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By Tony Bingham and Pat Galagan

Satyam may be the biggest publicly-trad-
ed information technology (IT) com-
pany you have never heard of, unless of 
course your company has outsourced 
work to one of its 30,000 employees for 
such services as application development, 
business process outsourcing, enterprise 
solutions, system integration, IT services, 
or quality consulting. 
	 Founded in 1987 by B. Ramalinga Raju 
and his brother B. Rama Raju, Satyam has 
grown from a small India-based com-
puter services company to a worldwide 
purveyor of business services—many of 
them offered virtually. The increased use 
of outsourcing by global companies has 
fueled much of Satyam’s growth. Now op-
erating on six continents in about a dozen 
markets—including automotive, bank-
ing, healthcare, manufacturing, media, 
and telecommunications—the company 
surpassed $1 billion in revenue in 2005. 
In 2006, the Black Book of Outsourcing 
named Satyam number two on its list of 
the top 50 best-managed IT outsourcing 
companies. Satyam is also a 2006 winner 
of the ASTD BEST award. 
	 The Rajus believe in creating value 
for society as well as for shareholders. 
One of the company’s foundations, the 
Emergency Management and Research 
Institute, has created the equivalent of a 
911 emergency service for the 22 million 
inhabitants of 50 towns and cities in the 
Andhra Pradesh region of India, saving 
more than 4,000 lives in its first year. T+D 
spoke with Ramalinga Raju, chairman of 
the company, about the role of learning 
and development at Satyam. 

At C Level:
Ramalinga Raju
Founder and Chairman
Satyam Computer Services
Hyderabad, India

We wanted to start by asking about  
the three or four most critical business 
areas for Satyam and how learning  
is related to those areas. Where is  
the company going strategically and how 
does learning support that strategy?

Maybe I can start by offering some comments about what I con-
sider to be most fundamental to our success—which these days is also 
vital for every organization—and that is the enormous change that we 
face, particularly in our industry. In 1991, when we started providing 
services virtually, that was an altogether different way of delivering 
them. It so happens that the virtual delivery of services has brought  
a different way of creating value and distributing it across the world. 
So for every company, particularly in the technology and services 
arena, I believe that change management is at the very core of success 
these days. Companies that are managing change better are able  
to provide more assured and consistent growth and create greater 
shareholder value. 
	 There was a time when I was relatively new to business when I 
thought that creating value in business was about working hard and 
realizing whatever opportunities were out there. My perception has 
changed. I have come to realize that value creation is a transforma-
tional process in the sense that you’re not creating things anew; you’re 
transforming existing things to a more desired state. That applies, for 
example, in manufacturing as much as it applies in services. In both in-
dustries, you bring about transformation progressively until you attain 
the most desirous state. You are trying to change according to what is of 
importance for the customer and, in a methodical fashion, to use your 
knowledge, technologies, and competencies to bring about a desired 
state that the customer appreciates. 
	 So if change is a transformational process, then what is underlying 
this magnificent process? In my opinion, it is all about an organization’s 
or an individual’s ability to learn. So in that sense, learning links up very 
deeply with value creation and making businesses more successful. 
Organizations that are able to learn on an ongoing basis and to make 
better use of human resource assets are the ones that are able to provide 
better performance. These beliefs have been at the core of what we have 
been trying to do within Satyam.

Satyam Creates  
Value Through Learning



India-based IT company taps  
into employees’ abilities to learn.

When you look at value  
creation and learning’s  
impact on value creation,  
how do you know it’s working?

If we are listening, our stakeholders will tell us.  
It is suggested that most often we may not be listening well 
or may be misinterpreting what we are hearing. We have in 
our organization an environment made up of our employees 
and associates, and our investors, customers, and society in 
general. And each one is looking to derive something from 
the relationship that they forge with the company. 
	 Sometimes what the company does and what the stake-
holders expect is in consonance and in some instances, it is 
not. Therefore, bringing about the right balance between ex-

pectations and what you deliver to the stakeholders becomes 
quite vital. 
	 You may delight your customers a great deal by offering 
your services at low cost and that may not necessarily result 
in value for the investor. And sometimes, even if you satisfy 
your investor and your customer, it may be coming at the 
cost of what you are doing for your own employees who are 
the foundation of an organization’s long-term growth and 
performance. Therefore, it is an ongoing struggle within the 
organization as to how you bring about this balance.
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Innovation and partnerships 
account for some of your 
company’s success.  
Does learning help make  
those two things work?

Absolutely without any doubt. If you have to continu-
ally deliver high value to your customers, then you must do 
things in the best way possible and that links up to innova-
tion. And innovation essentially takes place in an environ-
ment of continuous learning, where you are continuously 
questioning whether you can do a thing better than you did 
yesterday or whether you are able to do things better than 
your competition—it is an environment where you’re con-
stantly wanting to differentiate yourself. Therefore, learning 
links up with innovation. 
	 On the other hand, if you want to provide certain value to 
your customer, then you have to be intimate with him— 
understand what really matters to him and make his success 
your mindset. You have to put yourself on his side of the 
table and ask questions that are going to lead toward man-
aging his business better. You have to understand his value 
drivers and his competitive environment. And that is a con-
stant challenge for companies like Satyam because we want 
to transform ourselves from being a technology provider to 
applying all our expertise to his business.
	 Most often you may have people who are either good at 
technology or good at understanding and appreciating a 
given business environment. But unless you have architects 
who can bridge the technology and business gaps, you will 
not be able to provide the best solution to the customer. 
And in that sense, again, learning is a constant challenge be-
cause you have to learn what the best solution is, what is at 
the leading edge in technology, and what business issues are 
facing your customer. So all of these issues link to the ability 
of the company to constantly learn and innovate.

If I was a learning leader in your 
company, how would I know I 
was being successful in your 
eyes?

One of the things we have promoted in the company 
is a mindset that brings objectivity to given aspirations at a 
company level, at a business unit level, or at the leadership 
level. We believe that as much as language is a great asset 
and tool, it is also sometimes an impediment. It may bring a 
lot of subjectivity to things that make different people look at 
a given reality in different ways. Therefore, in our organiza-
tion we promote the concept of a metrics-led approach as 
the most fundamental. In fact, the language of metrics is our 
official language, second to English. In a growing organiza-
tion, one of the challenges is that we understand each other 
very well. We should understand the current reality well, and 
we should understand what is most desirable to customers.

	 Our experience has been that if we learn to objectively 
express things in a metrics-led fashion, then that brings 
about clarity. And if we are able to achieve what we original-
ly desired in a manner that is clearly reflected in the metrics, 
then we know that we have arrived. Metrics by themselves 
are not going to do the magic. It is more of an art than a sci-
ence, but if we follow a certain discipline we have found that 
things work fairly well. You may also express your aspira-
tions by a kind of rough metrics. For example in our organi-
zation, we have the mindset that every Satyamite is a leader 
delighting the associates, investors, and customers.

In that order?

It is a balance among these three constants. And if 
they are in that order I would say it is probably on account 
of the fact that an associate is a value creator; an investor is 
one who supports you in that effort to create value; and you 
are delivering value to your customers. And if you have done 
it well, your associates and investors reap the benefit. 
	 Coming back to knowing if you are successful…if we are 
able to capture reality in an objective fashion, then it is most 
likely that you know when you have arrived. We realize that 
this attempt to express things in an objective fashion is not 
a static thing. It’s a dynamic process because the environ-
ment keeps changing and the assets within the organization 
are changing too. And the choices that we make about how 
we use those assets to deliver value may also be undergoing 
constant change. So we have to view this as dynamic and 
deal with it accordingly. 
	 For a growing organization like Satyam—where we are 
30,000 people today—it is vitally important that we all have 
a common platform and speak a common language. There 
may be 100 different ways of approaching our business and 
maybe each one of them can be successful, but in an orga-
nization that is sizable and growing rapidly, you cannot af-
ford to mix many ways of doing things. Then you would not 
understand each other. You would not understand your con-
stituents and deliver value in the best possible manner. We 
have been making significant investments to create balance.
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“I have come to realize that value 
creation is a transformational process 
in the sense that you’re not creating 
things anew; you’re transforming ex-
isting things to a more desired state.” 



If the language of metrics is 
the official language, what are 
some of the key metrics that 
you look at for success?

These days our investors are not shy about what 
they want. They are looking for growth and for profitabil-
ity. To them, it is not enough that you delivered it this quar-
ter, and it is not enough if we are confident we can deliver 
it next quarter. They want to have confidence that we can 
deliver it on an ongoing basis. 
	 To do that, we cannot be doing the same things time 
and again because the nature of the services that we pro-
vide requires constant change. What we delivered yester-
day is not the same thing that the customer is expecting us 
to deliver tomorrow. The prices we set today may not hold 
good for the future. So the manner in which we bring our 
offerings together is quite vital. We continually assess that 
which is of importance. 
	 We have a model that lets us evaluate how prepared we 
are to deliver value in a consistent fashion. We call it the 
Six P Model. The six Ps stand for people, process, product 
(which represents our ability to automate things), prolif-
eration (which is capturing and applying best practices), 
patents (which is about innovation), and finally promo-
tion (which addresses our ability to communicate well with 
our constituents). That is how we consistently deliver value 
through high-quality assets that we build.
	 Another consideration is what you do with these assets 
and what you deliver to the stakeholders. We express that 
through a model that we refer to as the Five R Model. Ev-
erything ends with an R: faster, better, cheaper, larger, and 
steadier. These capture some tangible issues, such as finan-
cial metrics, and also some intangibles, such as customer 
satisfaction.
	 If this is the manner in which you are trying to meet your 
objectives, what is it that you should be doing? What is your 
strategy? We are proceeding with a mindset that strategy is 
not limited to what you do at the organizational level where 
you might be meeting the objectives of external stakehold-
ers about a given thing. Strategy, in my opinion, is about 
asking the right kind of first questions and having the right 
kind of answers. Would you like to be the most respected 
company? Would you like to be the largest? Would you like 
to deliver specialized services in a given area? Those are 
questions that may demarcate a strategy for you, and they 
should be asked at various levels within the organization. 
If someone is in charge of a support function, then he faces 
strategic issues as well. He may have to constantly align his 
strategies with what is of importance to the company. Strat-
egy is as much an imperative for him as it is at the organiza-
tional level. 

And learning and development?

There is a constant need for people to understand 
what is important to meet a goal. We believe that we have to 
break down the hierarchy and elevate most associates to po-
sitions of leadership because, in our view, leadership is not 
about the number of people who report to you or how many 
people are following you. Leadership is essentially about 
doing what ought to be done in the best possible manner. 
So we believe that it is value-creating entities within the 
organization that effectively come together to serve a larger 
purpose in a way that determines the design of the organi-
zation, not the traditional hierarchies. 
	 We also believe that the vantage point in an organi-
zation is very important. If you ask someone what his 
strategy is, then it is in reference to what he does. Strat-
egy is of importance for him no matter where he exists in 
the organization. Most often this question is asked at the 
organizational level and therefore strategy may become 
synonymous with what the organization’s strategy is. So we 
go to great lengths to promote a mindset of growing and 
distributing leadership throughout the organization. And if 
we are able to perform well in this attempt, we believe that 
there is a chance that the organization will do better and 
be significantly enhanced.

Is that why you’ve  
established a leadership  
school separate from your 
learning center?

Absolutely. When we say that every Satyamite is a leader, 
it is not lip service. We truly believe that leadership at all 
levels is fundamental to the organization’s performance. 
Leadership is an acquired trait that can be nurtured. And 
we believe that it is the responsibility of the organization to 
create an environment that is most conducive for leadership 
to grow.
	 Running an organization is about making sure that all 
the pieces work together. In my mind that is the fundamen-
tal value of leadership. It is self-evident.
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“Leadership is not about the number 
of people who report to you or how  
many people are following you.  
Leadership is essentially about doing 
what ought to be done in the best  
possible manner.”



If the value of leadership 
is self-evident, how do you 
decide, as the senior leader of 
the organization, how much to 
invest in leadership?

That’s a tough question. What we have learned is that 
any problem can be handled effectively if we have a way 
of breaking it down to its component parts and dealing 
with each one as a freestanding entity, and then synthesiz-
ing things to accomplish a desired state. So, in that sense, 
I am really alluding to balancing things. There is so much 
we need to do, and there is only so much we can afford to 
do. That analysis tells us that the organization can afford to 
make significant investments in leadership by setting aside 
time for associates’ self-development and for development 
that proceeds collectively toward a certain task.
	 So that has led us to establish the Satyam School of Lead-
ership and to determine that there is a need to have at least 
10 percent of our associates provided with the right kind of 
motivation for self-development. That led us to recognize 
that it is not a small task to develop 3,000 people who work 
in 55 different countries. And there are those who are aspir-
ing to attain leadership positions. Therefore, we concluded 
that we had to have the right kind of physical infrastructure 
and use the best technologies that exist today to also bring 
them together in a virtual environment. These fundamental 
assessments led us to put a medium- and long-term plan 
together for developing leaders. 

Satyam is known for its 
commitment to social 
responsibility. Can you tell 
us about the work of the 
company’s foundations? 

We give enormous importance to our organization’s 
societal responsibility. The Satyam Foundation is 
focused on urban transformation. And there are a cou-
ple of foundations that we have established as a family. 
One is the Byrraju Foundation, which is focused on rural 
transformation. It has adopted about 160 villages in India 
that cover a population of close to 1 million people. The 
foundation provides something like 55 different services in 
these villages. We follow what we refer to as the 100 Percent 
Principle. It means that the gap between what is desirable 
and where we stand should be completely bridged in a 
very short time. 
	 Here are some examples. In these villages, before we got 
there three years ago, only 50 percent of the people were 
literate. We are aiming to make 100 percent of the people 
literate by the end of this year (2006). Four percent of the vil-
lages suffer from hypertension and diabetes but don’t have 
access to medical care, so we are providing free medicine to 
cover 100 percent of the target group. 

	 With the Byrraju Foundation, we have established a few 
cooperatives that provide business process outsourcing ser-
vices to meet some of our internal needs and some govern-
ment needs. 
	 Another foundation, EMRI (Emergency Management 
and Research Institute), was started with the vision that 
we should do our bit to create the equivalent of the United 
States’ 911 services so that a whole range of emergencies 
could be attended to efficiently. We have been able to per-
suade the Indian government to set aside one single phone 
number—108—for emergency services. We signed a public 
and private partnership with the government of the state 
where we are headquartered to provide these services on 
an exclusive basis. So in a matter of 10 months or so since 
we have started, we have rolled out these services in about 
50 towns and cities. Andhra Pradesh has a population of 
80 million people and these 50 towns have a population 
of about 22 million people. Since we have started we have 
been able to save about 4,000 lives or about 30 lives a day. 

As a pioneer in the Indian 
offshoring industry,  
what lessons have you  
learned there?

The offshoring model, which is about virtual delivery of 
services, at one time was seen as particular to companies that 
got started in India but now it has become a universal model 
and is proving to be one of the most important disruptive 
technologies. As a company that has been in the forefront of 
this virtual delivery of services revolution, we are attempting 
to establish for our global customers the fact that we are in a 
position to deliver a wide range of services in a comprehen-
sive manner that would match the best that we see in global 
systems integrators. We have made fairly good progress in the 
last five or six years in being able to deliver these integrated 
solutions, from consulting to business process outsourcing, 
and many things in between. Our goal is to provide our global 
customers with high-quality affordable solutions. In that 
sense, it’s been a very exciting journey.

You had more than a billion 
dollars in sales last year. That’s 
exciting too.

We attained $1.1 billion last year. We were the first to 
do it in the shortest period in relative terms in comparison 
with any other company in India. We have been very fortu-
nate to be in the right place at the right time. T+D

Ramalinga Raju was interviewed by Tony Bingham, president and 
CEO of ASTD, and Pat Galagan, executive editor of ASTD;  
pgalagan@astd.org.
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