuous development of organizational ethos:
Openness, Confrontation, Trust, Authenticity, Proactivity, Autonomy, Collaboration, and
Experimentation

o Encourage integrity, efficiency, honesty, and truthfulness in organizational operations
° Award frequent rewards, incentives, and recognition for exemplary conduct, work,
and innovations

The middle management personnel, as custodians of organizational culture, must possess honesty,
sincerity, and dedication to work — traits essential for their effectiveness and future development
in an increasingly competitive and dynamic FMCG landscape.

7. Limitations and Scope

The scope of the present study is limited to the city of Indore due to availability of resources and
the growing concentration of FMCG companies. While leading FMCG companies in Indore were
selected for study, these organizations represent diverse segments of the FMCG sector. The
tenure of employment of employees in this study is relatively stable, suggesting established and
well-developed organizational systems.

Personal interests, external market dynamics, and specific product category variations were not
taken into consideration. HRD practices vary significantly among organizations; therefore, results
may vary with different organizational structures and strategic focuses. This study provides
foundational insights specific to the FMCG sector in a tier-two city context.

8. Further Areas of Research

Research opportunities in this domain include:

1. Longitudinal Studies: Multi-year studies tracking OCTAPACE culture evolution as
organizations expand into rural and e-commerce channels

2. Cross-Sector Comparison: Comparative analysis between FMCG and other sectors
(IT, Pharma, Retail) to understand sector-specific cultural requirements

3. Performance Impact Analysis: Quantifying the relationship between OCTAPACE
dimensions and organizational performance metrics (market share, profitability, employee
retention)

4. Geographical Expansion: Extending research to other tier-two and tier-three cities
experiencing FMCG growth

5. Digital Transformation Impact: Studying how digital transformation initiatives
impact organizational culture dimensions

6. Rural Market Dynamics: Understanding HRD culture requirements for rural market
penetration and expansion

7. Talent Retention Models: Developing HRD-based talent retention strategies aligned

with 16% sector hiring growth
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