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rands are often left to the marketing

and PR departments, and most

companies see them primarily as a

source of pricing power. However,
organisations are beginning to think deeply
about brand values because brand mortality
IS rising.

It is hard to build brands for all causes and
tastes in this age of social media and pervasive
activism. Different stakeholders have different
expectations and they are willing to go to
war if they are ignored or denied. Therefore,
brands have to be positioned and nurtured with
great care and diligence. They must project
a clear and likeable ideology and be easy
to communicate and defend. Brands need
identifiable and relatable custodians who can
inject them with charisma to attract buyers,
partners, investors, and talent.

Typically, CEOs personify their company’s
brand, especially if they are founders too. Steve
Jobs is the best example of total identification
of a brand with the founder. Many years after
his death, Apple customers still expect the
brand to be cast in his image and ideology.
Apple products must combine technology with

aesthetics and innovation with ease of use.

DECEMBER 2019

Elon Musk Iis another example of a founder
being the custodian of a brand. People cannot
see Tesla group without Musk’s imprint on
everything it does. In India too, startup brands
are identified with their founders —for example,
Paytm with Vijay Shekhar Sharma.

Even in many old organisations, the leader’s
brand looms large over the corporate brand.
Reliance Group cannot be imagined without
the Ambanis’ disruptive entrepreneurship,
and Tata Group is a projection of Ratan Tata’s
sobriety. On many occasions, retired founders
and leaders have taken back control to ensure
continuity of the brand they built. In recent
times, it has happened in Tata Group
and Infosys.

The CEO is the default custodian of the
organisation’s brand and whatever the CEO
says or does determines the perception
and performance of the brand. The words
and deeds of the leader are easy to transfer
to the values and promise of a brand. This
phenomenon is particularly visible in politics
where a party’s fate depends on the perceived
heroic qualities of its leader. Increasingly, this
model is being followed in the corporate world,

with some help from the media.



Once a brand is

However, vesting a brand in a single person
Is risky. Individuals are not perfect and an
attack on the leader can affect the organisation
brand. Also, identification of a brand with
the founder or a strong leader can become a
liability when the organisation outgrows the
Individual or when the competition changes.

Employees are also key custodians of an

organisation’s brand. The
media may equate the brand
with the CEO, [but] customers

established, it can no

longer be controlled by

and suppliers experience a

brand in their interaction with

the CEO or the employees.
A successful brand

becomes a social entity

the employees. They trust their
Interaction with the employees

much more than what the CEO

and the customers

- - says or what the company’s
become its primary
custodians. PR machine projects. What

employees say and do make a
more immediate difference to
sales, sourcing, and hiring.

In the age of social media, employee
endorsement is worth much more than the
CEQ’s claims. Companies that see their
employees as the brand custodians insist on
communicating with customers and suppliers

In a positive way. They also encourage

AlMA
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employees to post brand-promoting content
on internal and public social networks. In doing
so, employees also build their own brands and
Improve their prospects. Unlike advertising and
PR, employee-generated content costs little
and carries more credibility.

However, once a brand is established, it
can no longer be controlled by the CEO or
the employees. A successful brand becomes
a social entity and the customers become
its primary custodians. Their appreciation
and critique carry more power than that
of the company insiders. Customers take
over the brand and give it identity, purpose,
and meaning. The company can only try to
influence the way customers see and describe
the brand.

A brand is a living thing and it can grow
only if it is nurtured. It may be owned by an
organisation, but its care has to be shared
because nobody can dictate how others must

think of them.m

The opinion expressed is personal.
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EDITOR'S
NOTE

Dear Readers,

or an organisation to be successtul, having a vibrant and
visible brand identity is de rigueur. In its early days, the
founders of a company might lay out their brand vision
and make sure it stays true to its goals. As the company
hits the collective consciousness and begins expanding, multiple
stakeholders emerge—the customer, the employees, and
the management.

So, who is the brand custodian at this point in an organisation’s
journey? Most eyes would turn to the CEO. After all, it is their
job to uphold the brand and steer it in the right direction.

But while the CEO might dictate a vision, the responsibility
of executing it lies at the feet of employees. By this logic, an
employee or team of employees is the custodian, the true
caretakers of a brand. They are the ones facing consumers,
interacting with them, and shaping the brand.

Here we arrive at the last possible candidate(s). The customer.
Once a product is out there, it is in the hands of the consumers;
they are the ones singing its praises or calling out the company
when the product goes off-brand. Take the trend of sustainable
practices in organisations around the world. Customer demand
for eco-friendly products played a huge role in this shift—thus
introducing a new paradigm in the brand’s identity, which will
shape its future going forward.

A brand is never static. It must grow over time, picking up
pieces of itself to form a whole. Those picking the pieces have to
know the brand inside out, and also know that they are but one
piece of the puzzle.

Do write in with your views to
imeditorial @spentamultimedia.com

(VVIQM.(uk D owmy

Maneck Davar
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(One custodian,
many owners

A brand is a living entity. It goes through several stages of ownership that involve many players.

+ HARISH BHAT, TATA SONS
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rademarks are owned

by the companies which
have registered them. The
law on this subject is well
defined. But who owns the
brands that emanate from
these trademarks? This is an
interesting question for marketers to ponder

over, because true ownership of brands goes
well beyond legal ownership. It encompasses
functional and emotional ownership that cuts
across traditional boundaries.

So, pause for a moment and think about
this. Who owns iconic brands such as Tata,
Amul, Google, Cadbury, and Harley Davidson?

Undoubtedly, the CEOs of these companies are
the prime custodians of these brands, nurturing
the core ideas that the brands stand for, their
reputation, and development. But then, the
organisation itself is not just the CEO—itis a
living ecosystem with a large number of internal
and external members. The brand resides with all
of them, and so many of them shape the brand,
believe in it, and often take great pride in it.
Theretore, where does true ownership lie?

This is a topic that deserves detailed research.
My own initial exploration indicates that there are
several stages of brand ownership in the life of a
brand. Here is my hypothesis.
Stage 1: Founder owns the brand
When a brand has just been created, the founder is
clearly the owner of the brand. He or she has just
given birth to it, based on a key idea that has roots in
his or her mind. For the first few years, the founder
then shapes the brand personally and caretully, based
on this core idea—even though the company he or
she has established may have very few consumers or
employees at that stage. For instance, when Jamsetji
Tata tounded the Tata Group over 150 years ago,
with the vision of creating a business enterprise
where the community and nation are centre stage,
and not just another stakeholder, he caretully crafted
the brand around this pioneering idea. In the first
decade after its establishment, the Tata brand would
perhaps have been known only to a limited number
of people, but the founder would have poured his
energy and passion into tleshing out the idea of the

INDIAN MANAGEMENT + DECEMBER 2019 + 13



Many employees feel strongly
for what their brand stands
for, particularly if they are
working for a brand that has
a sense of purpose or a point
of view.

these cases too.

brand, and the first few
dimensions through which

this core idea was expressed.
Think of other tamous
brands and their founders—
Apple and Steve Jobs, Body
Shop and Anita Roddick,
Titan and Xerxes Desai.You

will find similar parallels in

Stage 2: An internal ecosystem of

Ownership

Very soon, employees who work in a company

start feeling strong ownership of the brand.

As employees get Strongly engaged with their

companies, they begin loving the brands they

work for. Each employee plays some role in

shaping the brand—whether you are part of new

product development, manufacturing, marketing,

sales, finance, or the human resources function,

the work you are doing is actively contributing to

shaping the brand, its assets, and its expressions.

Many employees feel strongly for what their

14 INDIAN MANAGEMENT DECEMBER 2019

brand stands for, particularly if they are working

for a brand that has a sense of purpose or a point
of view. From my own experience, | can say

that this results in a great degree of ownership.
For instance, many of my colleagues in the Tata
Group and I are very possessive about the Tata
brand, and we feel strongly for it. Equally, an
internal ecosystem of distributors, franchisees,
and vendors also begins experiencing ownership
of the brand that they are dealing with. They take
great pride in evangelising the brand, they cheer
it on, and they are also intensely critical of it on

occasion, all because they feel the brand also
belongs to them.

Stage 3: Consumers become owners too
When a brand grows in popularity, and earns
the trust and loyalty of its users, then consumers

also become owners of the brand, in addition to

employees and the internal company ecosystem.
At this stage, consumers go beyond their
transactional relationships with the brand, and
begin experiencing a true sense of ownerﬂhip.

This does not happen to every brand—it only

[OCK.COM
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When a brand grows in
popularity, and earns the
trust and loyalty of its

users, then consumers also
become owners of the brand,

in addition to employees

and the internal company

ecosystem.

happens, in my view, when
a brand has permeated

deep into the consumers’
lives, has added consistent
value to consumers across
several years, and has gained
their true aftection. At this
stage, a brand custodian
will need to necessarily take
consumers’ views on board

before makjng any sigm'ﬁcant

changes to the brand——else consumers could well

rise up in revolt because they feel that something

belonging to them has been changed without

their permission. The New Coke story is a case

in point. Reputed brands that have been widely

used for long periods of time typically function

in this stage. Think of brands such as Coca-Cola,

Colgate, Titan, Fevicol, and Litebuoy.
Stage 4:The brand belongs to the nation
Very few select brands make an eventual leap

Harish Bhat is
Brand Custodian,
Tata Sons.

to this stage, where the entire nation claims
ownership—not just consumers, employees, and
distributors, who continue to retain ownership
too. This happens when a brand gets integrated
into the fabric of a community and nation. People
now view the brand as a national institution,
rather than as a commercial mark. For this to
happen, the brand should have contributed in

a very meaningful and authentic way to the
development of some specific area of national
importance. And it should have done so over

a sustained period of time. The brand should

also be viewed as a positive symbol of national
pride. In my view, iconic brands such asTata,
Amul, LIC, IBM, Sony, Marks & Spencers, and
Samsung have made the leap to this stage, in
their respective nations of origin. Suddenly, the
custodians of these brands now have a much
larger responsibility, which goes beyond their

corporate mandates. M

INDIAN MANAGEMENT + DECEMBER 2019 + 15

© Shutterstock.com



responsibility

A brand can flourish only if nurtured equally well by the entire organisation as well as its customers.

LAKSHMIPATHY BHAT, ROBOSOFT TECHNOLOGIES
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n 1962, ad legend Bill Bernbach of DDB
requested something extraordinary from
his client, Avis. He wished they would
run whatever advertising the agency
recommended.

Avis was up against the big spending

market leader, Hertz; so they were open
to backing bold ideas in order to win in the
marketplace. In that context, Robert Townsend,
the CEO of Avis, agreed to this proposal. Later,
he went on to write a memo, which served

as the advertising philosophy of the Avis-DDB

relationship. Here are a Couple of salient points in

that memo:
m To this end, Avis will approve or disapprove,

not try to improve ads which are submitted. Any

changes suggested by Avis must be grounded on

a material operating defect (a wrong uniform,

for example).

m To this end, DDB will only submit for approval
those ads which they truly as an agency
recommend. They will not “see what Avis thinks
of that one’.

As you can see, without using the word, the client
was treating the agency like a custodian—someone
who cared as much for the brand’s success as the
client. It was based on the trust the client placed
on Bernbach. The agency, in return, had a track
record to command such respect and went on to
live up to that reputation with the “We are No. 2.
We try harder’campaign. Within a year, Avis had
turned a corner in terms of profits—aftter a 13-
year gap. However, one could argue that aspects of
custodianship were limited only to advertising in
such an equation.

The many shades of custodianship

A custodian is someone who goes beyond
gatekeeping to protect and nurture something—
usually a set of values, a belief system, a way of
doing business... a code of ethics. The best of client-
agency partnerships exhibit some of these traits.

As a junior account executive in the "90s, I was
fortunate to witness the CEOs of companies like
Gujarat Ambuja Cement and Parle Products interact
with our agency CEO. Brand strategy, creative
direction, and executional elements were discussed
threadbare. The passion and involvement from both
sides was palpable—one could sense the collective
feeling of ownership based on trust and faith in each
other’s abilities. Dr Verghese Kurien of Amul is said
to have put in place a process for the famous Amul
topicals. The agency, da Cunha Associates, was given
a free hand on both the subject and the creative.
They did not have to seek client approval on the
creatives. So trusting the marketing-ad agency teams
to do what is right for the brand is one aspect of
brand custodianship at play.

However, there is more to running a business

INDIAN MANAGEMENT + DECEMBER 2019 + 17



A brand is no longer just what
an enterprise defines and
claims on mass media.

Today, a brand is what
consumers say it is.

18

than just marketing and advertising. In the Avis
memo referred to above, Townsend also wrote,
“Avis will never know as much about advertising
as DDB and DDB will never know as much
about the rent-a-car business as Avis,” thus
acknowledging that an ad agency’s custodianship
comes with limits.

CEOQ: custodianship of a
different kind
The brand managers and
the CMO are involved in
defining the positioning,
product range, pricing,
distribution, variants
and extensions, defiing
the marketing message,
strategies for user acquisition, retention, and
more. While these help drive the fortunes of the
company, there are larger aspects of the business,
which the CEO is best placed to define and lead.
For example, the manufacturing of a product
could be outsourced to a factory in another
country. It would be the CEO’s mandate to
ensure that the best labour practices are tollowed
by the vendor partner as it would have an impact
on the brand image. People policies such as
gender representation and diversity are also
aspects that are best driven by the CEO.

There is also another reason why the CEO

is best placed to nurture a brand from a ‘big
picture’ perspective: at 43 months, the average
tenure of a CMO is said to be short. So, even

if marketing teams, ad campaigns, and creative
expressions change, it would help if the CEO sets
out a clear charter of things which the company
brand cannot compromise on. A company’s
larger purpose, values, ethics, and other higher
order policies are the mandate of the CEO. They
are even more important in today’s digital world
where the media environment is different from

the days of Townsend and Bernbach.

Have the times changed? Yes and no.

Many commentators on the business of branding

INDIAN MANAGEMENT DECEMBER 2019

have taken extreme positions such as ‘advertising
is dead’, “everything has changed’, and "consumer
is now in control’. In my view, branding, as we
knew it earlier, has changed with the times but
the fundamentals have and will remain the same
forever. As Bernbach said, “It took millions of
years for man’s instincts to develop. It will take
millions more for them to even vary.”

However, the media environment has triggered
a few new imperatives, which have an impact on
brand custodianship:
One-way no more: A brand is no longer
just what an enterprise defines and claims on
mass media. Today, a brand is what consumers
say it is (or what Google says, at the least).
Consumer reviews, complaints, and chatter
about a product or service, including comments
on communication, drive brand perceptions and
purchase decisions. So, brands need to be caretul
about the messaging, the environment in which
they are seen, and be prepared to be under the
microscope all the time.
Brand action, not just claims: Brands
feel the necessity to not just stop at flashy
or emotional advertisements, but live it by
executing the claim on ground. Brands need to
act, not just say. Procter & Gamble could have
simply released aTV commercial saluting the
role of moms a decade ago. But they launched
the “Thank You, Mom’ campaign in 2010, which
walked the talk by flying moms and families
of USA’s Olympic athletes to the venues in
Vancouver and London. Volvo demonstrated
the precision and directional stability of Volvo
Dynamic Steering trucks with a stunt featuring
actor Van Damme in 201 3. Such activities could
be initiated by the marketing team, but needs the
CEO buy-in as they may have a rub-oft on the
corporate brand.
A relevant higher purpose can create
aflinity: A lot of enterprises, especially those
that appeal to a younger audience, believe

that the company brands should stand for
something—a higher order purpose. Alan Jope,
CEO of Unilever, said that brands without
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The consumer is not totally
in control of the product,
service, or the messaging—
they can only react more
effectively to decisions taken
by the company.

a purpose will have no customer service, and more. High involvement

long-term future with the categories (such as mobile phones) and high
company. They have a set profile brands attract online attention and
of sustainable living brands, critique from consumers. Some may even point
which communicate a strong out the mismatch between what is claimed but
environmental or social not practised.

purpose. Such brands are However, the consumer is not totally in control

growing 69 per cent faster of the product, service, or the messaging—they

than the rest of the business can only react more eFfectively to decisions taken

and delivering 75 per cent of the company’s

ﬁ

growth. The Ben & Jerry’s Foundation receives

a share of the Company’s annual proﬁts to fund
‘community-oriented projects’. Such measures

are best led by the CEO.

Customer: critic and a watchdog more than
custodian

by the company. So eftectively, the customer is

playing the role of a watchdog.

Employees: keeping the promise

Whether it is an in-store employee, a factory
tloor worker, or someone interacting with
customers online, employees can be great brand
ambassadors of a company. In my view, they have

Some hold the view that consumers are in control the potential to be great examples of a Company’s

today. In my view, they are at best in a position to values and play a role as brand custodians too.

reject a brand claim or communication far more A brand is the most precious asset of a

effectively than ever before. In the pre-digital company. It should be defined, protected, and

nurtured by a team led by the CEO. A brand

is nothing without customers, who need

world, a dodgy claim, or unethical move by
a brand could only be raised in relatively

smaller groups. to be acquireéh and retained. The efforts of

Today, ubiquitous digital plattorms and mobile custodianship should be towards serving the

devices give a voice to everyone. They can customers, now and for the future.i

criticise just about anything—the product quality,

d
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Beyond marketing

bureaucracy

Marketing, as it shapes the future course of our world, also has to change its traditional ways to
adapt to the new paradigm.

+ SHUBHRANSHU SINGH, ROYAL ENFIELD
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he world of big brand,

‘corporate-style’ marketing
loves the status quo.

It sees itselt, first, as a
management machine. It just
happens to manage brands.

[t is not in the business of
culture building. By implication, it shies away
from big ideas, and avoids disruption and
content innovation. For it, marketing return on
investment is the ultimate result metric.

There is growing evidence that real cultural
movements are more often pioneered out of
entrepreneurial small shops and rebel outfits. It
is perhaps because they are not big enough to

be dominated by cadre-based, departmentalised
marketing bureaucracies.

Smaller, focused, more risk-friendly,
entrepreneurial outfits lack the financial and
organisational muscle of giant corporations.
However, they are far more sensitive and responsive
to real consumer culture, sociological dritt, and
origins of demand.

Big corporations dominate; hence, to them,
change is a threat.

Small outhits have nothing to lose; hence, change
is seen as an opportunity. Big brands develop a
strategic lethargy—an inertial lack of urgency or
interest. There is a self-interested commitment to
do the mundane.

The reason for it is success and the resulting risk
aversion.Success promotes ‘formula friendliness’.
Those who are successtul fall into a repetitive mode
of brand activity.

In 1878, much betore marketing, brand
management, or advertising became formal
disciplines, a Harvard law student named
Frederick Winslow Taylor left his studies to

become a middle manager at Midvale Steel

Works in the United States. He reported a plan to
‘maximise efficiency’ via a “scientific evaluation” of
work rates. His method, time and motion study,

is credited with inventing scientific management.
Taylor was soon hailed as a genius and the world’s
first management guru.

His book, The Principles of Scientific Management
became a bestseller. Thereafter, decisions had to have

an objective indisputable arbiter called data. Taylor
died in 1915, but his work led to tormalisation of
management studies as a discipline. The MBA was
well on the way.

As corporations grew exponentially and reached
multinational proportions, a Max Weberian
bureaucracy became well-established everywhere .
The MBA era had begun.

There were two major streams of resulting
change. First, a data-led quantification, ethiciency-
directed planning, and science-based logic tor
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Marketing, for the first time,
actually has a chance to be
something far more than an
intrusion into peoples’ lives.

b

creative development. Second, the development
of a hierarchical, matrixed bureaucracy
managing brands.

These streams combined into a cesspool of
cultural stagnation. Decision-making became
top-down.

Of course, science-based hygiene marketing
worked well in the initial growth phases
of sectors such as FMCG, colas, telecom,
and automotive. But, apart from some “pop
psychology’ added into the mix, by and large, it
was devoid of any input from the humanities.

Numerical analysis, outcome-based modelling,
and gradual incrementalism became the
prescribed norm.

These orthodox success
models were imbibed
by young, starry-eyed
marketing trainees and
generations of these
‘indoctrinated’ managers
rose to authority turther
perpetuating endless repetition. More of the
same, in reality, became a sort of dogma, though
never enshrined as such.

Fatigue was lauded as consistency and dull
advertising was excused as being efficient.

MBA marketers dominated corporations.
These people were often, competitively speaking,
the brightest. With their right qualifications and

credentials came dominance and clout. From

clout came access to capital. Therefore, new
acquisitions and tunding for growth also followed
the norm.

Entrenched MBA marketers could buy
attention, salience, and mindshare via massive
investments in media. The supporting ecosystem,
namely, market research, advertising, and public
relations also perpetuated the method. Slick
charts, glossy cover stories, and intluential
seminars acclaimed their success.

Then the ground began to shake. The world
started changing, The pace of this change was
unprecedented. The late 1970s was the watershed

INDIAN MANAGEMENT DECEMBER 2019

year. Then began the deluge with the rise of the
Internet era.

Now, the world is difterent from any time in
the past in terms of content. The moment you
open your mouth as an individual, as a brand,
or as a business, you risk being washed away
in a flood of noise and clamour. Millions of
commercial messages are blasted every day and
round the clock.

Marketing, for the first time, actually has
a chance to be something far more than an
intrusion into peoples’ lives. The problem is
that the marketing establishment has just too
many lazy, bad habits it needs to break out of to
get there.

This audience-powered success can happen
only if marketers sell beyond the product. We,
as marketers, must start to live the story and to
tell the story we live. The problem is: we have

inherited the practices of an industry, which is

spoiled by television and other overused, rate-

carded channels and platforms. These paid media

outlets have lulled us into a sense of creative

lethargy. They have dominated marketing for
almost an unbroken century and this model is
now dramatically withering away. The entire
infrastructure that surrounds marketing is still

c'_eeply invested in that broadcast model. Even

though, we are living that shift to peer-to-peer,
earned media, the problem is few of us have truly
begun to grasp what it means in its entirety. This
is worse as you go up the marketing hierarchy,
where wiltul selt-delusion prevails.

Very few corporations have a setup to provide
for audience-powered success.

In today’s world, there is message fatigue,
clogged inboxes, and a cacophony on television.

Therefore, it marketing has to be socially
esteemed, it has to be owned by the community
and it is best that it originates from the
community. Brands have to have core ideas,
which are powerful, resonant, and resilient,
and to be able to put them in a storyline. Brand
narratives have to make themselves wear clothes



Marketing is the language
through which corporations

of a story, character, contflict,

and plot. Only after that

can they hope for the best.
speak to the wor!d, and | C3F ormene, Hreg welll b
therefore marketing carries transmitted, bruised, and
tremendous clout. battered. They will live

Shubhranshu
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Head of Brand and
Marketing, Royal
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or die according to how
appealing they are. But that is the point. One
cannot be a broadcaster hoping for passive
consumers. One needs to be a storyteller, sitting
amidst a large group of people who are not
passive consumers, but partners.

People who tell and believe the same stories
basically hold the same values, because belief in
a story is about the value system, and belief is
beyond rationality. So, the reason why consumers
can relate to a brand at a universal level is
because in our experiences of the world—our
basic emotions, our engagement with the
world—there is a certain sense of a global human
community when things are shared.

These stories are shared, therefore the values
are shared, theretore the worldview is shared,
and that is why social media communities are
important and build brands.

The fate of our world is being written in
marketing campaigns.

More than half of the world’s largest
economies are not sovereign nations, but in fact
corporations. Marketing is the language through
which corporations speak to the world, and
therefore marketing carries tremendous clout.
The most serious threats we face—climate
change, resource depletion, species loss—are
crises of overconsumption, and these stories
must, therefore, make the change that we want to
see the world undergo.

Marketers know that the traditional ways will
not work. So, it is suddenly a case of evolve or
die. The good news is that the audience needs us
as much as we need them. People everywhere
are looking for ways to make sense of the rapidly
changing world around them.

An era of inspired marketing has dawned. The
all-powerful marketer—controller of the earlier
world—has no place here now.m

Views expressed are personal ..
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T'he power of breaking out of the ‘safety zone’ in business—why women

should seize it.

ANTOINETTE DALE HENDERSON, AUTHOR, POWER UP

DIVERSITY

Fair play

hat is your
relationship
to power?
Do you ever
teel like you
have not been
able to reach
your tull potential at work, whether at the start
of your career, as a manager, running your own
business, or sitting on the board? Have you ever
felt held back by wobbly confidence, an inability
to articulate your thoughts when it counts, a
need to please, and be liked? How about outside
of work? Have there been times when someone
has taken advantage of you or maybe just not
given you the respect you deserve?
In over 25 years of working in global
organisations, I have had the privilege to meet

thousands of incredible women. And what

has struck me is how hard many of them have
found it to command respect and have their
voice heard, irrespective of seniority. I wonder
whether you might relate to some of my clients’
stories here.

There was Dee, who blushed head-to-toe every
time she had to stand up and speak in front of
people, caused by being made to teel that she
was not worth listening to from an early age.
And Ally, who despite her first in English and
huge ambition, was frequently in tears because a
bullying boss had lett her confidence shattered.
And Nadia, whose opinions always came out as
a selt-deprecating joke, and who often tound
herselt being talked over in the boardroom.

There was the unassuming Jade, who was
mortified that she could never stand up for
herself when other people took credit for her
oreat work. Marcia, who would sit quietly and
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We are harnessing our go along with what was being
power, challenging said in meetings, even when

’ .
disparity and sexism in its sne proloundly disagreed. And
many forms, and forging every time her manager
ahead In professions that made a innuendo. These are

were previously dominated just a small sample of the
by men many stories I have heard

the way Lola’s skin crawled

of women struggling to teel
truly empowered.

It is not only at work that women find
themselves boxed in by society’s narrow
definition of how they should be. Only this
morning, I was shocked that a car salesman
directed all his patter to my husband, oblivious to
the fact that fifty per cent of the buying decision
would be mine. Last week, I witnessed a bright .
and articulate daughter being mansplained by her Antoinet te Lat lenderson

well—meaning father and a waiter automatically ' b S , j
handjng the menu to the only man on a table
of women.

And yet, we keep hearing that this is a

great time to be a woman. Since 2017—post and sexism in its many forms, and forging ahead
#MeToo, post-Weinstein and the ensuing in professions that were previously dominated
avalanche of public declarations—the world has by men. Whether or not you call yourself a
changed and women are finding their voice. We feminist, it is hard not to be cheered by women
are harnessing our power, challenging disparity speaking openly about their challenges and

© Shutterstock.com
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Whether or not you call
yourself a feminist,

it is hard not to be
cheered by women
speaking openly about
their challenges and
gradually bringing
about change in
significant areas like
sexual harassment
and gender parity.

oradually bringing about change
in significant areas like sexual
harassment and gender parity.

But sadly, change is not happening
as fast as you might think. Across the
UK—and the world—women still
struggle to gain leadership roles in
most industries. A report published
in July 2019 revealed that, despite
government-backed initiatives, 14
companies in the FTSE 350 still
have no women or have just one
on the board. This is undoubtedly
one of the causes of the UK’s
glaring gender pay gap. In 2018, the

European Commission published a report which

showed that women are underrepresented in

decision-making positions in politics, and they

still earn on average 16 per cent less in business

than men across the European Union. So in this,

and many other ways, true equality is still a far-

ot geal on a dim and distant horizon.
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Power: why do we need it?

[f you think back over your life, when have you
felt at your most powertul, it at all? For some, it
is when they have fought hard to accomplish a
challenging task, or summoned inner reserves to
have their voice heard, whether that is standing
up to a bully, asking someone to give up their seat
on the bus or delivering a presentation to a large
audience. For others, feeling powerful comes
from being in a group, maybe when they are out
with friends or working as a team. Some feel at
their most powertul when they are feel physically
fit and mentally agile. For others, the idea of
being powertul feels entirely alien, a quality
harnessed by stronger beings.

There are many reasons why exercising your
full range of powers could be highly beneficial.
There will be times when we find it easy to get
our own way. But there are also times where
we teel powerless to act, tongue-tied, gagged,

or held back by some invisible torce. And
there are other times when we are triggered
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DIVERSITY

and experience an uncontrollable upsurge of
power, flipping our lid and doing or saying
something that we later regret or capitulate to
the avalanche of emotion through an explosion
of tears. Sound familiar?

As the old saying goes, ‘It you always do what
you have always done, you will always get what
you always got; if you want something ditterent,
you need to do something different’. In this
way, the most influential people are those with
the flexibility to choose their response to the
different situations and people they come into
contact with, and as a result, become powertul in

a variety of ways.

The safety zone

Unlike men, who have traditionally been
conditioned to release an upsurge of emotion
in a physical way, channelling that energy into
an act of defiance or decisiveness, women
will often remain in the safety zone, where

they cannot cause offence or rattle anyone’s

cage, suppressing any emotions that could be
perceived as ugly or unteminine.

[t is in that satety zone that we find the highly
powerful, but undervalued qualities such as

persuasiveness, diplomacy, and emotional

intelligence that are so often associated with
women: asking rather than telling, collaborating
rather than steamrolling. But it is also here that
we find the feelings of being tongue-tied, the

‘what ifs’ and the limiting beliefs that prevent
us from moving forward, holding us in place as
firmly as a clamped car.

Anger suppressed has to find a way out
somehow, however much we try to hide it. This
is why passive-aggression, so often a temale trait,
often backfires, leaving us teeling frustrated and
misunderstood and others walking on eggshells,
suspecting something is wrong but not really
understanding what or why.

If you look at the expression of power,
the whole range serves us at some point.
Persuasiveness has its place, as do kindness and
compassion. Both sexes are more eftective and

useful in the Workp]ace if they exercise ‘softer’

skills when they are called for. But neither end ot
the spectrum is ideal. Power is vital for growth
and innovation to occur, so it can be a torce

for good. But too hard and uncompromising is
overbearing, while too soft is a pushover. It is in
the middle that we find assertiveness, the kind of
power that is the most eftective of all.

Antoinette Dale
Henderson is a

women’s leadership
expert and author,
Power Up: The
smart womans
guide to unleashing
her potential

tock.com
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Given the prevailing slowdown in India, corporates, MSME:s, and startups should
rise to the occasion with greater survival instinct and emerge more competitive.

STRATEGY

DR RAJENDRA K SINHA, IFIM BUSINESS SCHOOL

Fighting the slump

ad times have to be looked

upon by companies as a

guide to becoming fit in a

competitive environment,

an opportunity for

reorganisation and toning

up efficiency. There are
several lessons one can learn from earlier periods
of recession.

During the 2008 global financial crisis, Nettlix
innovated and changed its strategy to acquire
more customers through the less costly mode of
entertainment—yvideo streaming—to consumers
vis-a-vis expensive cable and satellite TV services.
[t managed to attract three million more
subscribers by the end of 2009, and its stock
price rose by 57 per cent. During the slumping
economy, Amazon continued to innovate, most
notably with new Kindle products, resulting in its

sales growth rising by 28 per cent in 2009.

Managing marketing/advertising spends

Aa a popular saying goes, "When times are

good you should advertise. When times are bad
you must advertise’. Under desperation, when
marketers tend to cut back their ad spends during
recession, the brand loses its ‘share of mind’ with
consumers, potentially losing not only present,

but also tuture sales.

w

During the 1990-91 recession, Pizza Hut and

Taco Bell took advantage of McDonald’s decision
to drop its advertising and promotion budget.

As a result, Pizza Hut increased sales by 61 per
cent, Taco Bell sales grew by 40 per cent, and
McDonald’s sales declined by 28 per cent.

Where should the focus lie in an atmosphere
of low consumer spending
Product innovations with emphasis on new
design, more functionality, and cost eftectiveness
will attract people to spend even during a
recession. Consumers look for value for money.
Apple launched the iPhone during the US
financial crisis, and other digital giants of today
began disrupting the market around
that time.

Reducing existing product prices to push sales
is not a sustainable strategy. The better option
is to offer add-ons without giving up the price
point. Even offering expensive products on a pay-
as-you-use basis, to save immediate expenses of

customers, could work out.

Laying off talent during a recession
Companies that shed workers lose the time
invested in training them as well as their
networks of relationships and knowledge about

how to get work done. LayoFfs may bring short-
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term productivity as fewer workers have to
perform the same amount of work. However,
this increase comes with costs—as quality and
safety sutter, besides innovations declining. A
study of one Fortune 500 tech firm done at
Harvard Business School discovered that after

the firm cut its staff by 15 per cent, the number
of new inventions it produced fell 24 per cent.

Companies tend to prioritise short-term
financial gains of layofts over the long-term
investment during recession. But the focus should
rather be on channelising employees for building
a new customer base and innovating low-cost

products and services.

Recession affects MSMEs differently than
large corporations

MSME:s could be the vulnerable ones due

to their limited resources. Those engaged in
manufacturing or services of basic products or
services of day-to-day common needs—whose
demand remain stable, may sustain. The ones
engaged in luxury items, may feel the pinch
when the demand is low. For MSMEs, their
operating cycles could be elongated, which
will impact their margins. The factors aftecting
the cycle under subdued market demand

DECEMBER 2019
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could be delay in receivables payments as well
as non-takeoft of their products by buyers.
MSME:s should look upon all possible ways to
reduce their operational expenses and maintain
comfortable cash flows, through incentivisation

of timely receivables payments.

Impact of recession on startups

Obviously, investors or VCs will become more

risk-averse during recession and invest only in
those startups which are already making a profit.
Theretore, startups need to be careful about
improving their cash flow, and work under a lean
structure aimed at reducing overhead cost and
enhancing profit. Pruning down expenses on
sales and marketing could have a negative impact

on customer services or Sales.

Motivating employees amid fears of layoffs
and salary cuts
Layofts lower morale and create feelings of
distrust toward management. Employee energy
and focus go elsewhere, resulting in a significant
negative impact on their productivity.

Tough economic times have an overriding
need for experienced, loyal, and enthusiastic

employees to work in cohesive teams which



During a recession,
employees will be
required to work outside
their area of expertise.
Organising training
programmes for them
to perform other jobs
will ensure that they
can multitask with
confidence and more
flexibility.

can beat the bitter competition.
Entrusting employees with more
responsibilities and taking their
Input on critical matters are
powerful motivating strategies.
[nviting inspirational speakers
with successtul track records
during a slump can prove helptul
in boosting employee morale.

Importance of reskilling even in
the midst of budget cuts
During a recession, employees
will be required to work outside

their area of expertise. Organising

training programmes for them to perform other

jobs will ensure that they can multitask with

confidence and more ﬂexibility.

An out-of-the-box approach has worked

STRATEGY

for many in previous phases of recession. In
2013, AT&T decided to retrain all surplus
100,000 workers. After 18 months of their

training programme'’s inception, the company

had decreased its product development cycle
time by 40 per cent and accelerated its time to
revenue by 32 per cent. Since then, its revenue
has increased by 27 per cent, and in 2017,
AT&T even made it to Fortune’s 100 Best
Companies, for the first time.

World Bank President observed that the
recent slowdown in India’s economic growth
is temporary and is an aberration mainly due
to temporary disruptions. The respite is that
the FDI equity inflows rose 28 per cent in

the first quarter of FY19-20 to $16.3 billion
from $12.7 billion in FY18-19. Tiding over
the recession will be a litmus test tor Indian

corporates and industries.m
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Houw to be a facilitative leader, and run effective, innovative teams.

he concept of cooperation
amongst humans is not
new. We have had to learn
how to best coordinate
and work together for
millennia, and have
succeeded—we have
pulled off phenomenal large-scale endeavours,

succeeded in designing and building complex

physical structures such as the Great Pyramids,
the Acropolis, or the viaducts of Rome,
undertaken the massive command and control
operations involved in wartfare, the list goes on.
But, it is one thing to commandeer armies and
build structures, it is another thing to engage in
purely intellectual collaboration that nevertheless
demonstrably works—or does not. That is

the kind of challenge many leaders face today
in terms of large-scale software development
and implementation.

Creating pure ideas and turning them into
code to invisibly run thousands or millions of
interlocking instructions is an altogether difterent
kind of human endeavour that has only been

on our radar, let alone feasible, within the last

MICHAEL K LEVINE, AUTHOR, PEOPLE OVER PROCESS

LEADERSHIP

People first, always

fitty years. It understandably requires a difterent
approach to leadership; another kind of discipline
for leaders. In part, it is the intangibility of the
objective that poses a challenge—get a hundred
or more people to assemble complex ideas into
an invisible machine that enables transactions,
controls operations, and makes decisions. But
that is where we are. And the key is how we lead
these efforts.

Having spent my career doing large-scale,
high-impact technology management for major
US institutions, I saw how leadership can best
take on those impacttul projects that require
large teams and multiple organisations. The

crux is that people have to be the focus. No

matter the technology—{rom early time-sharing
systems located on mainframes to public cloud-
based multichannel solutions—the real leverage
points and challenges are the people, and not the
technology. It takes a leader who can eftectively
lead teams of people to deliver valuable solutions;
and to enable teams within larger organisations
to succeed.

One approach—what I call “Facilitative
Leadership for Agility’—is best able to unleash
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Teams must work in a
way that gets the best
input from all members,
and drives understanding
and commitment around
common goals, schedules,
methods, and decisions/
directions of all kinds.
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potentially large groups of highly intelligent,
experienced, and diverse people to most
successtully deliver outstanding results. This
model also uses not just one figurehead, but the
power and effectiveness of multiple facilitative
leaders—particularly in the critical arenas

of development, testing, deployment, user
experience, and programme management. But all
work along the same critical tracks.

The facilitative leadership triangle

The Facilitative Leader for Agility structure, in
essence, is a triangle that draws on three specific
elements to succeed—rigour, alignhment, and
ethiciency (RAE). This is an
entirely different style of
leading than many of the labels
in use today—such as the
process enforcing leader, the
directive leader, or the risk
managing leader—mnone of
which work very eftectively
in the field of agile software
development. Facilitative
leadership works where these
other leadership models

will fail, as it harnesses the
RAE model to combine good decision-making,
common approaches and goals, and does not
waste time within the right framework for
discussion, testing, and accomplishment. To
elaborate:

Rigour

Rigour comes first. It is primus inter pares (first
among equals). In dealing with the uncertainties
driving agile adaptive process control, there are
many crucial decisions to be made. Rigour means
clearly defining each decision, gathering and
taking into account facts, thoroughly considering
options, and making clear decisions. Without
rigour, alignment has to be command-driven.
And efficiency in pursuit of decision reached
without rigour is just doing the wrong things
more quickly.
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Alignment

Teams must work in a way that gets the best input
from all members, and drives understanding and
commitment around common goals, schedules,
methods, and decisions/directions of all kinds.
In this new process of invisibly coditying ideas,
perhaps dozens or more team members make
many decisions every day that are ditficult, if not
impossible to control. How do we get everyone'’s
head in the game, draw out the best in each

team member, and gain strong alignment on the
way ahead?

Efficiency

In its simplest form, this means respecting
people’s time as a valuable commodity not to

be wasted, and that goes for all team members.
From creating a meeting agenda to establishing

a standard format for decision documents to
holding in-person meetings instead of meetings

by phone, there are proven techniques to drive
efficiency that can be learned and adopted. Above
all, driving the use of these techniques depends



Rigour means doing the on the stance of leadership. facilitating creativity, rigorous decision-making
right things, alignment Leadership should make it clear based on facts, and the efficient alignment of

that they are offended by wasting many viewpoints. And the truth is, this particular
means most of the . . . o .

S time, as it is also wasting energy, distinction is not sufficiently understood by many
team rowing In same resources, and brain space. leaders. The core obligation of a facilitative leader
direction, and efficiency Frameworks is getting “which is which’ right.
is about respecting These three elements rest on The structure of facilitative leadership in itselt
neople’s valuable time. frameworks'—conmder then? ad(:lresses aflapnv§ proce.ss control. Rigour means

the mechanisms through which doing the right things, alighment means most of
a leader facilitates a team to the team rowing in same direction, and efficiency

accomplish rigour, alignhment, and efficiency. is about respecting people’s valuable time. The
Imagine a framework as a virtual scattolding on frameworks include some common tools to
which team members can hang ideas, confident enable all of this to work. It is really just common
in the tlow of each idea towards etficient and sense: what kind of leadership, and what kind of
rigorous decisions, great software, and ultimate behaviour best suits this type of endeavour?
value provision. One more point to note is that in this model

Once teams get used to this approach, of facilitative leadership, there is plenty of leader
one can see a culture change, which leads to participation—as opposed to taking the scrum
outstanding results. And this is a solution not just approach to agile, in which the leader would sit
tor developing software, but also for tackling all back to allow the team to work on their own.
manner of situations that include and require new Here, the facilitative leader actively encourages
ideas, new tools, new people, and new problems, and enables quality decisions, makes sure that
all at scale. It is usetul to consider it in light of everyone's head is in the game and working
the difterences between manufacturing and new together, and that the process moves quickly,
product development; while manufacturing calls efficiently, and smoothly. It is the essence of
for ‘predictive process control’—standardisation putting people over process—and will unlock
and continuous improvement—new product the ability of your teams to create the most
development is something else. Developing new valuable solutions.m
products calls for “adaptive process control’—
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Hiring should be never be a rushed affair. Look for those who can
strengthen your cultural core.

COLIN D ELLIS. AUTHOR. CULTURE FIX HR

Theright it

rganisations often
talk about hiring for
cultural fit, yet very
few of them know
how to do it well. This
is mostly because they
have not taken the
time to define their culture and, therefore, there
is nothing to hire against or fit into. Instead,
a standard set of questions, technical skills,
qualifications, and psychometric testing are used
in the hope that the right candidate lands in
their lap.

Where time, money, and effort have been
invested to define the organisational culture, it
is imperative to then use that definition to bring
in the kind of people who will contribute to it,
rather than hold it back.

The hiring process is not an exercise in finding
someone with a pulse to fill a position. It is an
opportunity to bring in an individual whose
values, intention, mindset, and ambition match
that of the organisation and will allow it to
continue its perpetual cultural journey. Quite
often, the most qualified technical person is not
the right person for the culture you have created.

However, it may take one, two, or seven

interviews to determine that. In order to

ensure that a force for good is added to the

organisational culture, time needs to be taken

to execute the hiring process well. That way,

the person fully understands what is expected

to fit into and contribute to the culture and
the environment in which the work gets
done. When the new hire meshes well with
these expectations, unnecessary performance

management time is avoided.

Case studies of how to hire for culture
successfully

Tony Hseih, CEO of the online shoe retailer
Zappos, once tamously said that he did not know
anything about shoes, but knew a lot about
creating workplace culture. Zappos has a very
well-defined recruitment and induction process,
which it calls The Zappos Family New Hire
Program. It is not a rubber-stamping probation
period, but a values fit assessment. Every new
hire, regardless of role or department, goes
through the four-week programme that combines
technical training and culture immersion. In

the end, the employee has a tull knowledge of
what the organisation stands for and how it does
business, and the organisation can assess the
mindset of the individual and how he or she can
contribute to Zappos’ values.

Zappos knows that its culture is not for
everyone. At the end of the four weeks it is
determined that, rather than continue working in
an environment where their values do not match,
a new hire can take a financial payment not to
join. For more cultures, that may seem like a

ridiculous idea, yet taking into consideration the

potential cultural degradation, reputation loss,
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To hire for cultural fit, it

Is critical to assess not
only an interviewee’s
technical skills, but also
how well the values,
emotional skills, and
aspirations complement
the organisation’s culture.

40

and use of management time

to performance manage people

makes perfect sense. It is part
of what the probation period is
meant to uncover. Instead of a
rubber-stamping exercise, it is
a values-fit assessment.

When hiring at Slack, CEO
Stewart Butterfield looks
for humility in a prospective
employee, and acknowledgement that luck
and circumstance have played a part in the job
prospect’s success. He also places great emphasis
on diversity: “If you don’t have people who come
from difterent backgrounds and experiences,
you'll miss out on meeting the needs of groups
of customers.”

The four values at Elite SEM include: Love
what you do; circle of education; attitude
of gratitude; and strive for greatness. Ben
Kirshner, Elite SEM’s former CEO and now
Chairman of the Board at Tinuiti, said he is
very particular about who he brings into the
culture and one result is low staff turnover.
When hiring, interviews are based on the core
values. Using an example of having an attitude
of gratitude, he explained, “The hiring team
will ask candidates a lot of questions to gauge
how gratetul a candidate is- how much they
appreciate others and how much they give
back.” He will ask candidates to share the last
good deed they did for someone. If they are not
able to demonstrate that they live this value,
then they will not make it through.

[t organisations such as Zappos, Slack, and
Tinuiti hired people who did not share their
values, then their culture would become
stagnant very quickly as these people would

drag others down.

Just because they are qualified does not mean
they will fit

To hire for cultural fit, it is critical to assess

INDIAN MANAGEMENT DECEMBER 2019

who do not want to be there, it
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CULTURE

not only an interviewee’s technical skills, but
also how well the values, emotional skills, and
aspirations complement the organisation’s
culture. While their skills may get their foot
in the door, it is their values and emotional
intelligence that should win them the job.

To uncover those attributes that can enhance
company culture, apply these hiring strategies:
m Use the organisation’s vision statement

as a hiring tool. Part of defining company

culture is creating an inspirational statement
of intent that generates the impetus for
moving beyond the status quo. The vision
statement can also become a tool for hiring

as you determine whether the individual

will improve the organisation’s chances of

achieving its vision. People are often attracted

to cultures based on their aspirations. It is a

great way to check that potential employees

share the same dreams and understand the
agreed-upon ways of working together to
realise them.

m Look beyond a candidate’s skills.



The aim of the

While skills may get them an interview, the

candidates’ emotional intelligence should be

a determining factor in who gets the job. That

means the interview should be structured to
ensure that emotional intelligence
is something you uncover. One
valuable question to ask is, “Tell me

Interviewing process Is about your biggest failure.” Being

able to admit fallibility is important
to separate those that y P
' llaborative environment

nderstand what th Hato ‘
Ungerstans whial tey Also, the best candidates will share
stand for from those how they have adapted or changed
who just want a job from the experience.
and will say want they m Tailor questions to find
think the interviewer out a person’s values. The aim

wants to hear.
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of the interviewing process is to

separate those that understand

what they stand for from those
who just want a job and will say want they
think the interviewer wants to hear. In many
instances, the values and the way that they are
lived within the organisation are what attract
particular job candidates. Their beliet system
matches that of the culture they want to join.
Ask candidates to describe their values and
how they live them on a day-to-day basis.
Include questions around how the candidate

would apply the organisational values and
remain resilient in stressful situations.

m Explore fundamental attributes. While
the organisation is hiring for a particular
position, approach the process with the
perspective that people’s skills and their jobs

may change, but that the fundamental base

attributes of how they may approach their

work and the world around them will likely
remain the same. How those people treat
their coworkers, vendors, and customers will
not change over time as they evolve within
the organisations.

m Investigate personality fit. Understand
the personalities and skill sets that you
already have onboard. Once you know your
team, and you have collectively developed
your defined culture, you can look for
someone with the right values, personality,
and skills to fill the gaps.

Hiring any member of staft, regardless of
whether they are permanent or contract, should
not be rushed. If you do not want to undermine
the culture that you have, then it is important to
take the time to find someone who will add to

it. Those people will fit like a glove.m
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Beyond just disseminating knowledge, bschools can become holistic
learning centres to create leaders.

ABINASH PANDA, MDI GURGAON EDUCATION

Arole to play

he corporate world today a skill and a behaviour that exhibits that skill.
needs real leaders—those Critics argue that becoming a leader is not about
who can mobilise resources acquiring knowledge and skills.
and help organisations deal In reality, leadership is essentially a social
with adaptive challenges behaviour, which requires an individual
to confront the new to be self-aware, knowing one’s life goals
realities and succeed against besides understating and relating to followers
competition. Leaders may not have answers to in a meaningful way. It requires one to be
all the challenges of today, which are unique and contextually intelligent.
different from the past. Their expertise may not Studies on leadership have revealed that
be enough to deal with these problems, and they executives learn to lead through experiences.
need to rely on the collective intelligence of the [t is an on-going process of reflection on those
oroup. Having desirable leadership skills—ability experiences to distil insights that inform future
to visualise, persuasively communicate, motivate practice. Hence, it is argued that those who
the team—may not be enough; individuals in aspire to lead, gain precious little by removing
leadership positions need to use these skills to themselves from the ‘real world’ of practice.
mobilise followers to collectively solve problems. Hence, business schools are ill-equipped to teach
Business schools are expected to groom such leadership.
leaders, and thereby contribute to society at On the other hand, votaries of business schools
large. In fact, leadership courses are now a part of argue that there is immense value in business
nearly every major business school’s curriculum education as a platform for leadership learning,
across the globe. because on-the-job assignments do not always
offer optimal conditions for individuals to draw
Can leadership be taught or learned? meaningful lessons from. In performance-
There is a debate on whether leadership can be obsessed organisations, learning takes the back
taught in business schools, given that it is both seat. Hence, this group believes that business
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Learning, for leadership,
lasts a lifetime. Business
schools, thus, have a
critical role to play in
developing the kind of
leaders today’s corporate

world needs.
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schools have a role to play in grooming leaders.
They offer an educational environment primarily
focused on learning.

Teaching entails imparting knowledge,
whereas learning is about acquiring insights
or knowledge. It is mostly believed that
leadership can be taught, though the approach
is a bit complex, because exercising or
practising leadership has both explicit and
tacit components. One can impart explicit
knowledge, which includes knowledge of the
steps necessary to develop a strategy and vision.

Threugh conceptual frameworks that enable

them to make sense of their experiences

and supportive, diverse

communities that assist them in

examining those experiences

from various angles, individuals

may learn more than they

would in the workplace.

They may also gain access to

opportunities to lead that they

would not have otherwise.
However, at times it

1S required to empower

employees to take the desired

actions. One needs to engage different employees
difterently by paying personalised attention,
taking into consideration their motives and
capabilities, to gain commitment to a strategy
and vision. There are tacit components of
empowering employees—building relationships
and demonstrating confidence, but with humility.
Some of these need to be conveyed through
experiential teaching, through case discussions,
and by on-the-job learning, such as an internship.
R Gopalakrishnan, former Executive Director,
Tata Sons, in his book When the Penny Drops,
argues that leadership skills are not easy to teach.
We should also keep in mind the fact that
leaders are not the finished product of any
single institution. Learning, for leadership,
lasts a lifetime. Business schools, thus, have a
critical role to play in developing the kind of

DECEMBER 2019

leaders today’s corporate world needs. Teaching

leadership, in fact, requires a different approach.
Let us shift our attention to how business
schools can best contribute to students’
ongoing development as leaders, which
essentially requires helping them acquire
requisite knowledge and skills, stimulate
personal reflection and clarification, facilitate
understanding of, and connection with,
communities that may affect and be affected by

their leadership, and, most importantly, reinforce

the habit of life—long learning.

How business schools contribute to the
grooming of leaders

Stanford Graduate Business School (SGBS) strives
to inculcate leadership qualities amongst its MBA
students by creating a context where students
solicit and offer feedback to their peer groups
and encourage them to introspect and reflect on
it. The fundamental assumption on which it is
based is that effective leaders are essentially good

learners. SGBS also organised a day—long The
Executive Challenge learning event, in which

over 200 alumni visited the campus and engaged

in substantive role-plays with the students in
order to challenge their leadership skills.

Leadership development programs in London
Business School are designed to develop
visionary leaders capable of influencing change.
This is achieved by oftering an opportunity
to participants to become self-aware by
assessing and analysing their own strengths
and weaknesses. It also helps the participants
understand and articulate their life goals.

The approach adopted by Wharton Business
School to teach leadership is a bit difterent.
Betore the MBA program starts, it forms learning
groups. Each group has five to six students, usually
from different career tracks and international

dackgreunds.The learning groups are expected

to work Close]y over the first semester. The idea
is to recreate a business team in which leadershjp

skills are developed by working together, oftering



EDUCATION

Participants must

be encouraged and
given opportunities to
exchange experiences
and perspectives
through authentic and
meaningful debate and
dialogue with others
having similar or
different experiences.

and soliciting feedback from each Such an approach helps participants to place

other, reflecting on mistakes, themselves in a particular situation, create and
and so on. Such learning groups evaluate various options to take a decision, or
help participants improve self- solve a problem. Debate and discussion help
awareness by working on the participants to draw relevant leadership insights.
feedback received from [n a way, the classroom becomes a ‘learning
their peers. laboratory’. The facilitator has a critical role to
Harvard Business School play in this learning process.
leverages the case study method to
Teaching to help participants learn leadership:
my take

While teaching leadership in business schools,

develop leadership skills amongst
its participants. It is assumed that
placing MBA students in the role
of the decision-maker in any one the facilitator must leverage the classroom as
case is the best way for them to a leadership laboratory—simulating real-lite
acquire the kind of leadership skills required to organisational situations in the classroom.
succeed when it is time for them to assume this This can be achieved by judiciously selecting
responsibility in real life. an appropriate teaching case. The participants

All these approaches to teach leadership have should be encouraged to think as people in

certain common features: those real situations. They should be encouraged
m Each approach focuses on developing to engage themselves in debates and discussions,
awareness and understanding—Dboth of besides offering and seeking teedback from
oneself and of those with whom one interacts other participants.
with regularly Peer feedback triggers introspection and
m The andragogy employed tocuses on reflection amongst the participants. Learning
encouraging this understanding through happens when one introspects and critically
hands-on, experiential learning—Dbe it reflects with an open mind. Participants must be
through case study working, learning groups, encouraged and given opportunities to exchange
or opportunities to reflect on strengths and experiences and perspectives through authentic
weaknesses to gain new insights for the future and meaningful debate and dialogue with others

Management Development Institute (MDI), having similar or different experiences. Such

Gurgaon, which has mandated itselt to groom

thought leaders and ‘change masters’, offers

a number of courses on leadership such as
leading teams and organisations, leadership and
managerial effectiveness, coaching, mentoring,
and counselling, and so on. The andragogy used
is case study in conjunction with theoretical
and conceptual inputs. The case discussion in

the classroom revolves around three reflective

an approach is key to developing awareness of
self and others. Face-time inside the classroom,
hence, should be better utilised by conducting
interaction, and debate—the Socratic foundation
of powerful learning. Possessing knowledge is not
good enough; participants must know how to
apply that knowledge to achieve results.

Students learn a few salient leadership lessons

outside the classroom by participating in various

ABOUT THE AUTHOR _ : .l : :
y questions: competitions, being part of various governance
SRS SR (a) What do you want to do in this situation? committees and organising events, and so on.
Associate Professor, _ _ _
Organizational (b) Why do you do it? Faculty members, as mentors, should guide them
gehavic}r, MUl (c) What concerns do you have with your own to reflect on such experiences to help them learn
urgaon.
R plan of action? leadership lessons.i
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One more generation—a highly optimistic and purpose-driven Gen Z—is
entering the workforce. Leaders should take care to address their needs too.

KUNAL SEN, KORN FERRY

/. quotient

s Gen Z (born 1997-
2010) enters the
workforce, a new

Korn Ferry survey of
professionals of all ages
conducted in August
2019 examines how the

next generation in the worjgplace is bringing

plenty of optimism, a lot of purpose, and less
stress than millennials (born 1982-1996). Our
recent survey indicates that, in contrast to their
millennial predecessors, the newest generation
in the workplace—those born between 1997
and 2010—are making a good impression on
their colleagues.

Nearly two-thirds of respondents (60 per cent)
say Gen Z is more optimistic about the future. A
slight majority (53 per cent) say that Gen Z will
bring more motivation to the workplace than

FMPLOYEE
ENGAGEMENT

millennials, and more than halt (54 per cent)
believe that members of Gen Z will place more
emphasis on whether their work has purpose.
Interestingly, stress levels were seen as a major
difterentiator between the two generations. More

than two-thirds (67 per cent) of respondents say

millennials are more stressed in the workplace
than Gen Z, 58 per cent say millennials are
more motivated by salary/compensation, and 65
per cent say millennials are more motivated by
moving up quickly in their careers.

Survey respondents were split on which
generation values work-life balance more and

which generation will be easier to work with.

Ages and stages
Of course, many of these views may simply

reflect the different stages of life that members
of the two generations are experiencing. Older
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As against their global
counterparts, Indian
millennials and Gen Zs are
very optimistic about the
economic and political/
social outlook and are
overall satisfied with their
lives.

millennials are now established

professionals, if not senior

leaders. They may be parents
or have other care-giving
responsibilities. Gen Z, on
the other hand, are new to
the worktorce and are excited
about beginnnig their career.
Another aspect influencing
these findings may be the

Changin g environmental

conditions that have Shaped their formative

experiences. While Gen Z have grown up

enjoying growth and prosperity over the last

decade, millennials came of age amid the

global financial crisis. Even if they did not

experience outright recession, millennials

started their working lives in a very different

business environment.

According to me, beliefs that members of

Gen Z are more optimistic may reflect the fact

that they are new to the professional workforce

and are ready to take on the world. However,

another aspect may be the environmental factors
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in their upbringing. We have seen nearly a
decade of prosperity, and that is what members
of Gen Z experienced in their formative years.
On the flip side, millennials are more influenced
by living through the Great Recession, when
many saw their parents lose their jobs as the

economy tanked.

India tops the charts
The Deloitte Global Millennial Survey 2019 finds
that there is greater optimism among Gen Z in
emerging nations and more subdued expectations
in developed countries where the bar may be
set higher. That is why countries such as Norway
and Finland, which are widely regarded as two of
the happiest places on earth, posted some of the
lowest scores, while countries like Nigeria were
extremely encouraged about a better future.
Deloitte’s survey shows that Indian millennials
and Gen Z are among the brightest spots when
compared to their global peers. Especially, in
mature markets, millennials and Gen Zs facing
continuous technological and societal disruption
are disillusioned with traditional institutions,

g 9
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sceptical of businesses’ motives, and pessimistic
about economic and social progress. Despite
global economic expansion and opportunity,
younger generations are wary about the world
and their place in it.

As against their global counterparts, Indian
millennials and Gen Zs are very optimistic about
the economic and political /social outlook and
are overall satished with their lives. As much
as 57 per cent of Gen Z in India expect the
country’s economic outlook to improve in the

next 12 months, significantly higher than the

global average.
The key for managers Maintaining the Gen Z
is to understand what momentum

There is no doubt that each new

motivates all employees

generation entering the workforce

to bring their best to brings its own unique attributes
their jobs every day and challenges. Working eftectively
and to create a culture in a mui.ti—generational workforce

means recognising these difterent

where all employees feel
supported and valued.

attributes and motivations and
engaging with them, rather than
dismissing them.

This means that leaders and organisations will
need to develop their policies and processes

to speak to the needs and motivations of each

generation, from Gen Z through to the oldest

members of the workforce. As a start, this means

for Gen Z:

m Onboarding for success: Design your
onboarding programme to tap into the
intrinsic motivation that Gen Z bring to the
workplace. Does it help young people to
visualise where that motivation can take them
within your business? Does it strike the right
balance in developing both what you want
them to do (the technical content of their
job) and how you want them to do it (the

iléul\?:;;;]eir?g behaviours you want them to use)?
Director, RPO and m Be clear about what you expect (and
Professional search, what you can offer in return): Attracting
Korn Ferry. .o :

- and retaining the right people (whether

from Gen Z or otherwise) relies on being

absolutely clear on what the job involves and
what you expect, as well as what you will
offer in return. For younger generations,

this increasingly means thinking about the
whole person—high salaries will always be
attractive, but Gen Z will also be thinking
about how a role can help them work towards

their purpose as well.

[ feel that each new generation entering the
workforce brings with it unique attributes
and challenges. So, the key for managers is to
understand what motivates employees to bring
their best to their jobs every day and to create

a culture where all employees teel supported
and valued.m
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What questions should leaders ask themselves for a transformational change
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cople often use mindset to refer A McKinsey & Company study found that

- to a core belief about oneselt. organizations that identity and address pervasive

- But the biggest lever for change mindsets at the outset are “four times more likely
goes beyond to succeed in organizational-

self-belief to a

fundamental shift

in how people
see and regard their connections
and obligations to others. The
mutual impact people have on
one another turns on whether
they have a selt-focused inward
mindset or an impact-focused
outward mindset. Adopting
an outward mindset unlocks a
whole new level ot collaboration,

innovation, and responsiveness

ARBINGER INS5T

ITUTE

o 1

among individuals, teams, and the L B S

organization itself.
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change efforts than are companies
that overlook this stage.” Leaders
are key to this effort: when they
shift to an outward mindset, they
naturally invite their organization
to tollow.

When an organization is
operating from an outward
mindset, the dynamic shifts
from individual to collective
results and from singular gain
to mutual reciprocity, resulting
in a far better and sustained
performance.

To jumpstart this



When an organization
IS operating from an

outward mindset,

the dynamic shifts

from individual to

transtormation, leaders should ask themselves
questions in four essential areas. Each plays a key
role in leadjng organjzational change:

1. Question your privilege

Ask yourselt questions about how leaders
position themselves in your organization. Do I
need that parking spot or corner otfice? Enlist
colleagues in this self-examination. Do we
segregate ourselves in different
cafeterias or more preferred parts
of the building? Can the perks we
enjoy be available to others? Can any
trappings of privilege be removed?
And: If we treat and pay ourselves
generously, are we as generous with
our employees?

collective results and

from singular gain to
mutual reciprocity,

resulting in a far

better and sustained

performance.

2. Consider the experiences

of others

How do the traditions and practices
in your organization affect the
experience of employees? Caretully
consider how they experience the

company. Do employees teel valued, understood,

and appreciated by leadership? What distinctions
in the workplace might trouble them or make
them feel less important?

3. Aim to collapse distinctions

Start to consider what adjustments might be
helptul, asking questions such as: What can we
do to help others understand how we value and
appreciate them? What can we do to more tully
understand others’ viewpoints and concerns?
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The power of an
outward mindset
lies in its ability to
generate the trust,
transparency and
cohesion that helps
people, teams, and
organizations grow
over the long term.

What trappings of
leadership currently exist
in the organization— and
which of these make good
business sense? Which of
these trappings do not
help the business? What
can we do to collapse

the distinctions between
leaders and others in

the organization?

4. Start to measure and reassess
Finally, consider how you will measure the

impact of these changes and continuously reassess

the distinctions that arise. What can we do to stay

more fully connected to employees?What can

we do to ensure that we collect and stay open to

feedback and suggestions from people at all levels

of the organization? How can we continuously
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check ourselves as leaders to make sure that we
are not letting unnecessary distinctions separate
us from others?

Asking these questions leads you to the
knowledge and understanding it takes to shift
to an outward mindset. Then you're equipped
to make a game plan and start the process of
changing mindsets in your organization. The
power of an outward mindset lies in its ability
to generate the trust, transparency and cohesion
that helps people, teams, and organizations grow
over the long term. Rather than being a quick fix,
it’s a total approach that gets to the heart of what
truly drives remarkable creativity
and performance.m

This extract is adapted from the book The Outward Mindset:
How to Change Lives and Transform Organizations by Jim Ferrell
and Mitch Warner, The Arbinger Institute and produced with
permission from Berrett-Koehler Publishers.

© Shutterstock.com
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Professional Certificate Programme in

Digital Marketing & Analytics

A Joint Skilled Based Certificate Programme from AIMA and Digital Vidya

Objectives Course Outline
e To update participants on the latest developments in the ~ ® Search Engine Optimisation (SEO)
field of Digital Marketing e JSearch Engine Marketing(SEM)
e To make the participants understand the fundamentals of e Social Media Marketing
Digital Marketing e Email Marketing
e Develop skills to drive innovation in Digital Marketing e Web Analytics
e o share the benefits and uses of Search Engine e Content Marketing
Optimisation and its significance . .
e Mobile Marketing

e Use of Google Analytics and other tools

o Use of Social Media Marketing in today’s global Programme Fee
environment T 36,000 + GST
Joint Certification Class Schedule
Professional Certificate in Digital Marketing and Analytics Online Weekend Programme: 3-4 hours (Saturday/Sunday)

For further details, please contact:
Ekta Nayyar, Programme Manager

AIMA-CME, 15, Link Road, Lajpat Nagar - lll, New Delhi-110024
Tel: +91-11-47673000 / 49868399 (Ext. 732) Email : enayyar@aima.in, Mobile: +91-9899056265
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Step Up

Author: Sailaja Manacha
Publisher: SAGE Publications India
Pvt Ltd

This book provides women
with the necessary tools to
become powertul leaders.
[t takes the reader through
commonly held beliefs that
women have of themselves
and others. This lends t
a different perspective to
look at the world ditterently

and make impacttul Changes

1CITN

in their protessional lives.
The book provides an
inside-out approach,
advocating powertul
practices that can create
eftective leadership—it

borrows from popular

frameworks such as
generative leadershjp and
transactional a,nalysis.

INDIAN MANAGEMENT <

Alchemy of Change:

Managing Transition
through Value-based
Leadership

Author: H N Arora, Rajan Sinha
Publisher: SAGE Publications India
Pvt Ltd

Empathic leadership, new
tools, and foundational
values together

create organisational
transformation. However,
not all change efforts

are successful. The book
introduces the Indian
Model of Change—
based on Indian values

of leadership, dialogue,
mutual respect, and goal
setting. Through real case
studies, it shows how

the nuances of the Indian
mindset can help you keep
pace with today’s fast-
changing world.
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Gap Selling: Getting the
Customer to Yes: How
Problem-Centric Selling
Increases Sales by
Changing Everything You
Know About Relationships,
Overcoming Objections,
Closing and Price

Authors: Keenan
Publisher: A Sales Guy Publishing

The book busts myths
that have been bothering

salespeople for decades.
Salespeople have embraced
tactics that have created
many of the problems they
face today such as long sales
cycles and price objections.
This book is designed

to raise the ‘sales IQ’ of
companies so that their
employees understand how

the game of sales works.

The Story Factor:
Inspiration, Influence, &
Persuasion through the Art
of Storytelling

Author: Annette Simmons
Publisher: Basic Books; reprint
edition

Whether you are
proposing a risky new
venture or trying to close
a deal, telling a story will
create a shared experience
with your listeners, which
will have profound results.
In this book, the author
makes a case for this
oldest and most powertul
tool of intluence. Being a
reprint edition, the book
now accounts for new
technology, social media,

and the role of stories
in the development of
civilisation.
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Champions

of change

Inspiring, Creating and Innovating

With a vision to be a leader in Management Development AIMA facilitates
individuals and organisations to realise their potential. And in its endeavour to
shape the management destiny of the new age India, AIMA has constituted
YOUNG LEADERS COUNCIL for young leaders. A non-lobbying platform to
mentorand nurture young leaders for the next wave transformation.

v T R

Thought Peer to Peer Professional Best Practice
Leadership Networking development Sharing

Be a Young Leaders Council
Member today!

For other information and membership please contact: Rajni Yadav - Assistant Director
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An ownership culture balances opportunity-seeking with accountability,
and stimulates more value creation over time.

GREG MILANO AND MICHAEL CHEW, FORTUNA ADVISORS

etting culture right is likely
to be as critical to long—
term success as anything a

CEO does. But too often,
talk of corporate culture is

filled with empty platitudes,
subjective buzzwords,

and meaningless warm fuzzies. In contrast, an

ownership culture fosters a result-oriented

environment, where the pursuit of opportunity

and acceptance of accountability rule the day.

An ownership culture better aligns the
motivations of employees and owners. An owner-

manager would not say, ‘that is not my job’, “it is

good enough’, or "we will worry about that next
year . But these types of sentiments can lead to
chronic underperformance, and are common
examples of the motivational gaps that often
result with employee-managers.

Owners have strong incentives to seek
performance Improvements since their success

is tied to that of the company. They are willing

ORGANISATIONAL
CULTURE

Culture drives
erformance

to pursue initiatives that are risky or take time

to pan out, when the reward seems worth the

risk. And owners care more about results than
variances to negotiated budgets. But in most
employee-led organisations, it does not matter
how much performance improves or declines, as
long as it was budgeted.

Indeed, these days many corporate leaders
are more concerned with avoiding failure than
creating value. In the wake of such shocking
scandals as Enron and Worldcom, this is perhaps
understandable. But many managers have
become so risk-averse that they pass up on
countless profitable investments. The fact is, in
many organisations, risk-taking can result in
punishment, and playing it sate may well be the
better choice. The problem is not the employee;
it is a culture that provides little incentive
for experimentation and innovation—and
potentially failure.

This leads to less investment, less growth, and

less value creation. As can be seen in

INDIAN MANAGEMENT DECEMBER 2019 hY



11.4% 11.9%

1996-2000

Growth investment as a
percentage of net income

Revenue growth

10.5%
26.6%

16.8%
12.2%

1996-2000  2001-2010  2011-2017 1996-2000 2001-2010  2011-2017

Figure 1: Growth investment drives revenue growth

Figure 1, since 2000, the proportion of net
income being invested in future growth has
dropped significantly, with revenue growth falling
in tandem—which should come as no surprise.
Contributing to this underinvestment is the
preoccupation of many executives with efficiency
and productivity, as indicated by percentage
measures like profit margin and return on capital.
Sometimes, managers are so concerned with
boosting such measures that they forgo good
investments that reduce profitability in the near
term, but may pay oft nicely over time. As
Figure 2 shows, aggregate margins and returns

have been drifting upward since 2000.

Operating profit margin Pretax return on capital

12.8% 17 29 17.6% 17.9%

2001-2010

2011-2017 1996-2000

2001-2010 2011-2017

Figure 2: Margins and returns drifting higher
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Predictably, this ‘high return, low growth’

mentality has not been rewarding for investors.
The S&P 500 Index delivered average annualised
returns of 18 per cent from 1996 through 2000,

but only 6 per cent since then.

Performance measurement informs
company culture
To gauge performance, many companies rely on
a ‘balanced scorecard’, chock-tull of quantitative
and qualitative measures with a nebulous
connection to value creation. When there are
too many measures involved, it is dithcult to
understand the implications of a decision or to
compare alternatives. What if half the metrics
improve and half decline?

But, for those companies focused more
on financial measures, there are two camps.
On one hand, a preoccupation with
improving return on capital can propagate a
culture of underinvestment and short-termism.

On the other hand, some companies operate
largely in thrall to top-line growth, or
EBITDA, which makes capital seem free and
encourages overinvestment.

But, there is a third way—a more balanced
path to value creation, in which growth and
returns are both factored in, much in the way
owners evaluate performance. Achieving this
critical balance was the inspiration for Residual
Cash Earnings (RCE), which tracks cash
earnings after taxes less the required return on
the gross investment in the business. RCE is an
adaptation of economic profit, a concept that

was popularised in the "90s during the heyday of

economic value added, or EVA. RCE improves
on EVA in that it is simpler and more intuitive for
managers to follow, and removes the bias against
new investment that EVA adopters tended to
suffer from.'

With EVA, new assets can seem overly
expensive but get cheaper and cheaper as they
depreciate away. Managers are thus encouraged
to underinvest and sweat old assets to boost



Employees that are
compensated for
iImprovements in RCE
are motivated to find the
optimal balance between
long-term growth and
current performance

to yield more value
creation over time.

d |
ABOUT THE AUTHOR

Greg Milano is
founder and Chief
Executive Officer,
Fortuna Advisors,
and author of the
forthcoming book,
Curing Corporate
Short-Termism.

the measure. But RCE removes
these distortions that are caused
by depreciation and other
accounting conventions. And

by doing so, RCE encourages
more good investment in the
future while holding managers
more accountable for delivering
adequate returns. As with owners,
employees that are compensated
for improvements in RCE are
motivated to find the optimal
balance between long-term growth and current
performance to yield more value creation

over time.

Decouple incentives from budgets and plans
With incomplete measures, like growth or rates
of return, companies must reset performance
targets each year based on plans or budgets, in
an attempt to calibrate them to the right level
of ditficulty. Unfortunately, this can corrupt the

ORGANISATIONAL
CULTURE

planning process by encouraging sandbagging
and overempbhasising the short term. After all,
next year is a new year, with new budgets that
managers can worry about later.

Unlike ROIC, EBITDA, and other common

performance metrics, RCE is a complete

measure. Our capital market research

demonstrates that the change in RCE relates

to total shareholder return (TSR) better

than EVA in all non-financial industries.” And

improvements in RCE have such a strong

relationship to TSR that we can steer clear of

budget-based targets and measure performance

directly against last year. It RCE rises, it is good;

it it declines, it is bad—simple as that.
Managers who used to spend valuable time

and effort negotiating targets will focus on

finding ways to improve RCE. And this unlocks
a stronger motivation to seek out innovative
and creative business ideas to fuel continuous
improvement, as we often find in entrepreneurs

and owners.
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Michael Chew
IS an associate,
Fortuna Advisors,
and edited the
forthcoming book,
Curing Corporate
Short-Termism.
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Training, education, and reinforcement
They say you can lead a horse to water, but
you cannot make it drink. We do not know
much about horses, but we do know that you
can implement new performance metrics and
business processes, and back them up with
supportive incentive programs—but it is still
hard to get managers and executives to change
their long-standing habits and behaviours.
Instilling an ownership culture is not just about
metrics and models; it is about changing
human behaviour.

So establishing an ownership culture requires
‘extensive’ communication and training on how
these principles should translate into behaviours
and actions. But even after a full day of training,
people tend to go back to their desks and do
what they have done before. It takes ‘constant’
reinforcement to overcome familiar habits and
conditioned behaviours.

But companies that embrace an ownership
culture tend to innovate better strategies and
products, improve execution, and deliver more
profit and cash flow.’ The transparency and
objectivity provided by RCE also tend to produce
happier employees, especially compared to how
they feel when surrounded by bureaucracy,
subjective performance evaluations, and
political gamesmanship.

¢+ DECEMBER 2019 +
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Managers within these companies are less
concerned with what their share price is next
week or next month, and are more tocused on
what they can do to build their share price in the
long run. And this all culminates in higher TSR,

higher compensation, and stronger job security.”
Like most things worth doing, embracing an
ownership culture requires considerable effort.
But it provides detensible competitive advantages
that can help attract and retain talent, and drive
more value creation over time.M

This article is adapted ﬁ'ﬂm the ﬁrrhmming book, Curing Corporate
Short-Termism. It also contains excerpts and figures previously
published in: Gregory V. Milano,“TheValue ff an Ownership Culture.”
Worldat Work Journal 28 (Third Quarter 2019).

References

1 Milano, Gregory V. “Postmodern Corporate Finance.” Journal of
Applied Corporate Finance 22(2): 48-59. Number 2, Spring 2010.
Viewed: May 20, 2019. http://fortuna-advisors.com/2010/07/12/
postmodern-corporate-finance/.

2 Milano, Gregory V. “Beyond EVA.” Journal of Applied Corporate
Finance 31, no. 3 (Summer 2019): 116-125.

3 Zook, Chris. 2016. “Founder-Led Companies Outperform the
Rest.” HBR.com, March 24. Viewed: June 3, 2019. https://hbr.
org/2016/03/founder-led-companies-outperform-the-rest-heres-
why.

4 Craig, William. 2017. “How Positive Employee Morale

Benefits Your Business.” Forbes.com, Aug. 29. Viewed: June 3,
2019. https://www.forbes.com/sites/williamcraig/2017/08/29/
how-positive-employee-morale-benefits-your-
business/#4c947c342549.



Subscribe Now!

v

- ..

ok o P Bl wEHE

g B
e i

rEan O

]

I-qﬂ Hm#

]
| =
e
.'.-l-\.llh.' ‘.FI E B
ol BEfe K7
£ | B
uilE

meSMa

B
m
i i A

K Shan

V1 Yes, | want to be world-class!

Print only

Tenure - SAVINGS %  Assured Gift

3 Years 20% 1 year subscription free

Cinthol Male Grooming Range
0
£ oo _ T worth 31225/
1Year 6 <600 <010 15% Set of KERFS Handkerchiefs
worth 390/
First name Last name
Emall ]
| _ 4 Easy ways to subscribe
Telephone no. (with STD code) Mobile no.
—_— ' Call on 022-2481 1010/1024 or WhatsApp ‘TSM' on 7045220995
Name of organization | | , o . .
_ | _ © Online at http://subscribe.spentamultimedia.com/the-smart-manager-magazine-print
Job title/designation o - ) e .
% Post the completed form to ‘Spenta Multimedia Pvt Ltd. = Subscription Department, Peninsula
Address 1 Spenta, Mathuradas Mill Compound, N. M. Joshi Marg, Lower Parel, Mumbai - 400013
Address 2 % Cheque/DD should be in a favor of The Smart Manager Media Pvt Ltd.
City Pin code % E-mail: subscribe@thesmartmanager.com, circulation@spentamultimedia.com
State Country
Subscriber ID (Only for renewals)
Cheque/[1DD/ L1 Cash : Cheque/DD No. Follow us Wi facebook.com/thesmartmanager

&) http://www.thesmartmanager.com/

Cheuqge dated Bank Name

TERMS & CONDITIONS: This offer supersedes all previous subscription offers « This offer is non-refundable, cannot be redeemed for cash and cannot be combined with any other offer « Issues are also available without this offer « This offer is valid only till stocks last = Please allow a delivery

period of 6-8 weeks (after remittance) for the first issue to reach you and a time period of 45 days for the dispatch of subscription gift (if any) = In case of non-receipt of the magazine copy, please inform the Subscription Department within 45 days of the issue date « Disputes, if any, will be
subjected to the exclusive jurisdiction of competent courts in Mumbai only « We will never disclose your personal information to companies not owned by Spenta Multimedia who want to market products or services to you, if you refuse to entertain any mail from companies not owned by us.

A Digital version of The Smart Manager is available on
www.magzter.com | www.readwhere.com | www.readly.com | www.ezinemart.com | www.jio.com/jiomags

O ASEIER S readwhere w3 Readly eZineMART o

L _ ] |- _hed Ty ] ™







It is the combined strength of diverse teams that can power disruptive innovation.

DR UPINDER DHAR AND DR SANTOSH DHAR_, SHRI
VAISHNAV VIDYAPEETH VISWAVIDYALAYA HR

A colle.ctive
narrative

early all worthwhile of individual effort is recognised while advocating
achievements in human that the hallmark of good leadership is building
history are the result of a and sustaining a winning team. Innovative and
team, which is why smart scalable team-building allows leaders to measure
firms in today’s society their team’s performance.
are increasingly turning Trust the team you have assembled and team
to teams to get business members will then own the success or failure
done. As technology continues to evolve and of your enterprise. Trust them to utilise their
reshape industries, teams have remained largely expertise and experience to make decisions and
unaffected by these technological advances. take calculated risks; they must teel autonomy
With so many changes in the workplace and the with decisive support. The Kurukshetra war is
growing importance of collaboration and remote the best example of eftective team work and
working, it has become clear that new tools team skills.
are necessary to enhance team performance.
Current development tools tend to focus on Empower teams for disruptive innovations
the individual, but the majority of work is the [nnovation is work rather than genius. It requires
product ot a coordinated team. The importance knowledge. It often requires ingenuity. And it
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Innovation is work rather
than genius. It requires
knowledge. It often
requires ingenuity. And it
requires focus. There are
clearly people who are
more talented innovators
than others, but their talent
lies in well-defined areas.

requires focus. There are Clearly

people who are more talented
innovators than others, but
their talent lies in well-defined
areas. Indeed, innovators rarely
work in more than one area.
For all his systematic innovative
accomplishments, Thomas
Edison worked only in the
electrical field. An innovator

in financial areas, Citibank

for example, is not likely to

embark on innovations in healthcare.

Innovation requires hard, focused, and

purposetul work. If diligence, persistence, and

commitment are lacking, talent, ingenuity,

and knowledge are of no avail, wrote Peter

Drucker in “The Innovative Enterprise’ (Harvard

Business Review). Science and technology form

an important basis for technological innovation,

and are eonsequently emphasised by innovation

stakeholders as a means of maintaining

continuous economic growth.

Strive for not just diversity of expertise but also

diversity of thought and experience. A theoretical

66 + INDIAN MANAGEMENT
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physicist thinks like a theoretical physicist, and

a fighter pilot thinks like a fighter pilot. Because
of their protessional upbringing, each attacks a
challenge from a different angle, with a different
lens. As a leader, the challenge is to know the
contributing background of each member of
the team. Even in a homogeneous team culture,
managers often defer to their superiors and even
to colleagues, leaving disagreements simmering
under the surface. Reinforcing such deference

is a set of cognitive biases that inhibit good

decision-making. A powertul one is groupthink,
which keeps people from voicing views that
might rock the boat. Often, members assume
that someone else will speak up, or they worry
that commenting will commit them to tasks
they would rather not perform. As a result,

they sit quietly without truly agreeing or even

participating, a pernicious effect known as social

loafing. Add up these and other biases, and many
groups succumb to the illusion of unanimity,
where silence or weak agreement masks conflict.
The goal should be not to eliminate such
conflict but rather to bring it out in the open,
through structured discussions designed to



Even when teams seem to
be aligned, they are often

divided in underlying ways.

Bringing those divisions to
the surface is the first step
In creating an enduring
alignment and a powerful,
new growth strategy.

expose the reasons behind
differing points of view.
Research shows that controlled
contlict can result in more
productive discussions. Also,
groups that are most successtul
at fending oft both groupthink
and heated arguments reduce
‘relationship contlict’, or
personal dislikes, while
gradually increasing “process

contlict’ (for example, examining the choices ot

leaders and how resources will be allocated). In

addition, they can maintain consistent levels of

‘task contlict’, such as debating how an objective
should be accomplished.

To encourage productive dialogue, a strategic

transformation team can identify disagreements

beforehand (using e-surveys) to make sure

that people are not taken by surprise, which

could disrupt discussions and make consensus

harder to attain. The team can be asked about

what the firm'’s strategic aspirations should be,

the potential of several growth ventures, the

impact of emerging technology, and the firm’s

ability to drive sustainable difterentiation in
the core business. Then, all the team members
can review the survey results, which can reveal
whether there have been misalighments as they
had expected, or less or more. This can create
curiosity about the exercise to come. Then

the step should be geared towards uncovering
misalignments in the team.

Disruptive change poses existential challenges
to leadership teams, raising foundational
questions about aspirations, identity, and the
very soul of a company. So it is no surprise that
teams struggle to reach a consensus on the path
to the future. This approach provides a novel
and practical roadmap for achieving leadership
alignment. It also offers tools for surfacing
misalignment, a process often fraught with
emotion. Even when teams seem to be aligned,
they are often divided in underlying ways.
Bringing those divisions to the surface is the first
step in creating an enduring alignment and a
powertul, new growth strategy.

Managing the talent agenda is a continuous
effort. It is just as important to get the right
people on the bus and in the right seats as it is to
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get the wrong people off it. The true competitive
advantage in any industry is found in the team,
not the product. It is in people, not things, and in
talent, not trademarks. True team work is about
shared purpose, determined success, and vested
interest. Sometimes, however, senior executives
are reluctant to participate in unconventional
activities. Occasionally, facilitators are met

with eye rolls, but more often the reaction is
mild puzzlement rather than fierce resistance.

[t has been found that a good way to get broad
buy-in is to first discuss the exercises with a

tew key people to get them on board, and then
ask them to help pull the others along. Having

the team members talk with executives from
other companies who have gone through the
experience is also helptul. And facilitators should
stress that the exercise is grounded in solid
behavioural and group dynamics research.
Sometimes it is necessary to simply ask
squeamish executives, “What have you got to
lose?” After all, what they are currently doing is

o

not Working. [he key to disruptive innovation

is found in building the right team—a team

that is assembled not for individual skills but for
diversity of thought. A truly diverse group that
is dedicated and focused can achieve greater
innovation than they could on their own. With
this logic, businesses can accelerate performance
beyond what was originally thought possible.
Every interaction makes an impression, either
positive or negative. Use each one to build the

team and ensure that each person knows how

vital he or she is to the organisation’s success.
Involve them in establishing organisational goals
at all levels. This confirms they are working
with you, not for you. Everything should be
collaboratively built and collectively executed. It
is not just a job where they earn a paycheck. Help
each person understand that he or she is part of
something bigger than him or her.

Leaders must give their undivided attention to
each team member they converse with and make

them feel like the most important person in the

DECEMBER 2019

organisation. As a leader, you must radiate your
true personal investment in all team members,

and in return, they will devote themselves even

more to drive accelerated success. Do you know
their spouse’s name or how many children they
have? Details matter. Be invested in their story

and focused in each situation.

To achieve revolutionary innovation, you must
empower your team. Although driven by goals
and timelines, each person can be intrinsically
motivated to do more, be more, and achieve
more than they ever thought possible. Once
people understand their value to the organisation,
a successtul leader must empower them to take
ownership of both successes and failures.

A McKinsey study found that 70 per cent of the
senior executives surveyed listed innovation as a
major concern. And no wonder they are worried.
Industries such as retail, financial services,
transportation, media, hospitality, education, and

healthcare are under the threat of disruption.
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As a leader, you must

radiate your true

personal investment in

all team members, and in
return, they will devote
themselves even more to
drive accelerated success.
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The press reports the decline
and demise of iconic companies
such as Kodak, Sears, Borders,
and Radio Shack and the risk

of disrupters such as Google,
Uber, Lytt, Amazon, SoFi, Warby
Parker, and Bloom Energy.

In the face of these seismic
shitts, Charles O’Reilly and
Andrew ] M Binns, in an article
in a recent issue of California Management Review,
stated that companies around the world have
embraced a variety of efforts to drive innovation,
including everything from setting up outposts
in Silicon Valley, to launching corporate venture
capital funds, to embracing design thinking and
the lean startup methodology, to open source
innovation. For example, a recent survey of
more than 100 companies found that 92 per cent
claimed to have some involvement with startups
as a way to access new technology.

Companies such as Ford, Hasbro, Tesco,
Verizon, and Qualcomm have tried to use
hackathons to unleash creativity. Others such as
IBM, General Motors, Marriott, SAP, Toshiba,
and General Electric, have invested heavily in
design thinking to help generate new ideas. Still
others, such as Nordstrom, Bosch, Procter &
Gamble, and Coca-Cola have implemented lean
startup programmes. Companies such as Lego,
Samsung, Lilly, and Cisco have tried using open
source innovation to spur new ideas.

Help to surface new ideas

The creation of a competitive economy demands

shifting from managerial approaches that are

oriented to the development of sustaining (or
evolutionary) innovations to those that are
oriented to the development of disruptive
(revolutionary) product, process, and business
model innovations. However, established
firms that have dedicated a significant amount
of their resources to maintain business as

usual and improve current technologies by

sustaining innovations have been less successtul
in identitying, developing, and commercialising
disruptive innovations. At the same time, Amir
Bahman Radnejad and Harrie Vredenburg,

in an article in a recent issue of Journal of
Engineering and Technology Management, argue
that new entrants have tewer restrictions
placed upon them such as not having an
established product and freedom to innovate,
thus providing the latitude required to develop
disruptive innovations.

The role of employees in innovation has
evolved substantially beyond suggestion boxes
to encompass online suggestion systems,
internal contests, and hackathons. For instance,
to encourage employees to suggest ideas,
Adobe provides employees with a starter kit for
suggesting new ideas, called Kickbox, including
instructions on how to develop an idea, a bar
of chocolate, and $1,000 in no-questions-asked
seed funding.

Mastercard employs a similar programme
called Ideabox. Another popular variant of
employee involvement is the hackathon—intense
idea-generation sessions for cross-functional
teams of employees. For example, Atlassian,

a maker of software development tools, has

a quarterly hackathon called Shiplt, involving
more than 800 people and 50 teams. These
have improved Atlassian’s customer service,
advertising campaigns, internal operations, and
even initiated new product development.

What is common across these approaches is
how they help to surface new ideas, either from
outside the company (open innovation, corporate
venture capital) or from within (design thinking,
employee involvement). Done well, they can
enhance creativity and, critically, in the case of
design thinking, focus idea generation on high-

value customer problems.ﬂﬂ
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Employee counselling will go a long way in helping organisations develop a bond
based on respect, trust, and empathy.

WORK-LIFE

DR PRAGYA MATHUR KUMAR, ARUNIMA ANKURAN INTEGRATION

A case for the
counsellor

uman was beginning to feel tired of
walking the tightrope, struggling to
strike a balance between her diverse
roles. Her excellent performance in
the organisation was instrumental
in paving the way for greater

responsibilities and a promotion.

At the same time, her two teenaged children

were Working on her nerves like never before.

Their future plans seemed nowhere in place.

She started having bouts of guiit and sleepless

nights. Did she do the right thing by pursuing a

career while her kids grew up in the day care?
As she stood at the threshold of the next level in

the organisational hierarchy, she found herselt

L

in a state of turmoil. Health issues began to

creep up and she found herself gulping pills

more frequently than ever betore. She began to

withdraw

Tom social events in a bid to reduce

the guilt o

F‘not having been a good parent’ and

started ﬁnding herself at the receiving end of

endless complaints at home. She wished there

was someone she could share her situation with,

but did not want to involve Coiieagues or a family

member. She was not looking for a solution. All

she wanted was a patient ear—a non-judgmental,
empathetic response that would help her think
more clearly. She had read an article about a new
initiative certain organisations were offering—
having a counsellor in the workplace to enhance
employee well-being. She wished her employers
would do the same. That was just what she
needed; someone who could help her to help
herselt without being judgmental. Someone

who understands the need of a person to vent
out emotions that build up while trying to deal
with an environment, which is threatening or
demanding. We live in an age of anxiety—+trom
small children who are struggling to cope with
absentee parents to professionals who constantly
find themselves in the middle of an exceedingly
competitive environment. The overwhelming
stressors employees have to deal with often
create an imbalance that is tough to correct. In
addition to the challenges on the domestic front,
the employee often has to deal with heavy trathc
while travelling, evasive targets, information
overload, dithicult co-workers, demanding boss—
the list seems unending. Technological advances

like the mobile phone and internet connectivity
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Even though counselling
services may not be the
perfect answer to all

the issues that impact
employee well-being,
they will surely create a
positive atmosphere.

have created a web that
entraps a person for extended
durations in his role at work.
24 /7 access and inability/
unwillingness to “switch-oft”
has started manifesting in cases
of burnout, mental health
issues, and even suicide. The
well-being of employees is a
burning issue and must be

given the place of importance it truly deserves.

Interventions for achieving work-life balance
As a diverse workforce is becoming a norm,

there are novel challenges that are emerging,

Expectations keep growing. Work-life balance

is being recognised by many organisations as

a goal that demands interventions/ initiatives

such as stress audit, clan culture, flat structure,

employee-friendly policies, gym and incentives

for healthy lifestyle, resonant leadership,

/2 + INDIAN MANAGEMENT + DECEMBER 2019 +

employee recognition, equity in appraisal,
relaxation training, employee counselling
services, peer support schemes, better job-
person fit. In the words of Rick Hughes, lead
advisor tor workplace at the British Association
for Counselling & Psychotherapy, “Workplace
counselling is an employee support intervention
that is usually short-term in nature and provides
an independent, specialist resource for people
working across all sectors and in all working
environments. Giving all employees access to a
free, confidential workplace counselling service
can potentially be viewed as part of an employer’s
duty of care.” Even though counselling services
may not be the perfect answer to all the issues
that impact employee well-being, they will surely
create a positive atmosphere. In a fast moving
world, skill sets become redundant and create a
training gap wherein employees must upgrade
their capabilities continuously. Managers teel the
need to develop leadership skills and become

© Shutterstock.com
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change drivers in their own organisations. The
changes in external and internal environment
of the organisation requires employees to have a
responsive and growth mindset. The scenario at
work and at home becomes a see-saw, wherein
employees often find themselves struggling, Is
there a way out? Indeed there is.

Research evidence supports the workplace
counselling initiative

There is a growing research-based evidence =~ | [ S
for the efhicacy of workplace counselling. A

2010 study by McLeod showed that workplace
Counselling inter ventions have been found to

reduce sickness absence rates

in organisations by as much as

Building bridges and 50 per cent. This fact clearly
stronger relationships demonstrates both the cost- for employee counselling services, which would
; effective nature of counselling be a boon to those who postpone professional
with the employees can L . . . .
_ and the positive impact it help because it is not readily available.
become much easier can have on an organisation’s
If organisations realise productivity. 1to1Help.net, Positive outcomes
that they do not hire a professional counselling There is evidence to show that workplace
just the hand but the company, conducted a study, counseuu}g leads to happier, m.ore secure, |
‘ ’ The Mental Health Status of and positive employees. I have interacted with
whole person’. Employees in Corporate India, in employees in different organisations and found
which over 6000 employees in a very enthusiastic response to the proposal of
different cities, across organisations voluntarily having a counsellor within the organisational
completed the depression scale. It found that one setting. Among the many benefits of this initiative,
out of every two employees in corporate India the psychological dimension is perhaps the most
shows signs of anxiety and depression. As much important one. Employee engagement and
as 80 per cent of the respondents, who exhibited commitment would be the positive outcomes. It
symptoms of anxiety and 55 per cent with would send a strong message that the organisation
symptoms of depression, were going through it not only seeks contribution from employees in
for over a year before seeking professional help. accelerating its own growth but also cares about
The study observed that the number of people their well-being.
who were at risk for suicidal behaviour went up In the future, workplace counselling will
tfrom 2.1 out of 10 (2008) to 8.21 (July 2016). become an important resource for organisations
These findings are alarming, They also point that wish to be on the fast track. Building bridges
toward the need for timely intervention to and stronger relationships with the employees
prevent escalation and mental health issues with can become much easier it organisations realise
reference to employees. Prolonged stress due to that they do not hire just the hand but the
personal and work contexts was also identified as ‘whole person’. Organisations need to focus on
a trigger for mental illness. There is a strong case developing a bond based on respect, trust, and
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In addition to their original empathy. Herb Kelleher, co-
training’ the workp|ace founder of Southwest Airlines,

counsellors would have to

believes, “Employees come first
and if employees are treated

develop an understanding right, they treat the outside
of how organisations world right. ..
function.
The time is right for
counsellors to be part of the
organisational system

y -
ABOUT THE AUTHOR

Dr Pragya Mathur
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There is a rather strong case for providing
benefits that make employees feel valued.

The time is right for organisations to provide
workplace counselling. They will have easy
access to a protessional who is trained to listen
attentively and help them improve the situation.
Studies have found that workplace counselling
contributed to significant improvements in most
attitude-to-work factors: skill use, job demand,
clarity, feeling valued, interpersonal contact,
competence, work spillover, adequacy of pay, and
job satistaction. Mental health issues can impact

74 INDIAN MANAGEMENT DECEMBER 2019
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performance at work by leading to absenteeism,
lower productivity, and poor interpersonal
relations. According to Dr Chaitanya Gulvady,
VP- HR Health Management, Siemens Limited,
the patient-to-psychiatrist ratio is low in Indjia,
and therefore a counselling service at the
workplace is a good idea. He feels, “If mental
disorders go undetected and unaddressed, it will
affect the morale, performance, and productivity
of the team, and ultimately the company
will suffer.”

[n addition to their original training, the
workplace counsellors would have to develop

an understanding of how organisations function.

They would have to fit in the shoes of a partner
who can provide psychological support and

help employees to manage stress and challenges
of protessional and personal life. Workplace
counselling is the need of the hour. Time for a
wakeup call; are the pilots of organisations of the

future listening?ﬂﬂ.



domus

India

since 1928, Domus has been considered the most prestigious international review of
developments and thinking in architecture, art and product design, as well as cities and
urbanism with a global readership of professionals, specialists and members of the general
public. The Indian edition — the first Domus exclusively in the English language —aims to record
and debate the latest architectural and artistic movements in India and the world through its
exciting content and rich visuals. Domus India carries reviews of architectural and design
projects as well as essays that are thought-provoking and engaging. Critical texts bring forth
issues and concerns central to architectural practice, along with the worlds of art, design,
history, culture and society in contemporary India.

[ ﬂ“‘ -
5 -

a 11/ October 2019/ Pages 116/ T§

e T

9/ lssue 2 | December 2019/ Pages 116/ 3200

S
T
1)
ad
i)
=
=

o oy

On 1-year
subscription

(ﬁc’ ?:Sizei/"@t)aﬁi%‘;{j) FOR SUBSCRIPTIONS, CONTACT

Feir CEidents Tel: +91-22-24811031 domussubscription@spentamultimedia.com

Save 35 % (INR 770)
(11 issues @ INR 1430)

Peninsula Spenta, Mathuradas Mills Compound, Senapati Bapat Marg, Lower Parel, Mumbai 400 013
Tel: 91-22-2481 1010 Email: ho@spentamultimedia.com Website: www.spentamultimedia.com

SPENTA

MULTIMEDIA

PVTLTD Publishing | Printing | Online | Events







Bitter pill

STUDY

Stress has become a constant companion at the workplace for most Qf us; it needs to be tackled

g%cti vely in order to keep negative g%cts at bay.Work-related stress and its ramg'ﬁ' cations in personal

life seem to have taken a toll in the case of this pharma company employee, Dharmendra Gupta.When

he started his career as a medical representative, his aspirations were high—nhe knew he was qualified

enough and had received the right kind Qf training at his company. He had high expectations from

his job too, and was confident he could easily convince any doctor to prescribe a particular medicine.

However, things turned out to be different. Faced with multiple demands—in his personal life as well

as on the office front—the initial enthusiasm and confidence petered out, and he is now finding it

dﬁcu]t to handle the situation.

he alarm on his mobile rang
again, and after putting
it on snooze for the third
time, Gupta finally got out
of bed. It was already 8:45
am, and he wondered if
he would miss the last bus

to Shahdol.

However, Gupta managed to board the
bus at 9:30 am. He was working as a medical

representative with Mumbai-based New Leo

Pharma, travelling to Shahdol as part of his job.

On his way, he started musing on the ten-day

induction training he had attended at L.onavala.

Hailing from the small town of Katni in Madhya

Pradesh, Gupta had thoroughly enjoyed the time

spent at the resort where it was conducted. T

#i%

trainers included not only product managers |

DUt

also doctors who explained the physiologica] and

functional aspects of the heart and the endocrine

system. The product managers offered insight
product knowledge and marketing.
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In the pharma industry,
we can survive either
on strong R&D or on
aggressive marketing.
We had no doubt about
our objectives since the
beginning and we have
focused on marketing.

The company had just
launched its cardio-endocrine
division for which 250 medical
representatives had been
recruited from across the
country. Managing Director
Sunil Raghav’s speech at the
training session resonated
in Gupta’s mind: “We are
one of the fastest growing
pharma companies, clocking
a CAGR of over 15 per cent against the industry
average of around 8 per cent. This has been made
possible on account of our strong foot soldiers
(the company’s sales force). In the pharma
industry, we can survive either on strong R&D
or on aggressive marketing. We had no doubt
about our objectives since the beginning and
we have focused on marketing, Sales has been
our forte and will continue to be so, as we
manufacture only 10 per cent of our product
portfolio and outsource in a big way. We utilise
all the tools available for marketing—sampling,
sales promotions, and other incentives—tor
growth. This is a noble profession and you are

lucky to have joined this company as we value

/8 + INDIAN MANAGEMENT + DECEMBER 2019 +

performance. Our incentive structure for
salespersons is second to none in the industry.
No doubt we are in a highly competitive industry,
but New Leo Pharma has carved a distinct place
for itself in the market. We are looked upon

as an aggressive player and you should have an
insatiable hunger for sales.” On the occasion, he
also distributed prizes for winners of the exit test
conducted at the end of the training. Gupta stood
first in the test, and this made him confident that
he would be able to not only achieve the sales
target but also exceed it easily.

However, on the very first day at work, he
was in for a shock. He went to meet Dr Prakash
Shukla, a renowned cardiologist in his native
Katni. After an over two-hour wait, he was
told there was an emergency and hence the
doctor had to leave. Gupta had to wait until
next week since the doctor would meet medical
representatives only on Wednesdays.

His daily experiences at work started to
diminish his level of confidence. He had always
thought he could convince any doctor about
the merits of any formulation. Once, while he
was talking about levothyroxine in detail, the
endocrinologist interrupted him to ask, “Have

© Shutterstock.com



He knew that he had
to deliver constantly in

terms of sales, to

in a highly competitive

industry. But now

achieving targets, which
he enjoyed earlier, was
starting to look difficult;
he felt caught in a rat

race for survival.

you recently joined this protession?” When
Dharmendra replied in the afhirmative, the

doctor continued, “T have experience of over
20 years and you will teach me which drug
to prescribe for which condition. Just tell me
the name of the brand and its composition.”
Gupta politely apologised, adding that he was
only trying to highlight the advantages of his
company's brand over its competitors.

The treatment meted out by medicine retailers
was no better, whom he had to visit frequently to
ensure the availability of his company’s products.
They were reluctant to stock the brand he offered
because New Leo Pharma had just launched the
products in the cardio/endocrine specialty. After
his maiden visit to the cardiologist in his home
town, Gupta had approached the retailer in the
vicinity and requested him to stock
the medicine for hypertension.

He was hopetul that the doctor
might prescribe the brand. But

the retailer bluntly asked, “Do you
think that the doctor will prescribe
your brand after your first visit?

thrive

There are multiple brands in each
category and it is not possible to
stock all brands. And we cannot
choose brands based on a medical
representative’s assumptions.”
Gupta replied, “It the doctor
prescribes my brand and the
customer says it is not available,
then he will stop prescribing it”.
“The scenario you are imagining is hypothetical,”
the retailer retorted. The other problem he faced
was that retailers demanded that they be given
samples meant for physicians in lieu of stocking
the medicines. Now, nearly four years into

the profession, Gupta had gotten used to such
situations. But he faced other problems too.

He had always enjoyed travelling, but now too
much travel was taking a toll. Gupta was on tour
for more than fifteen days in a month, and this
was causing much physical and mental fatigue.

© Shutterstock.com

The trip to Shahdol too was tiresome, as the road
was in a bad condition.

While Gupta was reminiscing about his early
days at work, his wite called to say that his
daughter’s class teacher enquired about him at
the parent-teacher meeting. She added that it
was the fourth time he had missed accompanying
her. Gupta was irritated; he said, “You should
have told her that [ was out of town and it is
not necessary that it should be attended by both
parents.” An altercation ensued and his wife
accused him of not accompanying her even to
social gatherings. She was right, he thought. It
is not that he always did not find time. He was
simply not interested any more, and most of the
time he was trying to avoid it.

After the phone call, Gupta slipped into his
thoughts again. He had not only stood first in
the exit test during the induction programme,
but had also received a handsome cash incentive
during the first year of the launch of his
company's division. Fresh from college and full of
zeal, he had surpassed targets by a good margin,
on a month-on-month basis. The company kept
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setting higher targets based on his performance,
and this demanded extra effort and energy. He
knew that he had to deliver constantly in terms ot
sales, to thrive in a highly competitive industry.
But now achieving targets, which he enjoyed
carlier, was starting to look difficult; he felt
caught in a rat race for survival.

The whole day, Gupta was in flashback mode,
pondering over his life, what he had imagined
it to be, and what it has turned out to be. His
wife now constantly complains of a change in

his personality too—f{rom having a pleasant

disposition to being irritable always. He too has
started to realise that he gets agitated over trivial

issues; earlier, such matters never impacted him

emotionally, and he could handle them with ease.

These days, constant thoughts about his job,
family relationship, and health keep bombarding

him all the time—restlessness and fear ruled

his mind, always. Last year, he was diagnosed

with hypertension and was, in fact, taking the
medicine which he himselt had promoted. He
remembered how he jokingly told his doctor,
who had prescribed the competitor’s brand,
“Doctor, whichever brand you may prescribe, I
am going to take my company’s as it is the source

of my bread.”

DECEMBER 2019

Now, it looks like there are no more lighter
moments in his life; he was mostly in a pensive
mood and this is affecting his relationships. One
of his friends, Anup, recently told him, “We
have been friends since childhood, but now I
notice a drastic change in you. Unlike earlier,
you cannot handle even harmless jokes cracked
on you. This is not just what I feel. Even others
are afraid even to talk to you as they are not
sure how will you react.”

Gupta remembered how self-confidence,
which was his forte, was gradually diminishing
and how he was confused even while taking
small decisions.

That night, before going to sleep, Gupta telt he
was trapped in a vicious cycle and something had
to be done about it. He remembered the words
of his friend Anup as well as similar statements
made by others. He felt he could not live lite
in this manner as it was impacting not only his
health, but his relationships too. He went to sleep

with a firm resolution to change the scenario.
What are the choices Gupta has in order to
grapple with stress? How can he strike a better

work-life balance?m



AlMA

ALL INDIA MANAGEMENT ASSOCIATION

Management
Movement

Networking opportunities with Indian and global corporate majors
Platform to interact with other members / thought leaders
Concessional rate for AIMA programmes
Complimentary membership of AIMA library
Affiliation to any one LMA
Free copies of 'Indian Management' and AIMA E-news
Representation on the AIMA Council of Management through election
My AIMA online portal services

So when are you connecting with us?

Be an AIMA Member Today !

Wwww.aima.in

Prabir Kumar Dash, Assistant Director-Membership,
All India Management Association, Management House, 14 Institutional Area, Lodhi Road, New Delhi - 110003

Tel: 011-24621323 (Direct), 24645100 Extn-535, Fax: 011-24626689 Email: member@aima.in







When facing an uncertain future, organisations should avoid going by gut instinct
and have a thoughtfully devised plan in place.

STRATEGY

DR GLEB TSIPURSKY, AUTHOR, THE TRUTH-SEEKER’S
HANDBOOK AND NEVER GO WITH YOUR GUT

['he best detence

t is nearing the end of the year, and
some organisations may be reflecting
on recent performance and wondering
how they strayed so far from their
strategic plan. What happened? But,
typical five-year strategic planning
forecasts are about as accurate as
throwing darts, blindfolded. Too often, strategic
plans are anything but strategic. The challenge is
to create a plan that actually works.

How can you accurately forecast in increasingly
unpredictable times? By not doing what so
many organisations do—making a plan based
on instinct. Going with your gut is the worst
way to craft a path forward for the next three to
five years. It nearly guarantees that you will fall
victim to cognitive bias—dangerous judgment
errors that can trap you on the wrong course.
For instance, you may resort to planning fallacy,
where you assume everything will go according
to plan; or optimism bias, where you are sure the
future will be brighter; or sunken costs, where,
despite red flags and mounting expenses, you
wind up throwing more money at projects that
you really should terminate instead.

When the time comes to gather everyone in a
room and create a strategic plan, avoid such traps
by following these 10 steps:

Establish scope and strategic goals.
Determine the scope and strategic goals of the

activity you will evaluate. Determine a clear

timeline—+from six months to five years—but
consider this: the longer the timeline, the
more forecasting deteriorates and the harder
it is to reach concrete goals. If you have a
longer time horizon, then be sure to

include additional resources, flexibility,

and resilience.

Gather your people.You want expertise over
excess—between six and ten people will ensure
a manageable discussion, whether it is people
relevant to the activity or representatives of the
stakeholders. Rather than picking higher-ups,
select those with true expertise in the activity
being evaluated. You need inputs on the various
attributes of a vision of the future, and then to
address the potential problems and opportunities
uncovered. You also need some people with the
power to make and commit to the decisions
reached during the exercise. Consider recruiting
an independent, outside facilitator to help guide
the exercise.

Explain the exercise. Explain the exercise to
everyone present by describing all the steps.

You want all participants on the same page about
the process.

Imagine the future. Envision the future you
anticipate if everything goes according to your
intuitive plan. What does it look like? What
resources will it require? Too many organisations
stop at this step—and that is where the blind
spots can creep 1n.
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Consider potential internal problems.

Now, we get into the critical phases, so do not

skimp on these steps. [Imagine what the future

would look like, if there were unanticipated

problems

internal to the business activity—

and they seriously undermined the outcome

you envision. Make a list of possible problems,

from lower to higher probability. Then ﬁgure

out the re

sources (money, time, social capital)

that you would needed to address these problems

if they arose.

For each alternative vision of the future,

evaluate t

percentag

ne likelihood of each problem as a

e, and multiply that likelihood by

the number of resources needed to address it.

Imagine what the future
would look like, if there
were unanticipated
problems internal to the
business activity—

and they seriously
undermined the outcome
you envision.

S4 + INDIAN MANAGEMENT

Try to convert the resources
into money if possible, in
order to have a single unit of
measurement. Then, consider
how to address these internal
problems in advance—how
much would it cost it you take
these steps? Finally, add up
the extra resources you would
need to tackle various possible
internal problems, and all the

steps you committed to taking

to address them in advance.

DECEMBER 2019
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e e
Avoid Business Disasters
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[t you are planning this out as a group, first
have everyone suggest problems anonymously,
and then discuss each scenario as a group. Come
up with resource amounts anonymously as well.
Lastly, average out the difterences between

amounts. The anonymity addresses groupthink



As you improve both
your team’s resilience
and flexibility, you are
also going to be better
prepared to seize further
opportunities as well.

Dr Gleb Tsipursky
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and allows people to safely share
possibly unpopular, even politically
dangerous, perspectives.
Consider potential external
problems. Take the same
approach, but addressing potential
problems external to the business
activity. These two steps will
oreatly increase the likelihood of a
more realistic assessment of your plan.

Focus on potential internal and external
opportunities. What would your anticipated
plan look like if unexpected opportunities
opened up, whether external or internal?
Consider the likelihood of each scenario and

the number of resources you would need to

take advantage of it. Again, if possible, convert
the resources into money to have a single unit

of measurement.

What steps could you take in advance to take
advantage of unexpected opportunities? Write
out how much you anticipate these steps might
cost. Then, add up all the extra resources and
steps that may be needed due to unexpected
opportunities, and commit to budgeting these

in order to take advantage of these potential
opportunities. Again, solicit suggestions of
oppor tunities anonymously, discuss each

as a group, arrive with resource amounts
anonymously, and average out the difterences.
Check for cognitive biases. Check for
potential cognitive biases that are either relevant
to you personally or to the organisation as a
whole, and adjust the resources and plans to
address them. Among these are loss aversion,
status quo bias, confirmation bias, attentional
bias, overconfidence, optimism or pessimism
bias, and halo and horns effects. As a team,
discuss these, and ask people to adjust resource
amounts anonymously. Then, average out

the differences.

Account for unknown unknowns. To
account for unknown unknowns—Black
Swans—add 40 per cent to your anticipated

resources. Consider ways to make your plans

more flexible and secure, despite your intuition.
(It your team is dubious about that additional
40 per cent, then remind them of the myriad
possible problems you have already discussed.)
Communicate and take next steps.
Communicate eftectively to organisational
stakeholders about the additional resources
needed. Then, take the next steps that were
decided during this exercise to address
unanticipated problems and take advantage

of opportunities by improving your plans and
reserving resources.

Repeating this exercise over the course of your
strategic plan will ensure that the plan is well
defended against any contingency, and that you
will be able to address any threats as they come
up. As you improve both your team’s resilience
and flexibility, you are also going to be better
prepared to seize further opportunities as well.
The result is a solid tuture outcome, and a well-
practiced approach to strategic planning that your
teams can rely on again and again .
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A diverse workforce can not only bring above-average profits to the organisation but
also help in value creation.

JAYATI ROY, BARCO INDIA

ORGANISATIONAL
CULTURE

Allin, all together

n organisation crafts
its growth through the
success of its employees,
and the first step
towards promoting
employee well-being is
to create a diverse and
inclusive workspace.

The concept of HR management was incepted
in the 19th century. The idea that workers need
to be suitably compensated, not just financially
but also at a more intrinsic level, torms the core
of the HR principle. In the past couple of years,
organisational strategies, C-suite discussions, and
annual reports have begun focusing on diversity
and inclusion in the workspace. According
to a 2018 Gallup report, diversity is “the full
spectrum of human differences’, including visible
traits like age, gender, disability, and ethnic
background, or invisible traits such as socio-
economic status, marital status, and
sexual orientation.

While talk of diversity is not new, the concept
has percolated deeply, with more individuals
and organisations speaking about feminism,
immigration, gender identity, and the gender

and racial pay gap. Many studies show that the

more diverse a workplace is, the more success it
achieves, and organisations are now looking to

learn about increasing and managing diversity.

The case for diversity

Diversity signifies accepting a multiplicity

of viewpoints and cultures—these propel
innovation, better decision-making, and
improved employee productivity and retention,
leading to enhanced customer service.
Considering the unique skill sets and capabilities
that diverse teams bring to a company, the
members can come together to share their
experience, creating something greater than the
sum of their parts.

There are several different motivating factors
when it comes to the adoption of diversity and
inclusivity strategies, financial performance
being among the major drivers. According to a
McKinsey analysis report, Why diversity matters,
15 per cent of employees are more likely to
outperform in a company that is gender-diverse
and about 35 per cent of workers are seen
outperforming in a company that values
ethnic diversity.

Talking in a purely financial manner, diversity

is pertinent because companies that invest in it
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and a cultural movement
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have better financial returns
than their national industrial
medians. Such diversity also
turns into the competitive
differentiator over a period
of time, ensuring higher
performances in due course.
Not only does diversity
foster well-being for all parties
involved, it also attracts top
talent and lowers attrition. Such companies also

develop a giebal mindset and cultural ﬂueney. [t

is a known fact that the inclusion of women at the
top levels of management has yielded
positive results.

While some companies might imbibe the
concept of diversity under pressure or because
they feel that it looks nice on paper, successtul
companies build it into their fabric right during
the inception of the business idea. Diversity is
not merely an enhancer to businesses but a way
of life, a mentality and a cultural movement that
respects and honours employees as equal citizens
and shareholders. It stems from a healthy respect
for all kinds of people and acknowledgement
of their difterences. Such a workspace keeps
personal inhibitions and apprehensions at bay,

while fostering stronger growth.

Building a work culture around trust and
diversity

It is necessary to nurture trust among employees
it the company is focused on creating a diverse
workspace. HR managers must firmly believe
that inclusion is the key and also understand

that while a quota-driven hiring goal may boost
diversity numbers, it will not automatically

create an inclusive culture.

Companies should focus on developing

a culture where every individual is able to

contribute :?ully and can advance their careers
regardless of their baekground. Organisations
should ask themselves questions such as:

m Have we ensured that we do not focus on one
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sub-category of individuals while looking for

the perfect fit?

m Are we cognisant of the diverse requirements
that individuals from different walks of life
may have?

m Have we created conditions that enable every
person to contribute in their own unique,
meaningtul way, while teeling sate and secure?
And, if there are any gaps, they should muster

the courage to admit their limitations and work

proactively to change it.

Once we ascertain that our organisation is
moving ahead with diversity and inclusivity
measures, it is important to step back and
assess how we can enable employees to be even
more efficient. As we go through the culture
rejuvenation journey, diversity should be
encouraged throughout the integration process.
The task should be motivated by the ambition to
move the company forward—even if it means
changing the protocols and processes where
required. This will create reassurance and trust

among colleagues And, to prompt such a culture,

the best method is to foster an open and inclusive

communication space at work.

Fostering diversity through calibrated efforts
[t is not enough to know what metrics make

a workspace diverse and inclusive. It is
imperative for workspaces to foster diversity
through calibrated efforts it they wish to remain
relevant. Here are some measures that are sure
to improve the diverseness and inclusivity at your
work place:

Equal opportunity employer: The company
should work towards being an equal opportunity
employer, with associates hailing from all

":)ackgrounds Working together. The company’s

:niring practices should talk about inclusion and

look at assimila‘:ing individuals with special
abilities and skills. Eftforts should be taken to

ensure that such individuals are assimilated well

within the team and provided eounselling and

developmental oppor tunities wherever required.



We exist in a deeply

connected and

globalised world, and
companies should

take advantage of the
opportunities created by
diverse leadership.
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Celebrating diverse occasions and days:
The company should celebrate and honour

their diverse associates by organising fun and
engagement activities on Special occasions and
days such as women's day, and pride week.
Organisations should encourage self-defence
lessons, parenting sessions, and special medical
sessions for their employees’
well-being.

Handling and preventing
harassment at work:
Companies should be strong
believers in the adoption of POSH
(Prevention of Sexual Harassment)
policies, and have a customised
policy for their diverse employees.
They should ensure a sate and
trustworthy environment that
allows associates to raise any

such issues, and aim for a ‘zero score’ in
harassment instances.

Creche facility: To foster better facilities for
employees, companies should provide inhouse
creches whereby associates can bring their

little ones along, This will ensure a stress-free
workspace for employees as their children are
nurtured holistically. Children of blue-collared
employees and management employees should
be treated equally to foster the true spirit

of inclusion.

Diversity-embedded work ethic

It is not an easy task to achieve greater diversity.
We exist in a deeply connected and globalised
world, and companies should take advantage of
the opportunities created by diverse leadership.

They should also take initiatives to create the

next level of leaders from the existing associates
by attracting, developing, mentoring, sponsoring,
and retaining talent. Failure in embracing
diversity and inclusion can cause loss of goodwill,
brand erosion, costly, burdensome lawsuits, and
accelerated employee turnover. The McKinsey
report states that companies that did not feature

ORGANISATIONAL
CULTURE

The three diversity metrics that all companies
should watch out for include:

- Are the company’s retention standards consistent
when it comes to women and minorities”

- Do different departments of the organisation
feature uniform diversity metrics?

- |s bias being created or perpetuated by
organisational practices, knowingly or unknowingly?

sufficient gender and ethnic/ cultural diversity
were 29 per cent less likely to achieve above-
average profitability.

Understanding the innate realities of your
associates is the key to developing meaningtul
inclusion in the workspace. While there are
difterent methods of ensuring you know
your employees, some of the tried and tested
techniques include survey assessments, focus
groups, and personal conversations, in a

non—judgmental and accepting environment. M
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