Chapter 3
Results, Findings and Discussion

Section 1: Results and Findings — Proving Hypothesis

1. Part A - The diagram presented below together with a brief description of each of the cultures

was administered to the respondents asking them to force rank the cultures.

Thereafter the reséarcher used forced ranking data to ask the respondents to rank each of the
cultures as per defined parameters. The sumx'nation’ and consequent average of all ranks put
~ together is shown below. That it is critical to introduce a ad&itional cultural definition, namely,
_ The Evolving Culture, in addition to the pre defined cultures was proven by the sample
respondents overwhelmingly ranking the Evolving Culture as Rank 1 meaning that there are
greater numbef of incidence of that culture existing in the organizations. Effectively the
respondents demonstrated the nee& to prioritize the different types of cultures, albeit, relevant to

their own context and identified the need to define an emerging culture.
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Part A -Mapping Cultures - Forced Rank

PartA  Types  Mapping Culture Ranks

Typer QOC Operator Culture
Type2 ECGC  Engineering Culture
Type3 XCGC  Executive Culture
Typed4 EVC Evolving Culture

Figure 21: Mapping Cultures - Forced Ranking Findings
The Emergence of the Evolving Culture

The findings above indicated the need to introduce the evolving culture. The evolving
organization values history and tradition. The origins of the organization; the aims and objectives
of the first owners and managers, and their philosophy and values; the regard in which these are
currently held; the ways in which they have developed. The promoters business philosophy, the
tales of the great grand fathers, stories of what happened on the same issue 20 years back and so
on. The organization is built upon stories that lasts over time and that is believed and revered by
people as important learning of the past. In the organization time is not an important
consideration, as it is perceived to be relative to the tasks and is managed appropriately as long as
basic human processes are followed. . Structure and hierarchy influence personal and professional

interactions, personal and professional ambitions and aspirations. Hierarchical and divisional
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relations and interactions influence the nature of performance, attention to achievement and the

value placed on achievements; this also applies to functional activities.

The organization emphasizes an appropriate management style that foster 1;3arning. The
organization focusés on learning environments that involves brings together intellect, knowledge,
systemic processes, personal mastery and role models. The climate is conducive and non
threatening to share successes and failures and is not a performance consideration. The
organization is driven by orientation to people, their actions, beliefs in tﬁe value of human good
and concerns. Driven by organizational energy to learn, self develop, perpetuate individualization
as they grow to compete. Structural effectiveness, procedural clarity, defined end states and
eventual success of people and the systems that lasts over time. There is a desire for internal and
| external energy to perform and focus on results. Driven by conscious endeavor to support a cause
that extends beyond commercial perspective in many situations. Focus on Mng people
productive through internal drivers without clarity on final goals and tasks. They identify with
organizational vision and values.: They have a work and off work identity that they cherish.
Emphasis on people pfoductivity t.hrough learning drivers on what can be done should be done.
Management style: The stance adopted by the organization in managing and supervising its
people; the stance requiréd by the people of managers and supervisofs; the general relationships
between people and organization and the nature of supérior—subordinate relations. The leadership
style and consequent front line managemeﬁf style towards its stakeholders, including employees,
the orgaﬁizational' priority towards external forces and the way to deal with such forces.
Managerial demnds, and the ways in which these are made, influence attitndes and behavior
valso'; Management style influences the general feelings of well being of everyone else, and sets

standards of attitudes and behavior as well as performance
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Focus on enterprise success on a holistic basis and dependent on people expertise. Focus on
organizational vision, vé.lues, phiiosophy and performanée. Action through policies, rewards,
interactive proceéses, job design making people an important consideration in organizational
issues. Action through making knowledge an important performance parameter. A;:tion through
making systems the critical consideration for organizational effectiveness. Action orientation
measured by appropriates planning, measured steps, building consensus and reasonable task
orientation. Action through making people subservient to systems and external stlmuh long term
organization growth, meaning profits, shareholder value meant people growth. .Léng term
cdmpetitive advantage through focus on performance empowerment. Orientation to buildﬁig an -
. enterprise that works through economics cycles without a major emphasis on revitalization or
renewal. Competitive advanta‘ge‘ seen as dominance and measures that sustain organizational
éompetitiveness. CEO Style in a context has been an important factor in studying the evolving
culture, This contributed significantly to culture discussions more than any other factor. Leaders
influence more directly than any other individual or group in culture. It comprises of their vision,
their personal beliefs, values, their: disposition towards business processes, the horizons that they
wish to achieve, their understan(iing and dimensioning growth factors and the finally their
ambition and goals towards their busineés purpose. They influence a set of values tﬁat helps
employees understand which actions are considered acceptable, desirable to the achievement of
the goal_s of the organization. Leadership provides the key point of identity for everyone else, and
from which people estabﬁsh their own perceptions of the organization’s general standards. These
factors tend to indicate a shift from a current state of corporate culture and leadership to a change
not visualized bqfore. Many-unknown variables are emerging into the corporate environment.
The emergence of a dominant human mind, economic liberalization bringing in competition and
world class as well as world scale actions to the home turf. Added to it is the changing behavioral
competencies, measures of performance, strong bottom line orientation and of course the way IT

and the Internet/world wide Web is changing the basics of running a business enterprise. All of
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these randomly studied discontinuities necessitate a close scrutiny and investigation of how
leaders in businéass orgaﬁizatioﬁs are coping with these radical changes. And, how, théir style in
tuin is impacﬁﬁé the culture. This is the context of the oréahization culture. Culture is formed
ffoﬁx thé collection of tradiﬁons, values, policies, beliefs and attitudes that prevail tixroughout the -

organization and the evolving culture has been no different.

2. Part B and C — The diagram presented below together with a brief description of each of the
organization and management models were administered to the respondents asking them to force

rank the different types of organizations and management models.

In these parts the r.esearcher asked the respondents to force rank 8 different organization models
divided into 2 paﬁs of 4 models each and forced ranked accordingly. Thereafter the researcher
attempted to correlate model 1 and model 2 using Spéarmen rank Correlation Method and prove
thét_ each of the models have its ﬁniqueness and have no correlation to one another 'when cross
compared with likely des;:riptions:for each organizational mode! type. Effectively this has proven
the éxistence of 8 different types c;f Organizational Model Types és they exist in the companies

researched.
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Figure: 22: Part B and Part C - Organization and Management Model Findings

The Researcher has defined the Organization and Management Models below as a part of

the Part B and Part C findings. Part B and Part C focused on four types of organizational

models as they impacted culture.

Part B - Organization Models Model - The 4 Cultures Part C - Organization Models

a. The Human Organization

b. The Learning
Organization

¢. The Institution

d. The Competing
Organization

The Operator Culture
The Executive Culture
The Engineering
Culture

The Evolving Culture

The Voluntary Organization
The Intellectual Organization
The Mechanistic
Organization

The Performing Organization
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Effectively 8 organization and management models have been identified as discerning features of
organizations ﬁough this research and as they impact organizations. These organization models
provide a framework for the research to comnect organizational culture to l;aadership and
particularly as the)} relate to organizations themselves. A finite definition of what do each of these

organization and management models means is explained below:

Al The Human Organization — This is the organization of people contrast with task, a human
enterprise with a concern for people, processes, and HRM and people building blocks, as was

evident in the samples studied.

The organization values history and tradition. Their orientation is to benab‘l’e history to be
cherished and continued. These organizations articulate theif cultures through people actions.
The orgMﬁon is built upon stories that lasts over time and that is believed and revered by
people as important learning of t?m past. Significant stories revolve around people actions and
concerns demonstrated through Iﬁedical, health, education and social support. Tﬁé leader is
remembered fof his/her gesture on a personal occasion of a member, There are strong and deep-
rooted beliefs on what can and cannot be done as far as people orientation is concerned. These
* organizations have detailed socialization programs. In the organization time is not an important
qonsideration, as it is perceived to be relative to the tasks and is managed appropriately asAlong as
basic human processes are followed. The organization is driveﬁ by orientation to people, their
aétions, beliefs in the value of human good and concerns. Focus on making people productive
through internal drivers without clarity on final goals and tasks. They identify with organizational
vision and values. They have a work and off work identity that they cherish. Action through

policies, rewards, interactive processes, job design making people an important consideration in
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organizaﬁonal issues. Long term organization gfowth, meaning profits, shareholder value meant

people growth.

B. The Learning Organization — This is an organization where people cherish and thrive on

learning and knowing.

A “learning organization;’ BIOWS By sharing collective knowledge gaihed through experience and
reflection (Senge; 1990). The cultivation of consciousness — the capacify to know - builds a
foundation for a learning organization. The érganization emphasizes an appropriate liianagement
style that foster learning. The organization focuses on learning environments that involves brings
together intellect, knowledge, systemic processes, personal mastery and role models. The climate
is conducive and non—’threateﬁing to share successes and failures and is not a performance
consideration.vDriven by organizational energy to learn, self dévelop; perpetuate individualization
as they-grow to compete. Focus on people productivity through leaming drivers on what cén be -
done éhould bé done. Action thrc;‘ugh making knowledge an important performance parameter.
Long term cpmpeﬁﬁve advantage through focus on performance empowerment. The
érganizational spirit is in its climate to facilitate belping one another through a process of
collaboration and consultative méchanisms. The members believe that their personal competitive
advantage is their knowledge and seck to achieve knowledge intensiveness through self-
development and personal learning -measures. The organizations sponsors iﬁnovation and
experimentation aﬁd demands employees to internalize their learning and convert it into an
explicit sharing system. The learning organization is the foundation of the HR Platform. This
organization embodies potential and competencies beyond the realm of staid corporations. These
organizaﬁons stand by a set of visions, values, beliefs and actions bat are consistent over time and
offer the opportunity for managerial members to see their work life as an extension of their life as

a whole. Here vision, values and actions does what it is intended to create and keep and is not left
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to itself as espoused statements and exhortation. People find security not in holding on what they
know but in sharing, interacting and letting go what they know in quest of learning more of what
they do not know. Learning organizations need a commitment and environment to develop, learn,
teach, communicate and tréin. Imagine an organization where people are only exg;ected todoa
job but are never iet out to train. Like a tennis player who never has the time to practice. Over
-time their performance capabilities will substantially diminish as their ability to think and do
innovative actions will subjugate and beaten down to a path of obsolescence and personal

boredom.

- C. The Institutional Organization — This is an organization where building for a long term

sustainable business model is more important than to deliver profits for the next quarter.

The organization believes in creating effective structures and hierarchies that provides clarity to
roles, responsibilities, tasks and actions. The knowledge emphasis in the institution is driven by
systems that over ride indiViduz%l initiative as long as the institutional norms are met. The
organization has effective communication channels, with and without boundaries, people enjoy
communicating.in'relation to business and tasks to be aécomplished. Driven by structural
effectiveness, procedural clarity, defined end states and eventual success of people and the
systems that lasts over time. Focus on enterprise success on a holistic basis and dependent on
people expertise. Action through making systems the critical coqsideration for ofganizational |
effectiveness. Long term orientation to building an enterprise that works through economics
cycles without a major emphasis on revitalization or renewal. Processes in these organizations
have become ever lastixig and are expected to help management tide over their problems by
relying on their time-tested processes. Leaders drive institutional interest as an important value
and ask members to §acriﬁce for the sake of the institution and look for rewards and benefits

beyond short-term expectation. Considerable degree of conservatism prevails in the culture.
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D. The Competing Organization — This is an organization that would drive to beat
competition, strive for excellence and build an organizational model that is robust,

competitive and bottom line driven.

The organization drives action through its orientation and emphasis to competition, performance
and goals focused energies. These organizations ask a price for their actions. Nothing comes for
free is the basic belief and they charge for all their actions, intended or otherwise. Their outlook
towards commerce is simply driven by shareholder wealth and to a considerable degree personal
gains and benefits. A leadership and manageﬁlent that pays attention to high performance lead the
organizatién. The organization believes in swift and effective communication, work long hours to
conclude tasks, people live at work, identify with winning and use all resources at one’s disposal
to accomplish §asks. Driven by the need for internal and extemal energy to perform a_hd focus on
resilts. Focus on organizational vision, values, philosophy and performance. Action through
makmg people subservient to syéfems and external stimuli. Long term corﬁpetitive advantage
seen as dominance and measures -that sustain organizational competitiveness. Corporate goals
focus would be dependent on a performance cycle rather than the traditional quarterly financial
reviews, Publicly quoted companies have the obligation of reporting ﬁonthly, quarterly results to
the investing public. Organizations have long since been lost to this requirement and have trapped
themselves into managing the last quarter performance to help .show an acceptablé balance sheet.
Income and expenditures are booked just around the quarter corner to position it for public
consumption. Government sectors and government run companies are notorious for maximizing
their expense budgets in the last quarter of the year just in case the budget for a similar expense is
not approved At.he next year. An emerging praétice would be to work goal cycles that are not
monthly or quarterly or a traditional Roman calendar based. Organizations should evaluate

performance cycles in terms of the work content, targets to be met and the optimum time required
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to achieve it. The balance sheet as a consequence would reflect a true performance of the tasks
completed, tasks on hand and the pending work content. A management accounting balance sheet
should be the norm for presentation, rather than an accounting balance sheet. Corporations would
then be forced to evaluate their performance on a virtual cycle. Strategic prioritization is also in
the realm of the intellectual managers of the modem era. It is possible to differentiate
prioritization and planning where there is an application of the mind. Formal plans would sustain
periodic reviews and dynamic shifts from stated plans and goals set at the beginning of the year.
No firm unadulterated plan would survive through the year unchanged. The CEQO’s priority would
be to be in touch with the environment and make changes as and when they are called for.
Strategic management would no longer be a one time formal activity but would on the contrary

become yet another specialization wherein consistent shift formalizations are programmed and

Cultural Impact on Organizational Models - |

implemented.

Figure 23: Cultural Impact on Organization and Management Model 1 Findings
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Figure: 24: Cultural Impact on Organization and Management Model 2 Findings

Cultural Impact on Organizational Models - 2

E. The Voluntary Organization - This organization consciously builds non-commercial

institutions that still drives performance and goal orientation, but with varying philosophies.

Driven by conscious endeavor to support a cause that extends beyond commercial perspective in
many situations. Focus through driving synergies of the people and process systems that integrate
organizational goals to an end objective. Action orientation measured by appropriates planning,
measured steps, building consensus and reasonable task orientation. Voluntary organizations seek
to serve a purpose that is enshrined in their business definitions. They exist with a big picture
perspective that is established in a context that builds lasting values, beliefs and organizational
way of life. These organizations do not wish away the realities of the environment and their

obligation towards the society that seek to service. Yet they build institutions that have business
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bottom line, financial focus, and systems to enable optimum utilization of assets and resources.
Long term goals to build sustainable business models that can seamlessly move from one

situation to another without a strong immediate task and performance pressure.

F. The Intellectual Organization — This is an organization where intellect gains 'preccdence
over other forms of organizational contribution. The primafy organization driver is the |

human mind and its use for a.commercial purpose.

Driven by the need to promote and perpetuate intellect as it determines individual and
organizational means and tasks and denies organizational members the time, space and
oppoxﬁmity to learn és things evolve. Preplanning is an important business consideration and
decision making a critical management tool. Focus on delivery through advancement of learning,
knowledge, skills but lacks need for attitudes and appropriate behavior to make things happen.
Action driven by nierciless meritocracy and rewards to processes and systems that goes beyond
hmnanl &ependence. Long Term sustainability only based on enhanced intellectual capital,
innovation and newness of things \done within and without the organization. Role stresses and
work load loop encountered by middle level managers would increase given pressure to perform
owing to a push factor from below from managers wanting early and substantive space to
contribute and grow. And a pull factor from the top where the top management is demanding on
time innovative peﬁom@ce. Péople do not wish to be told, controlled, directed, guided or led,
irrespective of our noble intentions. They would fundamentally like to bé left to themselves to
show initiative, make new products, redesign, change, create, add value, learn, reflect and make
their impact on the company bottom line. They would basically like to be liberated from the
corporate bureaucratic shackles. In fact important shifts and specified emphatic changes are
increasing on freedom, autonoxﬁy, responsibility, and the influence of employees at all levels are

happening across select organizations showing a clear trend.
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G. The Mechanistic Organization ~ These are organizations that are ritualistic and believe that

past has provided significant learning and future is an intelligent extrapolation of the past.

Driven by the succésses, stories, ﬁﬁals and processes that have proved in time that it works and
should be followed. Focus on building internal architectures, organic growth opportunities,
~ systems and processes that drives individual and team performance, Resents acquisitions, mergers
that takes it away from its current state of equilibrium. Action orientation is expected to be more
an outcome given smooth Working methods and competitive pressures built ‘within the
organizational framework. Long Term need to make teams work together to achieve group goals
that achieves today’s performance and tomorrow’s systems. Corporate structure and strategy
4 linkages are increasingly turning blurred and lacking in positional clarity owing to closer change
dynamics as it impacts the firm. iAs companies face change and the need to renew itself and get
ﬁghting fit, limited time will be available to work close strategy-structure work outs. The
organization has a degree of ritual%ﬁc fervor that over ride entreprenemfial initiative and strikes a

balance towards established norms, patterns, systems, frames of reference and CEO prerogative.

H. The Performing Organization — This organization is focused on end deliverables through:

means that may be sometimes questionable. .

Driven by business bottom line, financial focus and the need to achieve tasks and goals
established to bp accompiished. Focus on driving results through structure, style, roles,
benchmarks as it impacts organizational effectiveness making performance the only end
objective. Action to démonstrate what finally matters in the organization, the stakes involved and
reward and punishment that follows post action. Long Term destination treated as an end in itself

and pursuit of the goals set as non-negotiable and that it should be accepted and achieved by all
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internal stakeholders. To face competition over time and retaining a winning condition,
organizational competencies have to be identified and changed dynamically. This is inevitably
realistic identiﬁc;ation of what we can do best and having them implemented expeditiously are
both equally important. Oréanizations of tomorrow have to be in touch with their ;Jrganizational
| members and their'individual competencies to realize what can they do best and at a given point
of nme Summation of individual competencies determines the organizational compctcﬁcies. B
Making a five-year plan with current state of competencies is a true reflection of a company's
suicidal tendency. Kﬁowledge of the business as we ran it yesterday makes no méaning for
tomorrow. Competencies would radically shift from one stage of development to another
depending upon the stated position of the organization at a point in time. What was evaluated as
our source of strength may emerge to be our single largest weakness? There are examples of the
buggy whip syndrome where the company has lived on its cash cow of yesterday. Apple
- Computers, IBM mainframes or ICIL large frames are examples of once upon a time successful
competency. The launch of MSOffice in 1999 is an example of Microsoft answer to its

competition on the future of the office products in the window range.

The purpose of usingv the two models was to evalnate which best rrepre»sented The |
Intellectual Company as per the study. It was figured eventually that particular leadership
styles in a particular cultural context operate effectively in a particular organization and
management model. There is uniqueness and specialty about this aspect. This summarizes
the researcher’s position. All 8 leadership styles articulated in this research, all of the 8
organization am_l management models defined and the 4 cultural alternatives including the
one proposed by the researcher have been found to be of relevance in a particular context.
This has been demonstrated by detailing specific case studies that indicate how each of them

has a certain type of relevancé and applicability.
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1. It has been observed leadership style undergoing a change depending upon the type of
6rganization and its culture. (Example: Ganesh Natarajan, Vice Chairman and MD of Zenzar
Technologies in his current role versus that of his previous role in Aptech as the MD and

CEO).

2. It has been observed varying cultures that has influenced CEO’s to follow vai'ying leadership
styles depending upon their business and commercial cycles. (Example: Sanjay Lalbhai of the
Lalbhai Group from the times of prosperity to times of difficulty, the strong desire fo-ho‘ld on

to a value based culture despite commercial compulsions and poor value advisors).

3. Tt has been observed organization and management models undergoing radical transformation ‘
as business compulsions force leadership to relook at their organizational orientation.

(Example: Standard Chartered Bank through the Case Study articulated in the research).

3. Part D and E - The diagram presented below together with a brief description of each of the
leadership styles was administered to the respondents asking them to force rank the different

fypes of leadership styles.
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In these parts the researcher asked the respondents to force rank 8 different leadership styles
divided into 2 parts of 4 styles each and forced ranked accordingly. Thereafter the researcher

attempted to correlate model styles 1 and model styles 2 using Spearmen rank Correlation

Part D & E -Typing Leadership - Forced Rank

RitD Typing Leactadip RitE TypngLeacferSip  Rife Stmroy final F~k
TPSL Ftecple9rateg3 ) UVEL WferBcpr v e 2
2 TTS_ Teacher L 2 TSSL Sdertist 2 e
2 TEEL BLilcfer 2 2 TTeSL Technocrat 2 4 2
4TVSL Mscnay 1 t TEEL Diver 1 2
RanksD RanksE RanksD' RanksE d dA2 n
3 3 3 4 -1 1 4 Acceptance Region
4 2 4 25 15 225
2 2 2 25 0.5 0.25
1 1 1 1 0 0
35
rs= 0.65

IT = No corellation exists between the ranked data ofthe populations

H, = There is a correltion between ranked data ofthe populations

At 0.20 level of sigtilicance
critical values ofrs are 0.8

Hence accept Ho, that there is no correlation between the ranked data ofthe |

Figure 25: Part D and Part E - Typing Leadership Models 1 and 2 Findings

Method and prove that each of the leadership styles have its uniqueness and have no correlation

to one another when cross compared with likely descriptions for each leadership style type.
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Effectively this has proven the existence of 8 different types of leadership styles that were

existing in the companies researched.
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Figure: 26 Leadership Impact on Organization and Management Model 1 Findings

These are the findings from the Part D and E as well as the organizational scenarios for

leadership and its influence on organizational culture in the sample companies. Leadership

as it impacts cultural formation in the organization.

Part D - Leadership Styles

1
2.
3.
4

The People Strategist .

The Teacher
The Builder
The Visionary

Model - The 4 Cultures

The Operator Culture
e The Executive Culture
e The Engineering Culture
e The F.vnlvina Culture

®~ o o

Part E - Leadership Styles

The Manager
The Scientist
The Technocrat
The Driver
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The figure above provides a summarized version of the leadership styles broadly analyzed for the
purpose of this research project and also indicates ‘the culture and organization and management
model as it Wouid be prevalent in that company in relation to its culture and organization and
management model. The ;:ases detailed later in this chapter provide a bird’s ‘eye view of
organizational history, their dreams andb aspirations and identifiable indicators in relation to
culture, leadership and organization and management model. Each of the cases has been written
witﬁ varying perspectives to provide perspective aspects of the organizations studied. Effectively
organizations by themselves or for that matter culture and leadership by themselves strohgly need
inter connections and linkages to gain a meaningful appreciation of an organization, particularly
its culture. In the opinion of this researcher it is very desirable to understand these linkages to
help understand each of the three aspects of .this research study, namely, Leadership, Culture and
Organization and Management Model in its totality. And that studying one without a relevance to
the other fwo would perhaps be a lfttle myopic, although this statement would over time need

empirical validation in all fairness.

Effectively 8 specific leadershié styles have been identified as discerning featufes of .
organizaﬁons through this research and as they impact organizations. These leadership styles
provide a framework for the résearcﬁ to comnect organizational culture to organization and
fnanagcment models agd particularly as they relate to organizationé themselves. A finite

definition of what do each of these leadership styles mean is explained below:
1. The People Strategist

The CEO enableés the organization to change, manage people strategies and influence existence of
specific cultures. The leader emphasizes culture as an important aspect of organizational building

and believes in influencing people to shape cultures. The leader focuses on people practices,
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HRM activities, organizational climate and its conduciveness to performance. Driven need to
motivate and keep people in the right frame of mind to be productive and happy. Focus on
creating people oriented systems that enable a culture that brings individuals, teams and
organizations together. Action oriented to demonstrate by action that concern for people enables
organizations to perform above expectation. Long Term orientation to delivering value through
people development individualized tasks, creating an environment that is self-exhilarating.
Obtaining leadership commitment is a key element. The leadership has been of influence or
relevant in this context and have demonstrated commitment to an evolving cultural change. Some
level of leadership commitment is often apparent before the cultural analysis begins. It is not
uncommon, for example, for community or organizational leaders to sponsor the initial analysis.
It is also frequently true that deeper levels of leadership commitment are necessary to move the
organizations beyond contemplation. Leaders learn as they learn of an evolving culture. Leaders
identify drivers that influence their personal and professional disposition towards influencing

culture. Leaders determine to what degree would they influence culture

2. The Teacher

The leader mentors, coaches, teaches, builds other leaders, and enables work processes that make
work life easy for organizational members. The leader pays attention to building knowledge and
enables the organization to retain an open and invigorating mind to unknown environments. The
leader supports innovation as a necessary competitive condition to learn, sponsors risk-taking
behavior and drives people to fly into unknown territories. Driven by the need to make people,
processes and systems learn from one another, interact to make a meaningful whole and are
constantly seeking holistic behavior from organizational systems. Focus through clear policy
perspectives and on delivering intellectual and performance value that sponsors native instincts,

creative pursuits, feedback and review processes and encourages actions that facilitates results.
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Action oriented towards developing people competencies, ensures organizational competitiveness
is appropriately managed by right people and makes organizational goals subservient to
competency deVeiopment. Long Term vision to build an organizational that can culturally sustain
itself to renew, learn, contribute in varying life cycles and has adequate organizatic;nal energy to
grow with momenﬁun. Establishing a climate of cheer, enabling building blocks to commence,
evaluating need for corrections, improvement, course changes and growth are some of the
_ initiatives taken by the Teacher. With a positive outlook, people look for opportunities rather than
obstacles, strengths rather than weaknesses in one another. There is a general recogxﬁtion that

cultural and individual strengths will make it possible to improve upon current conditions
3. The Builder

The leader emphasizes teamwofk, enables interdependencies between functions, businesses,
technologies and the organization as a whole. Spends over 50% of time to manage employee
retentioﬁ and rewarding high perférmers. The leader provides a vital direction to restructure and
right size as situation demands, yet ;'etaining the option to break and build as deemed appropriate. ‘
Driven by encouraging things to be worked out, provides job clarity, coaches and rewards for
performance. Focus on building for the future through institutional processes, demanding systems
that connect organizational functions and works through structures that are streamlined, regulated
and planned. Action on'eﬁted through appropriateness of actions driveh by circumstance, enabling
learning to be documented, creates knowledge sharing atmosphere, drives decisions through
consensus and ta_kes meaningﬁll time to accomplish tasks. Long Term desire to make lasting
orgemizatidns that can stream through economic and business life cycles and does not have the
pressure to retain performance under all circumstance. Typical builder’s efforts adopt a
therapeutic model of change. They address problem behavior by focusing attention on the nc;eds,

history-and skills of the individual. They are personally driven by personal learning and mastery
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of skills and knowledge and teach skills in managing internal dialogues and belief systems. They |
adobt pleasure-based approaches by focusing on satisfying biological needs and on examining
inner feelings aﬁd motivations. Individual focused change initiatives play an impbrtant role in
culture building projects. It can help people develop social skills needed to woric with others.
Brings clarity aboﬁt personal goals and values makes it easier to commit to organiiational and
community goals and 'causesv Increased awareness about persohal strengths and styles. It fosters
individual initiative and creativity. Builder initiati_ves' present special challenges to culture
change préjects, Individual initiative is sometimes viewed as competing with culture change. The
most effective building programs engage peoplé in developing their own individual initiative
while finding or building supportive environments. The builder provides materiais and programs
that must frequently be reﬁsed to reestablish the link between personal and cultural change. They :
_ eventually help build an ability to relate to another through a better understanding of 'self and

learn to find ways to relate to the evolving culture and its impact of self, teams and organizations.
4, The Visionary

The leader is focused on the vision, practices values, emphasizes individual iﬁtellect as they
impact organizational goals, actively pérticipates in atfracting, retaining, and rewarding talent and
leads in times of crisis. The leader believes in competing in challenging environments by
preparing the organization in advance, sets meaningful goals and targets and competes fo
conquer. Driven by sharing strategic goals, communicates, shares values, distinctive 'concem for
inéividual sensitivity, empowerment, delegation, clear acéountability and demonstrated by
" examples. Focus on collaboration, business models that are appropriate and accepted by people
and goals that have béen worked to individual and organizational advantage. Action oriented to
make people believe in the overall good establishes concreteness to tasks to be accomplished.

Long Term priority to build organizational wealth, individual intellect, collective wisdom,
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sustainable business model and overall organizational effectiveness paranieters. In this
environment group mémbers share their common experiences with a given problem behavior or
experience. Gro'ﬁps play important roles in supporting individuals through difficult personal
changes. The Visionary’s iﬁtegration effort addresses the needs of ongoing social r;etworks such
as work team_sv, fﬁlies and friends. Unlike support groups, which tend to be time limited,
"natura"' social networks continue to provide support for years and sometimes for a lifetime. The -
leader’s efforts are designed to increase the quantity and improve the quality of support. Building
peer level interface thfough evolving culture adaptation programs that focus on goals tasks values
and beliefs. Manages personal motivation and inner energy to succeed given peer comparisons.
Acts as a successive hurdle to cope with resistance from self and‘ others and develop appropriate
coping mechanisms. Enables competitive spirit into group working situations. Mgkes the task of
the leader simpler given enhanced peer capability to understand for self and for others.
Monitoring progregs of cultural assimilation througﬁ peer focus groups that discusses on learning,
contribution, iséues, dgadlincs,and things to bé done. The leader eventually derives concrete
action goals. Visionary leaders égtablish a clear picture of the current situation, sets specific
méasurﬁbie objectives, commits vleaders. to a vision for cultural influence. Théy enables
appropriate deﬁnitioﬁs dﬁve connections between organizational performance ﬁaﬁework and |
| cultﬁre asitis inﬂuem;éd by the leader, aligns the culture management process to the problem and
setting and provide groundwork for the broad-scale introduction and integration of the culture

management process.

Figure: 27 Leadership Impact on Organization and Management Models 2 Findings
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Leadership Impact on Organizational Models - 2
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5. The Manager

The CEO is effectively a manager of his role and responsibilities. His day starts and closes with
review meetings. The CEO manages change, but does not influence it. They manage people
strategies and maintain existence of specific cultures. The manager emphasizes tradition as an
important aspect of organizational building and believes in influencing systems to shape cultures.
The leader focuses on systemic practices, process activities, organizational goals and its
connection to performance. Driven by institutionalizing policies that provide clarity to goals,
tasks and manages a team through maintaining status quo through conflicting circumstance and
taking decisions that involve retaining established norms and practices. Focus on building loyalty
through establishing people oriented systems that enable handling tasks that are individually
focused. Keen on managing for today adequately. Action oriented to enable easy and smooth

management of the organization, streamlines administrative processes, establishes a string back
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office operations organization and manages customer oriented roles through follow procedure
route. Long Term desire to make organizational working built on strong fundamentals of
bureaucracy, frameworks and management styles. Prefers streamlined processes rather than the

opportunity to reinvent the wheel to resolve conflicts.
6. The Scientist

The leader does his ovs'rn thing. Coaching, teaching, building other scientists, khowledge |
| managers and enables work processes that make work life intellectually stimulating for
organizational members is their priority. The leader pays attention to building knowledge and
enables the organization to retain an open and invigorating mind to unknown environments. The
leader supports innovation as a necessary competitive condition to learn, sponsors risk-taking
behavior and drives people to fly into unknown territories. Driven by the urge to create, make
actions intellectually dominant, treats developmental processes a predominant organizational
factor and is willing to compromisé for nothing other than intellectual superiority in actions. Asks
organizational members to think s;:ience rather than processes tﬁat cannot be proven. Focus on
attractiné and nurturing talent, systems and processes that are of utility today and tomérrow, more
tomorrow, and is willing to absorb the costs of human and organizational process costs as a ,
necgséary condition of managing the human mind. Action oriented to demonstrate merit and
results supercedes all other pcrformance factors, does not believe in means as an important
consideration while acﬁng upon information and manages rewards as a necessary evil in people
management processes. Long Term desire to create a self-propelling ofganization that has internal
renewal capability to prod organizational performance, individual effecti\;eness and shareholder

satisfaction.
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1. - The Technoerat

The leader em;;hasizes fast paced | actions to bring péople up the curve. He enables
interdependencies between functions, businesses, technologies and the organization as a whole as
long as it has a tec'hnd commercial perspective. The leader provides a technologically superior
direction to restructure and right size as situation demands, yet retaining the option to break and
_ build as deemed appropﬁate. Driven by engineering scien;:es, that teéhnology provides solutions
to complex organizational problems, quantitative approaches fo most problems and bélicves in
logic and rationality as desired attitudes. Focus on adding technical and functional values to
business situations enables competehcy development that is vertical and incisive and promotes
0rganizati6ns to drive business through technological excellence. Action through individualized
working, avoiding teams and consequent inefﬁciencigs, meets deadlines under all circumstance
and seeks the best. Long Term desire to make people processes subservient to technological
proccssés and works towards eliminating elaborate actions that involve meetings, group. Work,

communication forums and large-scale explanation to actions
8. The Driver

The leader is focused on the vision, ‘praét.ices values, emphasizes individual intellect as they
impact organiZational goals, actively participates in attracting, retaining, rewarding talent and
leads in times of .crisis,. The leader believes in competing in challenging environments by
preparing the Orgénizaﬁon in'advance, sets meaningful goals and targets and competes to
conquer. Driven by a performance system that overrides all other considerations and makes
individpal targets an important element achieving results. Focus on f;riorities that are'determined
quickly, enable efﬁcient.systems, dislike elaborate meetings, followed through decisively and

ensure that different parts of the organization are focused on their own deliverables. Action
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oriented to provide criteria for success and failures and ensures it is adequately communicated
and holds accountability on streamlined systemic norms. Long Term orientation to retain
competitive advantage by providing profitability through consistent intervals and prefers revenue

to growth.

3. Part F — The diagram presented below together with a brief description of each of the
~ organization and management models were administered to the respondents asking them to force

rank the overall types of organization and management models in holistic perspective. ‘

Here the Researcher‘attempted to put together all of the 8 Organizational Types and asked the
respondents to forced rank to provide for a comparison of how do they stack up in rank order
wilen combined and studied with the same sample population. Here it was proven that when the
réspondents looked at the organizational definitions of all of the 8 models together, their forced

ranking pattern began to vary. The overall forced ranks are given below.
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Part F - Model Organizations Forced Ranks

PartF  Organization Type FRarts

Type 1  Competing Organization 4
Type 2 Learning Organization 3
Type 3  Human Organization 1
Type 4 Institutional Organizatior 2
Type5  Performing Organization 5
Type 6  Intellectual Organization 8
Type 7 Voluntary Organization 7
Type 8  Mechanistic Organizatior 6

Figure 28: Part F - Model Organization and Management Models - Findings

4. Part G - Proving Null Hypothesis. The diagram presented below together with a brief
description of each of the hypothesis statement was administered to the respondents asking them

to agree/disagree on each ofthe statements.

Here the researcher put together a questionnaire section as a part of the overall instrument to seek
from the respondents their agreement or disagreement to each of the hypothesis. The 10
statements were retained on a simple and easy to respond basis as they were being administered
to CEO’s, Top Management of organizations The findings concluded with the null hypothesis
being proven on a simple averaging basis in all of the 10 cases demonstrating an overall

acceptance level of our hypothesis by all of the sample respondents.
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Part G - Proving Null Hypothesis

P a rt G R e sy Its %
1 D isagree 1 00
2 Disagree 1 00
3 Disagree 57 .14
4 D is agree 1 00
5 D isagree 71 42
6 D isagree 8 VAN
7 A gre e 8 5 .71
8 Disagree 1 00
9 Disagree 1 4
10 Disagreece .1 4

Figure: 29 Proving Null Hypotheses Findings

Hypothesis - Quantitative results of the Hypothesis were provided above. Based on the
survey feedback and the planned interview responses some illustrative learning and
findings pertaining to the hypothesis are explained below. The 10 statements were retained on
a simple and easy to respond basis as they were being administered to CEO’s, Top Management
of organizations. The findings concluded with the null hypothesis being proven on a simple
averaging basis in all of the 9 cases demonstrating an overall acceptance level of our hypothesis

by all ofthe sample respondents and in | case disagreeing with out hypothesis.
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Hypothesis 1 - There is no correlation between the leadership style of the CEO and the

manifest culture of the organization.

e Leadership Style directly has a bearing in the creation, formation, development and
sustaining the culture of an organization. This has been evidenced by clear roles that have

emerged through the research being Visionary, Builder, People Strategist and the Teacher.

. Reiationships with the environment; including the ways in which the CEO copes with
uncertainty and turbulence; the ways by which the organization seeks to influence the

environment; the extent to which it behaves proactively or reactively.

s The CEO inﬂuénces the badges and status sﬁnbols: These are the marks of esteem conferred
by organizations and its CEO on their people. They are a combination of location (near to or
away from the corridors of power of example); possessions (cars, tebhnology, peréonal
departmcﬁf) s; job titles (refle%:ting a combination of ability, influence an& occupation); and

position in the hierarchy pecking order.

¢ Even today, the man who's talking of adding two ATM centers per day this year, is forever
scouring for things that will add to his knowledge or in whatever way sharpen his skills. “Re-
skilling is'a continuous process and I hunt for the best practices in every 'area," declares
Kamath. This immense desire of continuously increasing the knowledge has helped ICICI to
maintain its competitive edge and develop a culture that fosters learning at every step. (Ref‘

How the masters learn, Business Today, 11 November 2001)
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e Acquisition of knowledge and creation of wealth are part of our culture: That is why we
worship Saraswati as well as Lakshmi. We must learn to trust. For several centuries, Indians
have been br'ainWashcd to distrust other Indians. This saps national energy. Distrust kills
initiative. Distrust compels people to maneuver and manipulate. Trust and transparency
stimulates entrépreneurship. If India wants to be a great nation, we must have the courage to
trust. This is my sincere belief. The entire Reliance family has earned this award. It consists
of thousands of employees who work with total dedication. Managers who are “owners’ of
operations under their charge. Business associates who share Reliance’s corﬁmitment to
customers and investors. And millions of investors who have unshakable faith in Reliance. |
They are the pillars of my achievement. They are my family. I am proud of this family.” (

Dhirubhai Ambani, RIL, speech at the Lifetime Achievement Award)
Hypothesis 2 - The CEO has no role to play in the culture of the company.

e The CEO has primary and critical roles to play in the culture of the company. In every
compahy researched it was the CEO who spoke of a culture inherited and culture

transformed, the culture desired versus the culture that was existent.

o The CEO influences routines, rituals and habits: These are the formal, semi-formal and
informal ways of working and interaction that people generate for themselves (or which the
organization generates for them) to make comfortable the non-operational aspects of working
life. They develop a;'ound the absolutes- attendance times, work requirements, authority and
reporting relationships- and inc}ude regular meetings, regular tasks, forms of address between
members or the organization and groups, pay days, holidays and some trainee development

activities.
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‘ 'My wife had cancer a few years ago and when Mukeshbhai (Ambani) got to know he quietly
made arrangements for the operation. The doctor did the biopsy and the report was conveyed
not to me bui them. The top management booked a room in the Tata Memorial hospital, the
right doctor was identiﬁed and surgery done. I didn't know about all this till th;z last minute.
The managemént todk the tension on itself. As a result of their concern and urgency, my wife
surﬁved. Reliance has made an emotional investment in me’ (S.C. MALHOTRA Senior Vice

President, Reliance Petroleum)

"'When the subject of giving helmets and shpcs to workers came up, someone said that the
workers would not wear them since they had been unaccustomed to doing so forvyears. But
we persisted and educated them on why the helmet and the shoes were important. We said
"Wé don't only want to set a world record in the fastest time in which anyone has setup a -
refinery, we are also interested in creating a record in human safety.! The motivation level
among  the  workers  rose  after that' (A .G DAWDA

President Reliance Petroleum)

'The brief is simple. Recruit the right people, assimilate the cultures that they bring into the
Reliance culture, make them feel proud, remove hierarchical mental blocks, keep people

motivated - and move ahead.' ( V.V. BHAT Group President, Management Services)
‘The chairman would take time off and speak extensively to the marketing team. Deep down

he believed that every man had something to contribute to him in his strategy making.' (K.R.

ANKLESARIA Vice President, Marketing)
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Hypothesis 3 - The three éultures, Operator, Engineering and Executive cultures exist on a
mutually exclusive basis in all the companies. L.e. No Company will have one identifiable

culture.

o The three cultures together with the fourth culture, namely, The Evolving Culture, has been
identified as those that exist in the organization. More importantly they coexist as can been
seen from the visual depicting the sample organization, the organization model, leadership

style and the identified culture.

e The leaders were observed playing a decisive role in influencing the following factors:

1. Articulatinga visién :

2. Mewu@g success

3. Providing feedback

4. Implementing promises

5. Inspiring cbmmifment,

6. Deﬁning roles

- 7. Articulating key performance indicators
8 Recognizing contﬁbutions,

9. Defining authority limits

10. Delegating needed resources and

11. Making sure that plans are followed through to completion

12. Establishing new standards

e When one thinks of turbulence, we expect it to be short-lived. I think what we are going

through is pretty permanent. It is about the pace of change, and that will only grow

285



exponentially. Now what must companies do? It is extremely difficult. First and foremost, it
is crucial to be alive to this change. Companies have to bring in mechanisms that can feel the
pulse of cuétomers, supi)liers, and most importantly, the technology that could potentially
impact them. Second, we have to be extremely focused. We have to pick areaé in which we
will compete énd discard the others. Less is more. It is important to make that switch. (HLL

Chairman, M S Banga)

¢ The Tata Group has always sought to be a value-driven organisation. These values continﬁe
to direct the group's growth and businesses. The five core Tata values underpimﬁng the way
we do business arc:. Integrity - we must conduct our business fairly, with honesty and |
-transparency. Evgrything we do must stand the test of public scrutiny. Understanding - we
must be caring, show respect, compassion and humanity for our colleagues and customers
around the world and always work for the benefit of India. Excellence - we must constantly
strive to achieve the highest possible standards in our day-to-day work and in the quality of
the goods and sefvices we pi'ovide. Uriity - we must work cohesively with our colleagues
across the group and with 01‘11: customers and partners around the world, building strong
relationships based on tolerance, understanding and mutual cooperation. Responsibility - web
must continue to be responsible, sensitive to the countries, communities and environments in
which we work always ensuring that what comes from the people goes back to the people

' many times over.
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Hypothesis 4 - The CEO/leaders do not directly influence the existence of any one/all of the

three cultures in the company.

e The CEO directly influences the existence of any/all of the four cultures as the Ceo has been
oBserved conclusively in practicing one or more of the management styles and in the way that

these cultures expect the leader/CEO to behave.

; The CEO significantly influenced the vision, values, history and tradition. The -extent to
which the organization’s vision, values, histories and traditions are barriers or faE:ilitators of
progress; the extent to which the organization values and worships its past histories and
traditions; key influences on current activities and beliefs; the position of key interest groups
(for example, trade unions). The CEO was obSeerd obtaining decisions on vision, direction,
values and the influence on history and trad_ition. :

o As far as organisations are cohcerned, we have to quickly move from hierarchical to flat and
far more flexible. Thé best wéy I can describe this is to think of an amoebae. Finally, you '
need something to keép you straight and stable like the rudder of a ship. That is your core
value. This is why we should ensure that everyone works under a framework of core values. (

HLL chairman, Banga)

e  The entire Reliance family has earned‘tﬁ‘is award. It consists of thousands of employees who
work with total dedication. Managers who are ‘owners’ of operations under their charge.
Business associates who share Reliance’s commitment to customers and investors. And
millions of investors who have unshakable faith in Reliance. They are the pillars of my

~ achievement. They are my family. I am proud of this family. (Dhirubhai Ambani, Speech at

the Lifetime Achievement Award,)
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Hypothesis 5 - There is no correlation between the three cultures and the different functions

(Marketing/Producﬁoaninance/Personnel/Resea'rch/IT etc) of the company.

e The four cultufes of the organization exist irrespective of functional differentiation within an

~ organization. It is possible that in some functions they exist in a little greater degree given the
primary disposition of the function. E.g. Production Department does have a strong Opérator .

_Cﬁlture and R and D has an Engineering Culture, so do their leaders repreéentiﬁg a

Technocrat or a Scientist.

e Over the years, ITC has evolved from a single product company to a multi-business
corporation. Its businesses are spread over a wide spectrum, ranging from cigarettes and
tobacco to hotels, packaéing, paper and i)aperboards and international commodities trading.
Each of these businesses is vastly different from the others in its type, the state of its
evolution and the basic nature of its activity, all of which influence the choicg of the form of

_ gove;mance. The challenge of gbx}emancé for ITC therefore lies in fashioning a model that
- addresses ﬁe uniqueness of each of its businesses and yet strengthens the unity of purpose of

the Company as a whole.
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Hypothesis 6 - There is no definite management style(s) of the top management (direct
reports and company defined top management excluding the CEQO) that influences the

culture of the organization?

o The direct reports to the CEO invariably were aligned in management style to that of the
CEO and where variations were observed there was also a dissonance in their approach to

problem solving and decision making.

e The internal relationship balance and the mixture the effectiveness of power, status,
hierarchy, authority, responsibility, individualism, group cohesion; the general relationship

. mixture of task/social/development was observed.

e Yogi Deveshwar of I T C limited has even imported management gurus Krishna Palepu of
Harvard Business 'School aﬁd Mrityunjay Athreya to advise him on how to go about this
business of shifting focus. \;Yhen the grueling eight-to-eight workshop ended yesterday,
Palepu and Athreya would héye spent four days closeted with the 8_O-strong ITC brass at
Calcutta’s Taj Bengal. The Aworkshop has an impressive stated objective: to “identify new,
lucrative areas of achieving sustainable competitiveness”. Ref: Yogi Deveshwar, Chairman I

T C Limited.
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Hypothesis 7 - There is no difference in leadership styles that are available in the companies

being stndied. -

e Clearly there is no one all pervasive management style. In this research we identified 8
different styles of leadership depending upon the organizational model and influenced by the

culture that they represented.

e The actions of top management also have a major impact on the organization’s culture.
Employées observe management’s behavior, “such as the time so-and-so was réprimanded
for doing a good job just because he was not asked to do it beforghand or the time that so-
and-so was fired beéause she publicly disagreed with the company’s position.” These
incidents then; over time establish norms thét filter down through the organization and
convey whéther risk taking is desirable; how much freedom managers should give their
subdrdinates; what is appropriate dress; what actions will pay off in terms of pay raises,

promotions, and other rewards; and the like.

. Shashi Sinha, executive director of FCB Ulka, the ad agency associated with ‘t_he company for
the past 15 years, "HDFC is perhaps the only brand in India that has been bﬁilt with virtualiy
no ad-spend. In fact, it's looked upon as a classic brand management case study, as a brand
that's evolved by word of mouth, through customer care and trust built up over the past 22
years”...and all this has been made possible by a uniform leadership style across the

company.

e  Our commitment to business ethics has earned us enormous frust. We intend to build on our

position of Leadership with Trust by creating world-class products and services for our
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customers and ensuring superior returns to our stakeholders. In other words, by improving the

quality of life of all those who trust us to do so. ( Chairman of Tata Sons, Ratan Tata)

Hypothesis 8 - Leadership does not influence and direct the culture of an organization
through HRM practices/ processes like hiring, training, performance appraisal,

compensation, rewards and communication.

e Leadership significantly influences, directs, guides and monitors the HRM phjlosophy, policy
and practices of the company and the cultures. In all observed companies the HRM Heads
were direct reports holding top management status, with a HR strategy, clearly articulated |

mandate and openly defined policy positions.

e In evaluating HRM- effeétiveness rites and rituals were also observed. These are the
punctuation marks of organization operations. They include: pay negotiations; internal and
external job application méans and méthods; disciplinary, grievance and dismissal
procedures; rewatds; ‘ih&ividuail, group, departmental and divisional publicity; training and
development activities; parties and celebrations; key appointménts and dismissals;

socialization and integration of people into new roles, activities and responsibilities.

e What we éirc looking at is how to train our people, how to create distributed Ieadership, and
how to multiply the entrepreneurial spirit. Then you look less at threats, and more at
épportuniﬁes_underlying the threats. We are working towards bringing the e-infrastructure to
the villages... bringing the power of good farm practices, price discovery, and also give the
farmer a parallel x.na.tketing‘ channel and align his productibn plan with the market
requirements. We are trying to create whole new business areas for them. Finally, it is the

core competence that leaders should develop, of bringing about transformational changes. It
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is the vitality of the company that brings it market standing, shareholder value, and

profitability. ( ITC Chairman, Yogi Deveshwar)

Hypothesis 9 - The CEO would not focus on monetary reward program for retention of

high performers.

¢ On the contrary the CEQ’s of all the observed companies was a member of the Compensaﬁon
and Rewards committee and was actively involved in commissioning in External Salary and
remuneration Surveys, was involved in the Key performance target setting, establishing

goals, identifying star performers and the managing the program.

e ' It is the issue of people. If people were important yestefday and important today, by God,
thejf will be extremely important tomorrow. Therefore, the priority should be to attract the -
very best talent. We are going to do it in two ways. One is through remuneration. But the
important thing isvto make the:company an exciting and vibrant place for people to come and

work. ( HLL chairman, M S Banga,)

e To attract, retain and develop talent are the three key things that the group and our

| compax‘iies need to address. Providing exﬁployec’s with challenging jobs, rewarding them with
compeﬁtive salaries and im'résting in their development can do this. This is a different
approach fromAthe paternalistic one adopted a couple of decade’s back, which was: ‘I wﬂl
take charge of your life.” The formula now is: ‘I will make available opportunities that enable
'you to add value to yourself.’ We can provide a framework, a structure and an environment, '
but whether employees add value to themselves depends on how much they invest in

themselves. What we can do is provide a range of challenging jobs, reward good
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performance, offer competitive remuneration and proyide continuous opportunities. People
have always been very important to the Tata Group and the human resource function is béing
given high pﬁority in the restructuring and refocusing exercise presently underway in the
organisation. That's wh;y the senior management, after a rigorous search, handéicked a new

group HR team of three senior professionals. Ref: Satish Pradhan, Group HR Tata Sons

o Weare well on our way to closing this year and delivering to our plannqd targets.
Our success to date is testimony to our collective efforts and we should rightly be
proud of what we have achieved. In the increasingly competitive e;lvironment
that we operate in, our ability to sustain and build on the past success requires us
to meaningfully distinguish ourselves from the rest - vto work with the right
clients, bring 4deep skills to the table, seamlessly blend a number of our service

| offerings to craft innovative solutions and deliver tangible value in everything we
do. Two years ago, we began a process to review our compensation processes.
‘Th'ere are a number of objectives that we are‘ seeking to secure: To ensure that
our cash rewards are aggressively benchmarked against the markét - we hire the
 best people and we want to reward them suitably. To introduce an element of
- variability in our compensation structure to more effectively recognize differing
levels, of performance while at the same time allowing us to drive performance in
areas that are core to our business success at any given point in time. To build
greater -Iinkages between our perforrﬁancc appi'aisal processes and our
compensation setﬁng processes and in general, to rationalize our overall
. compensation construct so that it is easier for everyone to understand and

administer.
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As part of the process, we introduced a variable, performance linked reward for
the Executive Team in FY2000. We are now extending this arrangement in a
rélati\}ely less complex manner, to our group of Seniors, Consultants & Senior
Consultants and Senior Consultants. Accordingly, we have fonn;xlated SP&R
(Sﬁurring Performance ThroUgh Rewards) as a mechanism to reward specific
performance in any given year. SPUR will, in its proposed form, be based
entirely on the performance evaluation of each individual for the year, subject to
the overall performance of the Firm as a whole in that year. Subject to> the Firm

meeting its plan targets, for Fiscal 02, SPUR will reward performances as

follows:
Performance evaluation for the year Payout Percentage
Meets Expectations 19%
Exceeds Expectations ’ 32%
Demonstrates Excellence 47%

A series of communication meetings have also been planned to provide more
information and any clarifications that you may require. Over time, we may vary

the parameters within which SPUR will operate, to most effectively respond to

" your aspirations and to the changing needs of the Firm.

As always, career progression will remain central to our reward strategy. Career
progression in turn, is a function of the competencies that each individual
develops, and progression to the next higher level of responsibility will be based

on a demonstration of the required level of competency by each individual. This
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is an important distinction that we are making between peiformance and
competency - these are two separaté issues and as such must be considered quite
iﬁdependenﬂy. As -with‘variab!e pay, this is a concept that we have already
introduced into our overall appraisal system at certain key levels - it is now our
inténtion to extend this concept to all levels of career progression within our
Senior / Senior Consultant group. To this end, we are reviewing our performance -
evaluaf_cion processes so that they are aligned with this approach, and we will

communicate more with you on these aspects over the coming months.

Finally, we are aiming to rationalize our overall compensation framework to
provide for a single point of rcompensation corresponding to each level of
responsibility; this will replace the present framework that has multiple
coinpensation points at each level of responsibility. While this has not been fully
implemented fpr Fiscal 02, the processes that we have outlined above will
facilitate such a r%xove and we intend to make effective Fiscal 03. This single
- point of compenséﬁon will be benchmarked to the market, and as in the past, our
endeavorv will be to ensure that we have an extremely competitive compensation v

positioning for all our people.

The yeat ahead is going to be full of challenges - competition is fierce and the
economic environment is not particularly friendly. However, we remain
confident in our abilities to produce strong growth in Fiscal 02. This confidence
comes from the fact that we have bright, talented people, a strong client service
orientation and a drive to excel. We will need all of that and more, and the.
individual efforts of each one of you will be vital if we are to make the

- difference. The formula for sustained, profitable growth is simple - hire the best
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people, develop deep competencies, continuously challenge and reward the
people, and deliver outstanding service to clients. You are central to this
equation and we want you to share in the Firm's success - a combination of career

progression and SPUR payouts is designed to ensure just that.

e I wish you a wonderful and professionally challenging year ahead.

(Reference: India Leadership Team, Andersen)

Hypothesis 10 - Top management’s time are not spent on managing employee retention

activities.

¢ Top management time of well over 50 % depending upon the season, included, spent their
time attracting, mentoring, coaching, training, counseling, performance reviewing and
energizing people to join and stay in the organization. All the companies had a well-

established socialization and retention program including exit systems etc.

¢ When executives assume, without asking, that they understand the
expectations and needs of their people, they risk making poor decisions about
such important factors as working environment, employee recognition,
incentives and communication methods. To overcome this, you must listen
carefully when employees discuss their expectations and needs. Most
executives spend 80 percent or more of their time listening to people, but
unfortunately half the time they don’t really hear what’s being said. When an
executive treats every employee the same, serious problems arise. Treating

everyone the same communicates the message,” I don’t care enough about
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" you to find out what makes you unique.” To remove this block you must
identify and understand the -difference among individuals. This does not
mean you develop a different set of policies for each employee,. but it does
mean you recognize and ‘respond to the differences among ‘your people.

| Executives who view their employees as tools or production units dcseﬁe ten

. years of hard labor as a tool or production unit. On the other hand, those who

' txy to induce in their organizations the intensity and intimacy of their family
relationships wins the same sort of satisfaction and security they> enjoy at
home. Not just for them but for their family relationships win the same sort
of satisfaction and security they enjoy at home, not just fof themselves but

for their employees as well,

Locking employees into a past percéption ignores the fact that people change, at
times quickly and in major ways. Regardless of deep-seated idiosyncrasies and
‘ pers§na1ity traits,:tomorrow’s employee may differ as much from today’s as
~ today’s differs ﬁ'oxﬁ yesterdays. People acquire new technical knowlédge, learn
new skills, increase their experience and judgment, improve competence, and
evolve iﬁf;il;;rsonal relationships. Track employee progress a and backsliding

with a keen radar. If an employee achieves a major achievement. If an employee

seems to have lost something, figure out why.

e A shared vi_si_on exists when people recognize that they hold similar value systems
With a sha;ed vision, members of the culture are enthusiastic about cultural goals and the
processes by which they will be achieved. A shared vision implies a sense of inclusion:

- members of the culture are not being left behind. Given an appropriate cohsideration,

meaning and purpose the employee seek to value and share a vision.
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In his masterful work Human Intimacy, Illusion and Reality, Victor L.Brown
assefts that‘ thé realities of human intimacy indlude love, trust, openness,
sincerity, service, and sacrifices. While the illusions of human !intimacy trap
| us into self-obsession, manipulation, personal gratification, supérﬁciaﬁty,
- and a false belief that violating the realities of human intimacy will not bring
~damaging éonéequences. .According to Brown, successful human
relationships grows from kindness, empathy, and commitment, and e warns
that illusions about human relationships arise when peoplé relate to
“fragments of human beings,” “deny the consequences of human behaﬁor,” :
and “deal in indulgence, nof discipline.” Despite the fact that contemp;)rary
sﬁciety cnjo&s the virtually unlimited technology to-create material comfort,
people in our society tend to move from one superficial, unfulfilling
relationship fo another. Only through deep commitrment and hard work can
people win la%ting pleasure and enduring security. But it dées take work to

talk to, touch,.and in other ways cultivate intimacy with others.
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Section 2: Scenario Analysis
l ,

This section covers the findings pertaining to the 16 scenarios adminis@red to the
resﬁondents. The Sample being top management and other managerial cadre were managed
in such a way that some of the sample respondents received questions pertaining to the
hypotheses, some in regard to scenarios and others on §uwey feedback and content analysis
material for the purposes of constructing the case studies. Scenario and contenf analysis
invelved detailing primary and secondai'y data, cross-vefifying findings with third part

neutral leaders and comparing with market sources.

Part H — Scenario Analysis - The diagram presented below together with a brief description of
various scenarios was administered to the respondents asking them to agree/disagree on each of

the scenarios.

This part focused on analyzing thé (CEO, top management perspective by providing varying types
6f scenarios, through Scenario definitions pertaining to Cultures, Organizational Models and
Leadership Styles as they impéct organization and the respondents were asked to agree or
disagree concretely. In all 16 scenarios were presented with pre defined definitions. There was an
ovenvhelnﬁng agreement to the scenarios depicted as they articulate simple presentations and the
CEO could relate to its content while evaluating their individual companies. The findings are

presented below:
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Part H - Scenario Analysis on Cultures, Organizational Models &
leadership Styles

p a rt H %

s ¢ ! A 9 re e 4 2 8
S ¢ 2 A 9 re e 4 2 8
s ¢ 3 A 9 re e 1 00
s ¢ 4 A 9 re e L 00
S ¢ 5 A 9 re e 9 4 2 8
s ¢ 6 A 9 re e L 00
s ¢ 7 A 9 re e 1 00
S c 8 A 9 re e 9 4 .2 8
s ¢ 9 A 9 re e 100
S ¢ 1 0 A 9 re e 1 0 0
S ¢ 11 A 9 re e 1 0 0
S c 1 2 A 9 re e 9 4 2 8
S ¢ 13 A 9 re e 9 4 .2 8
S c 1 4 A 9 re e 9 4 2 8
S ¢ 1 5 A 9 re e 1 0 0
S ¢ 1 6 A 9 re e 1 0 0

Figure 30 Scenario Analysis on Culture, Leadership and Organization and Management

Models

16 of the scenarios that were administered in respect of over 68 organizations on various
aspects of leadership, culture and organizational models as they have been articulated over
here have been detailed below only with select quotes from the leaders and members of
these organizations. These are select quotes depending on which scenario was studied for
that particular organization. In this section only a sample set of quotes have been produced.
A detailed Annexure outlining additional scenario analysis of the respondents has been

included. Despite this not all scenario responses and other responses from the respondents
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have been covered in this research to optimize space and provide a sample perspective

please.

Scenario 1: History and Tradition of the Organization (Daftuar 2000) ‘_ -

e I think ethics in management is extremely important in getting™shareholder

confidence. Decision-making has to be transparent and there should be no
ulterior motive. Shareholder value is built through having ethics and
transparency. Whatever decision you make in the boardroom, the likes of Aroon
should be able to publish that. Carrying your senior managers along is very

useful. ( HDFC Chairman, Deepak Parekh)

The leader influences the History and Tradition of the Organization. I'm
reminded of names like Ford, lacocca, Thomas Watson, etc. ... men who created
durable, lasting organisations that have lasted well beyond their times. Structure
and Hierarchy Influence, Management Style, the Role of the CEO in building
organization visions. Dr Verghese Kurian and his work in Amul are fine
examples of how a CEO with great style, commitment and transparency can
communicate a compelling vision. Ambani and Reliance are another fine
example. The Role of the CEO/leader in regard to strategy processes technology
and people actions and leader’s influence in the existence of specific types of
cultures. Harold Geneen — created a great organisation and then tyrannized
everyone in it. Leadership Style as practiced by the management groups
influences the culture. Infosys’ work in culture building at the operational level —
almost entirely the effort of middle management in interpreting

Narayanamurthy’s vision. CEQO/leader focus on performance, climate,
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communication, and HRM practices, on monetary reward programs and
inﬂuence over high performers, and management attention on retaining high
performers. Bill Gates and Microsoft. I haven’t heard of very many other
companies &at are so obsessed with how they attract and retain talént. ( Sameer

Nagarajan of Unilever)

Yogi Deveshwar clarified that an Indian enterprise should be borne by its
approach and commitment to the Indian economy rather than by the éource of
capital. Thus, Deveshwar’s definition of an Indian company, as opposed to a
global one, will opt for partnership with other participants in the economy to
create international competitiveness instead of opting for the "globally preferred"
option of competitive sourcing. Showcasing ITC’s efforts towards being a
prg:mier ‘Indian’ enterprise, he said the company had chosen the tougher optionb
of .tuming around ITC Bhadrachalam Paperboards from an ailing unit to a
globally competelit profit making entity. He also cited the e-choupal initiatives
that ITC had unéertaken to make Indian farmers competitive. Sources’ said
“ Deveshwar was hinting at recognition, from both the government and the public
at large, for initiatives by Indian companies like ITC that add value to the
econorhy through job creation and import substitution. ITC Bhadrachalam has
outlined ‘a parmétsilip program with the Andhra Pradésh government and various

NGOs that has the potential to create 40,000 jobs in backward tribal areas.

"Mukesh and Anil will inspire thousands of young men and women to dream, to
reach beyond what is possible, to scale mountains which appear formidable and
to succeed. That should be the spirit that shall take India into the 21st century.'

(P. CHIDAMBARAM, Former Finance Minister)
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Scenario 2: Structure and Hierarchy Influence, Management Style, the Role of the CEO in

Leadership Changes In Roles and Responsibilities

PFIZER
* Role change as a result ofpossible process redesign/ process
improvement
- New tools, formats and templates
New/ redesigned processes and systems
- New policies
» Potentially wider responsibility due to aligned structure
- Wider product portfolio
Increased transaction volumes
- Wider coverage through sales force expansion
Joint marketing and allied activities
* New roles arising out of new initiatives of merged entity
given increased size and scale

IMPLICATIONS

» Bridging skill gaps due to rationalisation

» Harmonising role differences across levels within new entity

« Potential for training sales force in case of overlap in both
OTCV Rx products

» Retraining existing workforce and building new skills

* Role enhancement arising out of integration

building organization vision

PARKE DAVIS

* Role enhancement for people with reduced portfolios/
work group

*  Wide skill gaps arising from choice of PH,/ PDIL process'
system/ technology

* Positioning in the new aligned structure

* Role change as a result of possible process redesign/
process improvement

» Potentially wider responsibility due to aligned structure

* New roles arising out of new initiatives of merged entity
given increased size and scale

FROM THE MERGER PERSPECTIVE WHAT DOES THIS
TRANSLATE TO?

« Develop new role profile for the merged entity to enhance
value ofjobs

« Initiate change interventions to facilitate seamless
transition of individuals to new roles

« Training and development initiatives across merged entity

» Opportunity to align grades and identify best people for
new/ redesigned roles and responsibilities

» Opportunity to bring in best practices for role profiling

Figure: 31 Leadership Changes in Roles and responsibilities - Scenario 2

e Executive decisions were left to the various business divisions, headed by a chief

executive-led divisional management committee. "We developed a decentralized

structure with distributed leadership,” says Deveshwar. Adds Anand Nayak,

Executive Vice-President (Corporate HR): ““our new structure balances the need

for separateness with that for integration.”
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e Deveshwar likes to call the new ITC "a holding company with a venture
capitalist mindset". And like all good VCs, ITC is a stickler for doing the right
things. "There is a bio-diversity of skills in ITC," says Deveshwar, "and by
blending the capabilities that exist in different parts of the group, we want to
look at new opportunities." ITC's lifestyle retailing business division is an
example of that alchemy. In that business, where ITC has kicked off with the
Wills Sport brand of top-end relaxed apparel, the company has blended three of
its existing strengths. The brand equity of Wills, ITC's distribution network of
2.5 million (1 million directly and 1.5 million indirectly) cigarette retailers, and
services skills from the group's hotels business. Yogi Deveshwar, Chairman I T

C Limited

Scenario 3: The Role of the CEO in regard to strategy processes technology and people

actions and leader’s influence in the existence of specific types of cultures

e Our edge is our people. What we have consciously done as management is to
collect people who dare. And give them room - not square feet — to dream in.
The result: at Reliance, growth is life! (Mukesh and Anil Ambani of Reliance

Industries)
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e« At the same time, he said the rate at which globalization is taking place,

there was a crisis at the hand of every Indian company. "Every management

Leadership Role In Influencing Processes

PFIZER

* Notall process performance parameters identified and
tracked

« Decentralised credit control

« Monthly inventory planing cycle

« Monthly rolling sales plan for a period of four months

« Stock allocation at 125% sales plan

* C&F commission paid as a proportion ofsales, on a sliding
scale basis

* Sample allocation to PSO is on a average per PSO norm

COMPARISON/ IMPLICATTONS
« Distinct policies and procedures

« Organisation merger implies process integration
 Process performance measures required to select best practices

©2001 Arthur Andereen. All rights reserved

PARKE DAVIS

* Not all process performance parameters identified and
tracked despite greater information availability

« Centralised credit control

« Monthly planing cycle augmented with daily information

« Stock allocation as per sales plan

* Monthly rolling sales plan for a period of two months

* C&F commission paid as a fixed remuneration (in some
cases variable fee is also used)

« Sample allocation is based on the segment saliency for each
MR

FROM THE MERGER PERSPECTIVE WHATDOES THIS
TRANSLATE TOP

« Opportunity to benchmark and adopt best practices
« Opportunity to review and redesign processes to reduce
costs and enhance efficiency

14 Strictly Confidential

Figure 32 Leadership Role in Influencing Processes - Scenario 3

e must be paranoid about survival,

growth and profitability of their

enterprises/* Chairman , ITC, Yogi Deveshwar)

. It is now even more obvious to us that the key to achievmg our ambition of

doubling the company's turnover every four years lies in harnessing the huge

potential of our people Winning the war for growth will require winning the

'war for talent'

Our vision is to create a self-sustaining virtuous cycle of
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business growth through people growth. The better we leverage the
capabilities of our excellent people, the more certain we are that Hindustan
Lévcr will grow. And the faster the company grows, the more opportunities
we can create to attract and retain high caliber people. ( HLL C—hairman,' MS

Banga)
Scenario 4: Leadership Stylé as practiced by the management groups

.o Dhirubhai Ambani easily epitomizes the tﬁumph of the humble entrepreneur
and the success of free economy, while liquor major UB could not have

| asked for a better brand ambassador than its CEO Vijay Mallya, Who, like the
company's flagship brand, Kingfisher, is perceived as tﬁe "king of good
tinies". It is éasy to see how the absence of any of these Brgnd CEOs would
affect the concerned companies. ( Ref: Building the CEQ brand, Business

Today, August 19 2001)

o Fundamental to the WO;k of the Reliance organisation and its ultirﬁate
- competitive position, is a respect for the development of the employee

- through self-help énd' guidan_‘ce to foster common purpose and cohesion. The
leadership .style followed at Rgliance fosters a culture that encourages
development. Our aims of employee development are not .just about
acquiring skills to solve specific problems but also expanding minds to -
address problems and opportunities which have not become apparent withba.

full understanding of cross-functional linkages.
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o 'One evening it rained heavily and trains didn't leave from VT or Church.
gate. Our administrative manager swung into action. He chartered a bus from
god knows where and had 150 people sent home. For the 150 left behind, he
cleared the office, moved the tables and chairs and commissioned matti’esses, ,
again from god knows where. There was a pregnant lady amongst those who
couldn't go home. Our friend located her husband and got him to come to
Maker Chambers. An executive's chamber was unlocked and the two spent
the night there. The best part is that our adxﬂﬂsﬁaﬁve friend had ho need of

approval on paper for doing all this' (Reliance - DEEPAK NEOGI)

o 'Wewere given a near-impossible deadline of one morith to get the Jamnagar.
office networked. I took my notes of what might be required from what
vendor for the crucial meeting. The bill was coming to Rs 8 cr. I expected the
directors to scrutinize and haggle on our requirements. All they said was
Place the orcier right now ! They weren't interested in looking at my sheet.
The kind of trust that the top management is willing to place on people is
uﬁmatched by most companies in this country.' (S.J. BHATAWDEKAR -

Asst: VP (Information System), Reliarice Petroleum)

o  'The PSU executives who come to work with us are amazed by the kind of
_ freeddm we give at Reliance. They have never been used to it. During the

~ early stage of the Jamnagar project they didn't want to join Reliance, but
once we had hired a few PSU old boys and the word got around, there was a
scramble to get in here. (  V.V. BHAT - Group President, Management

Services)
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Scenario 5: CEO focus on performance, climate, communication, and HRM practices, on
monetary reward programs and influence over high performers, and management attention

on retaining high performers.

. | The following may be relevant to you as a whole or in part depending on the
Solution Segment you are working in. However, it describes elements of our
compensation philosophy across solution segments as we intend to apply it
over the years tb come. Two yeérs ago, we began a process to,réview our
compensation processes. There were a number of objectives ihat we are |
seeking to secure - to ensure that our cash rewards are aggressively
benchmarked against the market - we hire the best people gnd we want to
rcwgrd them suitably. To introduce an element of variability in our
compensation structure to recognize more effectively the differing levels of
performance while at the same time allowing us to drive performance in
aréas that are; core to our business success at any given point in time. To

 build greater ﬁnl_cages between our performance appraisal processes and our

. compensation setting processes. And - in general, to rationalize our overall
compensation constructs so that it is easier for everyone to undérstand and
administer. We always have, and will continue to ensure that we have a very
competitive compensation positioning. We introduced PACE to bring in an

~ element of variable compensation linked to key behaviors and conduct that is
céntral to our sustained business success. We have been improving our
evaluation processes to ensure greater rigour in timely completion as well as
in the quality of the evaluations. For Fiscal 02, we are building on the work
that has been done so far and are introducing two additional elements in our

framework. One is to make a distinction between current performance and
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‘the potential of an individual to progress to the next higher level of
responsibility. This is something that we have already implemented with
respect to promotions at certain key levels; what we now proposé todoisto
extend.the coverage of this discipiine to all career progressio.ns within our |

| Executive Team. Each higher level of responsibility requires a collection of . .

competencies, and career progression decisions must be made based on

assessment of these competencies. Historically, this assessment has been
implicit in our appraisal processes - what we now want to do is better clarify

thé competencies for each level of responsibility and instititionalize a

- process of assessment specifically in the context of the appropriate
competencies. This will be in addition to thc; annual appraisal of

| performance and the outcome of the two separate processes will separately
drive payouts under PACE and oﬁr career progression decisions. This will
require some enhancements to our cvaluaﬁon and appraisal processes as well

 as possible va;‘riations to the PACE construct, and we will share more details
with you ove'r‘the coming months. The other key directional change that we
are making towards ratiénalizing our overall compensation framework is to
provide for a single point compensation correéponding to each level of
responsibility and our expectations of each of you; This was partially
iﬁplemented last year; for FY02, we are taking the process further downr the

“road with the intention that we will converge to single points of

_compensation in Fiscal 03. The year ahead is going to be full of challenges -
competition is fierce and the economic environment is not particularly
friendly. However, we remain confident in our abilities to produce strong
growth in Fiscal 02. This confidence comes from the fact that we have

bright, talented people, a strong client service orientation and a drive to
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excel. We will need all of that and more, and the individual efforts of each
one of you will be vital if we are to make the difference. I wish you a
successful and professionally challenging year ahead. (Reference
Compensation and Reward Policy Committee and Leadets-hip Team -

Andersen)

Human resource is an area that the Tata Group is focusing more attention on
than ever before. The process of attracting, retaining, devéloi)ing and
nuﬁuﬁng talented personnel has become a cornerstone for Tata companies .
and it is far removed from the paternalistic philosophy that the group adopted
towards employees in earlier years. By developing a structure, system and
culture that provides challenging jobs, rewards performance, offers
competitive remuneration and delivers continuous oéportUIﬁties, the group is
stﬁving to get the best out of its most valuable possession — its people.
Powering that:quest is an entire range of human resource initiatives aimed at
 realizing the Al;o'tential of and, consequently, maximizing the returns from'

| Tata employees. (Satish Pradhan, Group HR Tata Sons)

The story of Hindustan Lever Limited has been a chronicle of attracting, _
holding and molding the finest talent in India and abroad, to shape an
ihétituﬁon that stands today for the highest standards of quality, innovation
and service to the consumer and the country. Hindustan Lever's people have
ﬂouﬁshed in an environment marked by fairness, the belief that even
perfection can Be improved upon, and the assurance that all you need is merit
in order to progress. That has proved a fertile soil indeed, for it has Bred

" people whose caliber has changed the quality of millions of Indian
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consumers' lives. As HLL Chairman M. S. Banga says, "We are because of

our values — truth, action, courage, caring." (HLL Chairman, M S Banga)

» Talent is drawn ﬁ.;om diverse academic backgrounds, and the emphasis is on
recruifing pe;)ple with formal training that matches their job profile. Reliance
has - over 4,000 qualified professionals —3,436 engineers, 340

‘ engineers/MBAs, 155 CA/ICWAs and 55 Ph Ds. These comprise over 80%
of the company’s total supervisory workforce of over 5,000. The world-class
exposure, growth opportunities and competitive compensétidh packages
offered by Reliance enable it to attract and retain the best talent in the
company. As a result, Reliance’s employee turnover at 3.26% is among the
IoWest in the industry. Re_cmitment in Reliance targets the world market for
the right individuals, ensuring a global perspective for the people ‘respor;sible
for giobal scale plants and operations. Reliance is one of the few Indian

' companies w1th a significant number of expatriates within the organisation.

(V V Bhat — Reliance Industries)

Scenario 6: Role of the leader in building work processes, in managing people strategy
- issues, and organizational emphasis on competing and performing in a complex

environment.

* Yogi Deveshwar, Chairman of ITC limitéd, has eveﬁ imported management
gurus Krishna Palepu of Harvard Business School and Mrityunjay Athreya to
advise him on how to go about this business of shifting focus. When the
grueling eight-to-eight workshop ended yesterday, Palepu and Athreya would

have spent four days closeted with the 80-strong ITC brass at Calcutta’s Taj

311



Bengal. The workshop has an impressive stated objective: to “identify new,

lucrative areas of achieving sustainable competitiveness”.

In the scen_ario of an IT startup providing value added services- to clients, it
| becomes increasingly important that the leader drives the Innovation
practices. A small example is as follows. Looking at the number of players in
IT services and lot of biggies.taking the most core part of the business, the
small players have to look for Niche segments to stay proﬁfable and
sﬁstainable. This IT Company where I was working looked at the market and
based on its strength of understanding and also market dynamics, decided to
go ahead with building products in the e learning space. This requires not
jué.t the technology understanding but also very in-depth psychological and
» pedaéogy technique undérstanding. Also, the positioning of the same was
very difficult and hence CEO (read as leader) came up with this innovative
idea of being a “knowledgeware company”. This givés adequate clarity — for
identity and aléo helps the. “culture” of the team and the company to orient
itselfv towards practices that are knowledge driven. Some of the practices put
in place to further enhance this idea were a common bulletin board within the
ﬁrin to slowly identify internal champions for related subjects. This slowly
aided a Iot of exchange of ideas and also capturing the knowledge within the
firm before we could start consulting fhe customers externally. ( Chakradhar

Gooty of Talisma Corporation)

- There is a Role of the leader in building work processes, in managing people
strategy issues, and organizational emphasis on competing and performing in

a complex environment. Leader should not micro-manage (e.g. building
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work: processes) or managing people strategy issues. He / She should define
the key People management issues and Performance Metrics and then focus
on evaluating results against the metrics. Leader’s emphasizes on building
futtma leaders through mentoring, coaching and teaching, 'emphasis on
| teamwork. There is a Role of the CEQ/leader in enabling organization to
restructure and right size. There is a Role of the CEO/leader in preparing the
organization to change as required. Change is the only certainty in foday’s
world. The pace of change is increasing. CEO / Leader must have sensors in
~ place to foresee Chalige, and then communicate the same to the organization
with clarity so that it can be prepared to adapt. Leader’s has a role in
sponsoring innovation, new ideas, take risks and implementing experiments.
Modern day Leadership is about fostering entrepreneurship and nurturing
innovation and creativity. CEO/leader’s has a role in enabling inters
dépendencies between . functions, businesses, technologies and the
organization as a whole. The role has to be shared by a larger group —
comprising of‘ the CEO and his’her senior management team. (Arvind

Singhal, Chairman K S A Technopak)

Scenario 7: Leader’s emphasis on building future leaders through mentoring, coaching and

teaching, emphasis on teamwork.

. Trainjng of managers is not restricted to skills. It also dévelops the
individual's intellect, builds leadership qualities, inculcates entrepreneurship
and, abéve all, moulds the individual as a person with high self-conﬂdenf
integrity, team commitment and the capacity to learn from experience. Two

important aspécts of this development effort are to provide the individual
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with real-life feel of the needs and aspirations of the consumers we seek to
serve, and to build in them a holistic understanding of business.(HLL

Chairman, M S Banga)

| Continuing personal development is the constant obligation of all employees
and constant responsibility of all Executives, Managers and Supervisors. The
development and the use of human potential and a learning organisation is
Reliénce‘s bridge to continued success in the future. "Young manégers who
have drive, enterprise and high quality of technical skills; middle managers
who can inspire and ﬁur:ure; senior managers who lead with character énd
- vision. This fs the best of the Tata tradition built up already.” (Tata Sons

- Limited, Director, R. Gopalakristinan)

The success of a compahy in the long term depends on a couple of
fundamental Iiarameters and the most important long-term sustainable driver
is its intellectt;al Capital. The CEO (read as leader) in our firm spent a lot of
time in managing this key resource. His fundamental belief was, if he can
bring the best in us. We can drive the company and he need not interfere in
the business direction or even driving the firm. The concept of “leadership
through delegation” was followed and this resulted in good success for the
company in both retaining the talent and high efficiency delivery. To execute
this the four fundamental pillars — Career Planning, Teamwork, Clear Job
description and Goal Orientation was put in place and each member of the
team had to have this plan by his superior at joining which was reviewed
once a gquarter. This document became the scale for measuring individual

progress and a mentor was assigned to come back with objective analysis of '
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the same. This resulted in atirition of less than 7% (whereas IT industry
average is above 25%) and also high revenue/employee in a span of about 2

years. ( Chakradhar Gooty of Talisma Corporation)

| There is a Role of the leader in building work processes, in managing people
strategy issues, and organizational emphasis on competing and performing in
a complex environment. “The leader should be an all rounder. Around 30%
of the time should be spent on people issues ... both at the strategy level as
well as at operational level. Leadership at all levels ... ndi limited to
CEO level, at the Project Management, Account Mgmt and even at Project
Leader level. Leaders at all levels must participate in validating the
various processes, by providing appropriate feedback. That should not be
left with Quality groups alone”. Leader’s emphasizes on building future
leaders through mentoring, coaching and teaching, emphasis on teamwork.
“Participationlof leaders, even at the highest levels, as faculty in the
internal Trai@g progr#ms should be mandated. The hours spent should
be tracked. Mentoring is assuming greater importance, these days. Each
person in the organization éhould have a mentor. Flexibility should be
provided at ,vthe senior 'levels to choose their mentors. Team based
incentives should form part of the incentive scheme. (like Best Pfoject,
award, once in six months). There is a Role of the CEO/leader in enabling
organization th restructure and right size. “The timing and the frequency of
‘Restructuring’ is crucial. The views of all the leaders should be hgard,
before the CEO finalizes the restructuring. All the associates should be
kept informed on the intention and status of the activity, during the -

transition period. Uncertainty would lead to loss of productive hours.
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The challenge is to implement the difficult decisions. Attempting such
an exercise once every 2 - 3 years would be necessary in Hi-Tech
industries”. There is a Role of the CEO/leader in preparing the organization
to change as required. “Communication channels need to be a(;tive. Both e-
mails as well as group meetings and open houses. All the leaders should
be consistent in their messages. (Why change, what the changes are,
how the associates would be affected etc.,). The whole proc'ess,
whenever major changes are involved should not span more than 8
weeks”. Leader’s has a tole in sponsoring innovation, new ideas, take risks
and impiementing experiments. “Entrepreneurship is one of the core
values at Satyam. In each Business unit, the respective leaders
encourage new ideas and innovation all the timé. This is required for
survival”. CEO/leader’s has a role in enabling inters dependencies between
functions, bﬁsinesses, technologies and the organization aé a whole.
“Compete—to—cépllaborate” is the key. It is not sufficient if one Unit does
well. Each Buéiness unit is extremely competent in delivering solutions in
one domain or a few Technologies. The customer needs comprehensive
solutions, encompassing boundaries. The challenge is to show one face of
the organization to the customer. Unity in diversity. This is not limited to
business to business collaboration. This would encompass business to
- support services (like HR, Admin, Networking legal etc.,) as well. Support |
services also are becoming specialized.” ( A S Murthy Executive Director,

Satyam Computers)
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Scenario 8: Role of the CEO in enabling organization to restructure and right size.

¢ When you really want to transform, create a compelling vision around which
~ you caﬁ mobilize and align people. There are two forces important here, The
| first is power, depending on the structure of the company. The second is to
“have the people in your organisation aligned around that vision. My
sugge_stion is that we are never going to win playing the 'catch up' game. The
art or science lies in identifying opportunities in caﬁses that rresult in-
- turbulence and create brand new bases fqr creating shareholder value. ITC:
Chairman, Deycshwar)Ref: Managing change in times of turbulence,

Business Today, Jan 6 2002

o Leading change is always difficult, turbulence or not. I call it the "challenge
of changé". The change that we wanted to bring about in 1997 was to become
" more custome%—centn'c and by fhat I meant something very simple. We were
“going to have relationship teams that will deal with the customers. To tel}
you the sort of difficulties I had; I spéqt an hour at every regional office
explaining tht;. changé...You have to drill it into everybody's rm'ﬁds that you
want relationships. to be articulated and those relationships should be put into |
play. So the structural changes are important. When you have mastered that,
you can literally make the organisation to dance to your tunes, ( ICICI CMD,
Kamath, Ref: Managing change in times of turbulence, Business Today, Jan -

62002
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Figure: 33 Leadership Influence on the Organization Structure

e We are already witnessing that change in the form of distributive leadership,
and not the command-and-control type of leadership that the Tatas were
always perceived to have. The future requires more distributed leadership.
Business has to be conducted like an orchestra; it cannot be like a soloist

playing a violin. 1t is very difficult to manage an orchestra. It requires a
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change in mindset. The first good thing that has alrea&y happened is that the
Tatas have got senior people from outside. The human resources function has
been recognized as a group function with a separate office. People like
Prasad Menon and Homi Khusrokhan have joined Tata Chemicals and Tata
Tea respectively. The second stage is getting senior people from overseas.
This is already happening, with Dr V. Sumantran joining Tata Engineering
from General Motors, Rahul Chowdhury from British Telecom joining Tata
Power, and Satish Pradhan from ICI coming to Tata Sons. Design and some
- by accident have recruited some of these people, but there has been a method
to the madness. We are as clear about getting new and younger people as we
are about smooth succession planning. Look at Tata Steel, Voltas, Tata

Power and Titan. Tata Sons, Director, Gopalakrishnan R

The biggest challenge a CEO faces is ensuring that high performance team is.
in place and élso ensuring that there is no flab in the system. External market
condition force a company to hike/decrease the staff, but the biggest
challenge a CEO faced in our firm was to have vision in place and take a
beating on the costs at times when sales were down and utillize this team to
productively utilize this team. The concept of “bench “ in I'f services firm
| looms large and the juti!izatiori of the same in company’s interest is the key.
-In fact duripg a pérticﬁiar doWntﬁrn, the company had close to about 20% on
the> bench—the decision was to slash or utilize the team.. It was a very harsﬁ
decision on the CEO as all the employeésfmembers in the team were high
perfohners, and just as a matter of bad luck had no project. CEO had 3 .

~ options, sack this employees, restructure the teams, Take a cut in salaries

across the board and retain them for future, Send the staff on holiday with
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conditional bffers for recruitment after 3-month perioa. However, the CEQ
kéeping in mind the business conditions and also the nature of the lﬁgh
~ performing team with the HR orientation took a decision let go this team to
" ensure that the rest of the firm does not bear the brunt. (Chakradhar G of

Talisma Corporation)
Scenario 9: Role of the CEO in preparing the organization to change as required.

s I ﬁave not seen sﬁch a loaded topic for a long time. The telecom and roads
sectors have contributed and achieved a fair amount in the turbulent times of
the 90s. For instance, we have gone through the emerging markets crisis, the
IT bust, and a war. I think we made good progress. We had 7 per cent growth
rate for three of the last 10 years. We are amoﬁg the top two economies in
Asia despite all the gloom and doom. We need four things to surge ahead.
One, clarity of purpose; two, acceptance of reality—lmbwledge of what we can
and can't d;;; three, harness knowledge; four, network and dialogue. After 10
years of refoﬁns there is still no clarity. Why don't all the stakeholders,
regulators and financiers sit dowln, have a dialogue, network and find out |
where they are going wrong? HDFC Chairman, Deepak Parekh, Ref:

Managing change in times of turbulence, Business Today, Jan 6 2002

e Since the commencement of the liberalization procéss, India’s economic
sﬁenario has begun to alfer radically. Globalization will not only signiﬁcahtly

- heighten busihcss risks, but will also compel Indian companies to adopt
 international norms of transﬁarency and good governance. Equally, in the

resultant competitive context, freedom of executive management and its
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ability to respond to the dynamics of a fast changing business environment
will be the new success factors. ITC's governance policy recognizes the
challenge of “this new business reality in India. ( Yogi Deveshwar -1 T C

Chairman)

'There was a p'roblem with the POY plant at Patalganga and we told the top
ménagement that it would be a good idea to get Du Pont in on the problem.
Mukgsh Ambani thundered back : 'The answer lies within you !" True
_enough, a few days Later, we had cracked the problem ourselves.! (G.S.

SEKHON Senior Vice President (Works))

'On one occasion, we wanted to buy a dyeing machine worth Rs'15 Lac in
Abmedabad. I went to Anilbhai for approval. He said: 'If you think I am
going to take a decision on this then you must be no good as a manager. You

decide! You negotiate!’ (S. P. GOMBER. - Vice President, Manufacturing.

"My designation is "Technician-cum-Operator'. I am not jusi another worker
at the AspiAnning unit in Hazier. I am responsible for the output delivered here,
not my boss. And my giride éh(_)ws in my work. My machine delivers an

“efficiency of 99.56 per cent. We have our own little competition within thg
floor.. The other-boys say that if I can get such a high efficiency, why can't
they ? That's ‘;vhat sets the Pace here. The result : we have one of the highest
spinning efficiencies fn the world.' (JAYANTI P. RATHVA- TECHNICIAN |

CUM OPERATOR, HAZIRA (SPINNING)
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. ‘Dhir'ubhai was a chan'géd man after he saw a 50-minute film on polyester at
Du Pont.v His vision was .;:reated. When he came back and told us about it, we
laughed behind his back. How could polyester replace cotton in India ? But I
think ie chairman had fi guréd out early that the country would not be able to
grow enough cotton to clothe its éeople and would have to look at polyester

as a mass altemnative. (SURYAKANT SHAH =Vice President, Markeﬁng)

o 'The amaziﬁg thing is how Reliance solved the polyester puzzle. Instead of
going straight into the production of polyester yarn, which was its focus, it
creafcd a mai‘két for it to start with — by producing polyester fabric. By
branding. By creating a retail chain. Anyorie would haw}e thought that
Reliance was putting its chips on fabric as é long-term growth strategy. It

* wasn't. It was merely creating an indirect demand for yarn. It was seeding the
" market for the yarn that it wanted to make and sell a few years down the

road.! (K.R. ANKLESARIA - Vice President, Marketing)

Scenario 10:Leader’s role in sponsoring innovation, new ideas, take risks and implementing

- experiments

o This. is primarily achieved through autoﬁated .systems (reducing manual
handling to a. minimum), high attention to compiaint resolutibn, online
communication and information exchange, quality circles %nd adoption of
progrém‘such as "six sigma", and institutionalization of benchmarking and
other methods which constantly guide Reliance employees in all their

activities.
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¢ . Famously fierce battles of Y.C. Deveshwar of ITC with majority-owner B A
T PLC have made him a poster boy among professionals who prize the

independence of native management.

* Yogi Deveshwar, Chairman of I T C Limited, even imported management
gurus Krishna Palepu of Harvard Business School and Mrityunjay Athreya to

| advise him on how to go about this business of shifting focus. When the

- grueling eight-to-eight workshop ended yesterday, Palepu and Athreya would
have spent four days closeted with the 80-strong ITC brass at Calcutta’s Taj
Bengal. The Workshop has an impressive stated objective: to “idenﬁfy new,

lucrative areas of achieving sustainable competitiveness™.

Scenario 11: CEQ’s role in enabling inters dependencies between functions, businesses,

technologies and the organization as a whole.

. Tfmy must reflect an extraordinary degree of consumer-knowledge.
. Operationally, we have plenty of data about the consumer. But we have to go

_ beyond that and develop a true intimacy with her. Alongside that you need

| technology'to surmount the barriers (to usage) at an affordable cost. We have
both competencies in spadeés. ( HLL Chéirman, Banga, Ref: Business Today,

Jan 7 2000)

e  Over the years, ITC has evolved from a single product company to a multi-
.. business corporation. Its businesses are spread over a wide spectrum, ranging

from cigaretfes and tobacco to hotels, packaging, paper and paperboards and
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- international commodities trading. Each of these businesses is vastly
] different from tﬁe others in ifs type, the state of its evolution and the basic |
nature of its activity, all of which influence the choice of the form of
 governance. The challenge of governance for ITC therefore lies in fashioning
a model that addresses the uniqueness of each of its businesses and yet
strengthens the unity of purpose of the Company as a whole. ( Yogi

Deveshwar — I T C Chairman )
Scenario 12: The Leader as a person — Vision, values, beliefs and the dream

e Vision, values, beliefs and his dream drive the Leader as a person. The
Leader must be able to communicate the shared vision and create a
-meaningful goal to strive for. I think this is absolutely correct. The Leader
must be a visionary, fired up with-enthusiasm and able to translate this vision
to his team, right from the soldiers in the trenches to the Generals leading the
battlé. He must dream yet be practical. The vision he communicates must be

~ meaningful and strike a chord with his troops, only then will they really be
committed to it. The Leader’s erﬁphasizes on the Individual and the Intellect,

~ and a role in building individual and organizational knowledge. I see the
- Leader as a facilitator. Smart Leaders realize that théy'can not do everything
on their own. The best Leaders hire people who they believe are smarter than

~ them, ben-ergize them, emﬁower them and equip them with Athe tools that they
believe are needed for them to achieve superlative performance. The

' CEO/leader’s has a role in emphasizing on culture aspects pertaining to
empowerment, delegation, individual contribution, accountability and

responsibility. Great Leaders lead by example. They have the power to
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transform organizations and inculcate a culture that is fully supportive of the
organizaﬁonal strategy. For exam;;le, the .Ritz Carlton has a culture of
Service Orientation where each employee, even a cleaner (I am told), is
empowered to commit an on the spot refund to a grievéd customer. This can
only be done if the organization, right from the top, leads by example and not
only empowers cach employee but actively sup;;orts him or her in the quest
of this goal. CEO/leader’s has a role in actively participating in attracting,
retaining and rewarding star talent and performers. While the CEO has a role
in this aspect, this is not an activity that a CEO in a large organization will
himself spend too much time on. However, most organizations do claini that .
people are their best asset and to that extent work with HR to put in plaée
co'mpensatioﬁ policies that not only attract but also retain their best
performers. The Leader has a role in helping the organization retain an open
mind to an unknown environment. The Leader is supposed to have the
vision to look ahead, to constantly scan the environment, not only for blue
skies but also for dark clouds. Great industries (like the Steel industry in the
' US) have perished simply because they failed to keep track of changes in the
- Business environment. In these times of rapid change, the one thing that will
distinguish the dynamos from the dinosaufs is a forward-looking approach
ahd nimble-footed responses. ( Dhiraj Lai, Citibank N A, Vice President and

Area Audit Head)

There has to be recognition that speed is important. In the past, we tended to
act after a lot of research. That's fine. But often, it's better to go to the market

- when an idea is 90 per cent bomn and do the rest of the learning in the market.

325



That's a quicker and a surer way to get there rather than trying to aim for total

perfection.’ ( HLL Chairman, Banga, M S )

It is ITC's belief that creation of sharcholder value provides the only basis for
sustainable contribution to the superordinate goal of creating national value."

(Chairman Y C Deveshwar, ITC Limited)

‘Dhirubhai's vision was amazing. In 1970, we were discussing something and
he told me: Kishore, aa Tata-Birla kaun chhey taney khabar chhey? Aaprey
ena thi aagar wadhwaam_l chhey ek divas. (Do you know who the Tatas and
the Birlas are? We have to get past them one day)' (KISHORE DOSHI

Vice President, Manufacturing)

'If Reliance bets on the right people, it will always remain a company of

entreprencurs.( D Ambani Chairman)

T can recall ‘an instance when a peon's daughter was ill and he needed Rs
25000 for her treatment. There were no requisitions made to the Head Office.
_ The branch manager drew out the cash and gave it to him. The peon was told
two things: ‘there is no need to repay the money. And if ybu think that the
money is inadequate, you have énly to> iet us know." (Y OCESH DESAI

President Corporate Developmént)

'The son-in-law and daughter of someone who works at Reliance died in

Bahrain. The Reliance man didn't have a passport. The Delhi office got
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involved in getting his documents in order within a day. The Bombay office
got involved on the ticketing front. The top management made arrangements
in Bahrain for the handing over of the bodies. When the Reliance employee
reached Bahrain, the vice-consul was there at the airport to receive him. It
appeai'ed that the entire company from the Ambanis down wards had got
involved. Everyone cared.' (TONY JESUDASAN, Senior Executive Vice

. President)

e 'Twas working in the corporate communications department in Delhi and had
gone’to Bombay for some work. While I was there I happened to casually ‘
rgmatk whether it might be possible for me to see the chairman since I had
never done so. Obviously I had no work with him. The person I mentioned
this to called the chairman's office and within ten minutes I was being
ushered into the chairman's office. He had tea with me and for 20 minutes
spl‘okev to me about whether I was enjoying working at the company and

. whether AI was being looked after well. He was extremely courteous and
~ humble. It was clearly the most unforgettable experience of my life.’ (

POOJA NAIR, Executive, Corporate Communication Services)

_ Scenario 13: The Leader’s emphasis on the Individual and the Intellect, and a role in

A building individual and organizational knowledge

e Ieadership is split into two broad levels — operational and the macro — there
is a distinction in the challenges that are emerging. And the employees need
to be agile to this changing scene so as to continue to achieve the objectives.

At the operational level, the leadership challenges for someone working in a
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rural area are radically different from someone working in the cities. Given
the hardy Iifestyle of those working in fields, a toﬁgh and energeﬁc executive
is required to handle the cﬁallenges of the job. He has to be action-oriented
and capable of thinking on his feet. The executive must be able to motivate
people by emphasizing that they are making a major difference to someone
else. This is a huge motivating factor. He needs to take critical decisions
without the help of the organizational core. If he is selecting a local
representative, it is he who has to take that decision — one that cannot be
reversed easily in a small, tightly knit community. There is ﬁo template as in
the cities, where there are clear criteria for, say, distributor selection. There is
no emotional security of working in large teams and being among peers. He
is connected only through technology. So he has to have a great deal of self-
driven inner energy. Moreover, he should be able to work with various socio-
economic groups, get ideas from them and work seamlessly. As one_goes
higher, at a strategic level, the leadership challenges start with identifying
this operational talent. How does one idenﬁfy it? Operational talent
requirements for rural India are different from that in urban fnarkets and have
to be nurtured for the long term. Then, the leader has to have the passionate
vision that will take his people along with him; to convince them that they
aré maldng a difference is a challenging job. The Ieac‘l_er‘mus”t be able to
_ network with other orgaﬁisations like NGOs, for instance, that may be non-
profit but could be tackling cultural issues that result in an appropriate value‘
exchangc. (ITC Chairman, Deveshwar, Ref: Collaboration works, Business

World, April 2002)

328



Reliance believes that constant training and development, and continuous
learning, is necessary for ensuring retention of the best talent, besides

pfoviding Reliance with a sustainable platform for growth in the business

~ environment. Training pfogramhas been devised to develop cross-functional
skills. The objective is to provide Reliance’s people with an opportunity to

address areas, not immediately relevant to their job profile, but important

from the perspective of all-round development. During the year, 336 training

program covering over 5,000 employees were conducted.

Tﬁe India 250 set will comprise 250 signiﬁcant‘ relationships. Once again,
these would comprise eiisﬁng' as well as target clients. This grouping will
inclﬁde clients / targets originating from our industry programs, specific
service line ini;‘.iatives, G1000 companies, and other significant relationships.

The intention is to target for 80 percent of our fees to come from these two

~ client groupings. We need to have a clear go-to-market strategy in respect of

~all of these clients, to ensure that our efforts are focussed and we derive

enhanced leverage from such efforts. We will focus our efforts on the
remainder of our clients with a view to exiting relationships if they are not

rigorously on strategy or make limited contributions to our profitability. We -

- are also. reviewing the roles of partners. We are proposing that a relatively

limited number of partners be assigned responsibility for our key account
program. Our current thinking is for each key account partner to be
responsible for around 3 key account relationships. Other partners in the
targeting, conversion and execution efforts will support these partners.  To
make this process work, key account partners will need to be relieved from a

number of their other client responsibilitics. We will also need to ensure that
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for the key‘accounts, the Firm across all its solution segments will be prompt
in responding to the neecis of the key account partners.. All of this will
require realignment of responsibilities and it is possible that we may need to
work out appropriate transition stages taking us to where we want to be.
However, the intention is for the key account program to be meaningful and
ﬁnpactful in ‘the short term, and transition efforts will need to be calibrated
accordingly. Other partners will have a combination of India 250 clients and
other clients. We also want to involve our senior managers more
significantly in the client relationship management process, and the proposal
we are considering is for identified senior managers to be effectively given
"job partner responsibility for a number of clients. This will help us free
partner time so that it can be directed where we can secure better impact, and
at the same tirﬁe provide us with a better opportunity to assess the partnership
potential of the senior managers. We need to put in place appropriate MIS
and other process to better institutionalize our efforts around this client
program. This is work in progress and I will share some of the proposals as
they get better defined. We then considered initiatives that we needed to take
if we are to »vﬁeld greatef influence in the business community. These will
need to involve a combination of s;rategié marketing initiatives, as well as
_ other efforts that will allow us to assume thought leadership positions. Once
_ again, this is work in progress. We need to ensure that all the work that we
| do is reasonably aligned witil the global strategy formulation efforts that are
currently underway. The global efforts are expected to be largely completed,
at least in relation to most key directional aspects and many detailed aspects,
" by the time that the partners meeting is scheduled in New Orleans. Nofhing

that we are considering presently appears to be inconsistent with what is
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being‘ contemplated globally, and this is something that we will keep
checking as and when more4 information on the global strategy is available.
Ai the conclusion of our discussions, we debated on what we needed to do to
make our partnership more cffective. Throughout the discussions, we
debated on whether the proposals that were being considered were different
from those considered in the past, and what we needed to do to ensure that
these were successful going forward. We identified arcas where we need to
improve our processes, and we will work to address these areas. We need
clarity of vision and strategy, we need clarity on roles and responsibilities,
wé need clarity on expectations. We need an efficient Organisational
framework to support our efforts. But beyond all of this, we will need
discipline in working to a plan and in ruthlessly vexecuting our strategy.

(Reference Andersen Leadership Note)

Reliance Industries, with a profit per employee of $39,034.6, has recorded-
“the highest per employee profit among the chemical companies of Asia.
These findings appear in the special issue of Asia week magazine, which
ranks Asia's 1600 largest companies. The Asia week 1000 is an aﬁnual study
which ranks the largest companies ‘in Asia in terms of sales, net profits,

assets, equity, market capitalization and other factors. ( 4sia week, November

o 200)1
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Scenario 14: The CEO’s role in emphasizing on culture aspects pertaining to empowerment,

delegation, individual contribution, accountability and responsibility.

e Going forwérd, our challenge will be to continue innovating to improve
market shares and maintain our competitive edge. In this endeavor, we will
continue to benchmark with global best praéﬁces to ensure optimum
utilization of our resources and the finest exposure té our work force. The
speed with which we have been able to transform our organization @d
successfully start so many new businesses is almost singularly owing to the
skills, enterprise and the depth of our human resources. We are committed to
enriching this valuable resource which in turn, will allow us to bring
innovative practices to the world of financial services in India. With
technology playing the key role. My vision is to develop ICICI into an -
organization that is empowered by bright and talented individuals, working
in teams and riding on the backbone of world class technology. We are
getting there. And we look forward to you joining us in this journey. (JCICI

CMD Kamath)

e Human capital is an appreciating asset at Reliance. Reliance's employee skill
is its competitive muscle. Their skills differentiate Reliance from its
competitors whether it be through the spéedicr implémentation of a project,
or in its implementation at a cost which is significantly lower than that of
competition, or in the ability to extract more out of capital equiément, even
when it ages. These skills are gernﬁnated in the Reliance culture. This culture |
is fostered in a high degree of informality. The organisation is networked.

Designations are subservient to the task. Communication is Brownian - it
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moves in all directions. The other side of the coin is management discipline.
A-tight scrutiny of ongoing processes. Detail. Learning. Uncompromising

standards of risk manageinent. Targets. (Reliance Industries)

Scenario ‘15: CEO’s role in actively parﬁci[iating in attracting, retaining and rewarding

star talent and performers.

e The quality of ICICY's workforce and their dynamism has beena key factor in
our success. I firmly believe that, we have assembled one of the finest
professionél teams in any organization or industry; a team that, through its
dedication and diligence, has continuously surpassed set goals, led by a
senior team of leaders who have translated their business acumen and
insights into tangible resulis for both our clients and shareholders. Against
this backdrop, the recognition and various awards received by ICICI for
“excellence in human resource management were truly rewarding. In a clear
testimony to ICICP’s value p;qposition for aspiring professionals, we
continue to attract the best professionals from the industry, as well as India's
premier business institutes and other educational institutions, who choose
ICICI in preference to competing opportunities at higher pay scales for the
tiirill of working in the most exciting financial services company in India. (

ICICI CMD, Kamath)

e Reliance is a relatively young company. The average age of employee in the
organisation is just 36 years. While wisdom comes from the top, decision
making is pushed down below. More importantly, people at Reliance have

"been drawn from diverse academic backgrounds - but with the fire and
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enthusiasm to take on increase - kingly bigger challenges. There is a

continuing emphasis on inducting fresh talent. During the year 1997-98, as

" many as 216 fresh graduate engineer trainees were inducted into Reliance. (

V V Bhat — Group President HRM — Reliance )

Scenario 16: The Leader’s role in helping the organization retains an epen mind to an

unknown environment.

We believe in quality and delivery. To make the transformation effective,
Zenzar expects to create a distinctive culﬁlre that enables members to deliver
the maximum organizational value in the shortest possible time. A culture
where performance is more important than designations. Where performance
is driven through the intellectual capital that members bring to the collective
table. Where performance is measured against targets. A culture where
performance continues to be facilitated by informality. Where you do not
need to wear ties to office. Where you do not néed_ white hair to be heard.
Where doors close only if you have left for the day and where work can be

fun and fun can be work at the same time. And more importantly, a culfure

- where performance is encouraged not only on the basis of what has been

- achieved but also on the basis of number of mistakes made through prudent

risk taking in the honest pursuit of organizational goals. (Ganesh Natarajan,
Vice Chairman and M D Zenzar Technologies).

We are fast moving to globalization. The second one is the. anticipatory

. change that you can bring. Another is the aspiration change through

alignment of all your participants. One core competence required among the

top leaders is transformational leadership. ‘Because it is not going to be
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change as usual. One of the basic things in any organisation is to have
something superf-ordinate. Commercial organisations are ecoﬁonﬁc organs of
the society. You have to subordinate shareholder value to societal values.
" Dignity of a human Being is fundamentally important. Leadership is what
makes the below average person fo rise and contribute to a societal change.
(iTC Chairman, Deveshwar, Ref: Managing change in times of turbulence,

Business T oday, Jan 6 2002)

Summary: The entire questionnaire contained 8 parts (Part A to Part H) involving, culture,
o'rganizational models, leadership and comparisons were attempted as they relate or not to each .
other. It primarily included a combination of formatted questions, simple propositions as well as
open-ended planned interﬁeﬁ (checklist approach) to enable the researcher to obtain details and
the CEO perspective as they were responding to the questionnaire. To provide for obtaining as
much of a CEO/Leader perspective scenarios, hypothesis driven questions were also asked to gain
a better appreciation of the CEO assumptions to enable correlating findings for research purposes.

This was effectively accomplished.

Figure 34 Connecting leadérship Styles to Culture and Organization and Management

Models
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Organization Model Leadership Style Manifested Culture
Sample Company

Consulting Company The Competing Organizat Visionary Executive
Operator
Engineering
Evolving

Education Company The Institutional Organiza B uiider Operator
Engineering
Evolving

Financial Services Compai The Human Organization People Strategist E xecutive
Operator

Diversified Company The Institutional Irganizat B uiider Operator
E ngineering
E volving

Intellectual Company The Learning Organizatio Teacher Executive

E ng ineering

Technology Company The Learning Organizatio Teacher E xecutive
Engineering

Effectively forced rank comparisons from each part of Parts A to E together with the research

conducted by the researcher, broadly indicates the following:

e A Visionary Leader in a Competing Organization influences an evolving culture

predominantly.
e A Driver in a Performing Organization influences an evolving culture.
e A Teacher in a Learning Organization influences an Executive Culture predominantly.
e A Scientist or a Technocrat in a mechanistic organization influences an Operator Culture.
e A People Strategist in an Institution influences an Engineering Culture predominantly.
e A Teacher in a Human Organization influences an Engineering Culture.

e A Manager in a Voluntary Organization influences an Operator culture predominantly.
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e A Builder in an Institution influences an Operator and a Evolving Culture.

Although the above meﬁtioned is not expected to be proven as a part of this research the |
 researcher was intﬁgped to notice many similarities with the ranking patterns as well as the
responses that emerged from the CEO’s. It is also important to understand that each if the three
aspects pertaining to Culture, leadership and organizational model appears to overlap each other
and the exact trigger of what primarily influences another would be desirable to be studied. For
the moment that leadership styles in an organizational context influences culture to a degree has
been attempted. This was possible through content analysis of the planned interview, studying the
organization case and the CEO’s responses. It could equally be valid to see if a leadership style in
a particular culture.creates what type of an organizational model. Or what type of organizational

model (s) in a particular type of culture(s) creates specific leadership style(s).
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Figure 35 Sample organizational and management model as they integrate with culture and

leadership.
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Section 3: Content Analysis Findings

Further to an analysis of the organizations studied and findings arrived in the last section
connecting leadership to culture and organizational and management models some select findings:
and leamning based on the Scenario Analysis, Leadership Hypothesis data generated from

respondents, including material obtained from primary and secondary survey feedback data.

Role of leadership in culture creation and influence in the company — Some findings to

support influence of leadership to organizational culture is discussed below. -

Various theoretical and practical aspects of leadership are available in literature. The classic
research studies on leadership set the stage for the theoretical development of leadership. The
trait theories concentrate on the leaders themselves but, with the possible exception of
intelli génce and empathy/interpersonal sensitivity and self-confidence, really do not come up with .
any agreed upon traits of leaders. In recent times the trait approach has surfaced in terms of

managerial skills and abilities identified for selection and training/ development purpose.

Historical contributions to the study of organizational behavior had indirect or direct implications
for leadership style. -For example, the Hawthorne studies were interpreted in terms of their
implications for supervisory style. Also relevant is &e classic work done by Douglas Mc Gregor,
in which his Thedry X represents the old, authoritarian style of Iead(;rship and his Theory Y-
represents the énlightened, humanistic sfyle. And iﬁdecd the Theory Z focused on participate
management. The studies discussed are directly concerned with style. The Iowa studies analyzed
the imbact of c;xutocratic, democratic and laissez faire stylcs; and the studies conducted by the
Michigan group found the employee-centered supervisor to be more effective than the
production-centered supervisor. The Ohio State studies identified consideration (a supportive

0
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type of style) and initiaﬁng structure (a directive type of style) as béing the major functions of
leadership. | The trait, group and social learning theories have indirect implications for style, and
the human relations énd task directed styles play an important role in Fiedler’s contingeﬁcy
theory. The path-goal conceptualization depends heavily upon direcﬁve, supportive, participate

and achievement oriented styles of leadership.

e Another major player in the field was Richard Beckhard. In his 1969 book he described
“several assumptions about the nature and functioning of organizations” held by OD
practitioners. Here is his list.A

e The basic building blocks of an organization are groups (teams). Therefore, the basic units of
change are groups, not individuals.

e An always-relevant change goal is the reduction of inappropriate competition between parts
of the organization and the development of a more collaborative condition.

e Decision making in healthy organization is located where the information sources are, rather
than in a particular role or level of hierarchy.

e Organizations, sub units of organization, and individuals continuously manage their affairs
against goals. Controls are interim measurements, not the basis of managerial strategy.

e One goal of a healthy organization is to develop generally open communication, mutual trust,
and confidence between and across levels.

* “People support what they help create.” People affected by a change must be allowed active
participation and a sense of ownership in the planning and conduct of the change.

¢ Robert Tannenbamﬁ, professbr at UCLA, and Sheidon Da\dé, director of organization
development at TRW Systems, presented their view of OD values in a 1969 article. They
asserted that an imponant shift in valnes was occurring and that this shift signaled a r;iore

appropriate and accurate view of people in organizations.
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They listed these values in transition as follows:

Away from a view of people as essentially bad toward view of people as
basically good.

Away fr;’:m avoidance of negative evaluation of individuals toward confirming
them as human beings.

Away from a view of individuals as fixed, toward seeing them as being in
process. |

‘Away from resisting and fearing individual- differences tdward accepting and
utilizing them. |

Away from utilizing an individual primarily with reference to his or her job

description toward viewing an individual as a whole person.

" Away from walling off the expression of feelings toward making possible both

appropriate expression and effective use.
Away from marksmanship and game playing toward authentic behavior.

Away from use of status for maintaining power and personal prestige toward use

of status for organizationally relevant purposes.

Away from distrusting people toward trusting them.
Away from avoiding facing others with relevant data toward making appropriate

confrontation. -

- Away from avoidance of risk taking toward willingness to risk.

Away from a view of process work as being unproductive effort toward séeing it

~ as essential to effective task accomplishment.
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e Away from a primary emphasis on competition toward a much greater emphasis

on coIlaboration.

For ease of presentation, the styles listed may be substituted for the expressions “boss-centered”
and “subordinate-centered” used by Tannenbaum and Schmidt in their classic leadership
continuum. The verbal descriptions and the relationship between authority and freedom give a
rough representation of characteristics of the various styles of leadership. One thing is certain: A
leadership style can make a difference. For example, a recent survey found that senior executives
viev;' their companies’ leadership styles as pragmatic rather than conceptual and conservative
rather than risk taking. Importantly, these same executives felt that to meet their current and

future challenges, the styies should be the other way around.
Is there an IDEAL Organizational and Management Model?

An ideal organisation to be one where a person's promotion is unpredictable and depends largely
on his own good performance. And where a person can see exactly how his career will progress
after certain periods of time, that regards special benefits, such as attractive bonuses, free pension
schemes and a company car, as the prime incentives to remain in the job. That concentratés on
. tempting new employees with interesting work although it is not able to pay as much as other
organisations providing less interésting work and where it is emphasized that the ‘job comes first',
fherefore after work pleasure should take secondary importance. Andv where it is very difficult to
carry on work over a weekend period should someone so desire. Where the few changes in tasks
that occur allow people to perform one type of work with considerable care and proficiency. And
" where there is constant pressure to complete a task well in a short period of tiﬁle and to then
become involved with another task. And where there is a general attitude that, even if the working

"conditions are vefy poor, much can be compensated by interesting work. Where little that is
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favorable can be said about the work, itself but where the attitude of management towards its
employees' welfare is first class. That gives people jobs that can very likely be done well. That
* gives people work which is not so difficult that they would, have to rely on luck to do a good job
nor so easy that they are bound to succeed. Where it is expected that leisure time will be
sacrificed if work pressure is great. Or where it is felt that working late is undesirable because
eventually strain will be experienced in normal working hours. That believes that if a person
concentrates primarily on working in a warm, close fashion with his co-workers, good work must
follow. That regards the successful completion of an employee's assignment as more important
than the feelings of that person's co-workers. That expects individuals to help the organisation by
fulfilling their own personal goals. That expects its emploj’ees to strongly identify with the
organisation rather than think of themselves as individuals apart. Where good working
companions and generous holidays are pfovided to make up for the tedious nature of the work.
Where there is more concern with employees’ satisfaction with the actual work that they do than
with their general conditions of work. Where each employee is solely responsible for most of the
work that he performs and where several peoplebare always responsible for, and take the credit
for, a particular piece of work. Would your ideal boss bé someone, who gives his employees
work that they feel sure of doing well without too much effort or who gives people work
requiring quite a lot of struggling to matter. And who insist on finding out how worthwhile his
employees see their work but negiects looking into the enjoyment that they get from their work?
Who regafds the pleasure that his employees gét from theixj work as more important than the
actual worth while ness of the work. Is he some ;)ne who emphasizes the importance of the work
group's responsibility for its decisions rather than paﬁiculm individuals in the group taking the
responsibility? Who relieé on a particularly efficient individual in a work group to conﬁdl the
, group‘s activities and who expects to be consulted only for very exceptional work problems. Who
encourages employees to follow éet procedures in their work. Who attempts to provide atfractive

work for his employees even if it is not of great value to them. Who would not give people work
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that they could view as of little value even though it may not be highly attractive to them? Who
gives his employees general guidelines on which to base there own decision. about how to
proceed with their work. Who gives clear, very comprehensive instructions on how employees
should carry out their work. Who finds that for group morale it is better to try to preserve good
co-worker relationships that may be spoiled by letting people keep working at a task to their own
satisfaction. Who feels that a certain degree of bad feeling amongst employees is worth tolerating
if they are very much involved with their work? Who looks for future employees who will be able
to Work independently of others. Who looks for future employees who will pﬁmarily be good at
getting on well with other emplbyees? Who would rather employees consulted him with work
difficulties than struggle with them themselves. Who will not interfere with work for which
employees have responéibility. Who expects an individual's work rate to remain relatively
uninfluenced by his colleagues? Who relies on the group as a whole to produce a given amount of
work, expecting the group to influence an individual's quantity of work done? Who views good
employee relations as being most important and incompatible with competitiveness? Who insists
on individuals trying to achieve a better performance rating. than their co-workers. Who gives
employees work where they need to write fairly detailed arguments about problemé solutions?
Who gives employees work that involves very little written reporting or problem discussions?
Who feéls that working late should be avoided. Who encourages working late in order to meet a

- deadline.

In the course of the research owing to availability -of substantive material on sample
companies, their leaders, management styles and broad understanding of their cultures it
was possible to obtain some findings in addition to what has been listed before. Content
Analysis based on data generated through all of the above mentioned methods, including,
scenario »analysié, survey feedback and pfocess observation checklist, cases and
proplositions, forced ranking instruments, secondary research and open ended discussions
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1. Finding 1

1. How do Leaders Impact Organizational Cultures?

Culture Beginnings and the Impact of Founders as Leaders spring from three sources:

e Core family philosophy, upbringing, experience, beliefs, values, and assumptions of founders

e Experimentation and consequent learning experiences of group members.

e  New beliefs, values, and changing assumptions brought by new members

e Leaders have a point of view and articulate this point of view thorough periodic intervals and
at varying locations and groups of people.

o Leaders choose to impact culture conscious of their influence.

The process of culture formation is the process of creating a small group:

e Single person (founder) has idea

e Founder brings in one or more people and creates core group. They share vision and believe
in the risk. founding group acts in concert, raises money, work space

e  Others are brought in and a history is begun.

¢ They influence as they learn, experiment and implement

Founders/Leaders embed and transmit culture by making assumptions that
are "taught" to the group. They make out things tried out are leader-imposed
teaching and leaders get their ideas implemented through Socialization, Charisma
and by acting, by doing, exuding confidence. Do you expect your people to

respond to a given situation the same way you would? Even if you say,” Of
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2. Finding 2

course not,” don’t be sure. Most of us can’t help projecting our own attitudes and
approaches on others. Even if you say successfully crawled into another person’s
head, you have to be constantly on guard against projecting your own ideas onto
that person’s decision or solution to a problem. Fortunately, if an employee’s
decision concern the organization’s commitment, competence, or consistency, a
strong corporate culture will narrow the range of acceptable courses of action,
but many decisions do not concemn cultural factors. Some executives push so
hard for conformance to a culture model that they thwart innovative, independent
thinking, creating “yes” people instead. Such people do not support strong
cultures. To remove this block, you must avoid projecting your own skills or
styles when you evaluate employees’ action. Detach yourself and rely on the
tenets of your organization’s culture rather than letting your biases determine

your judgment.

2. What are the Culture-Embedding Mechanisms in the context of leadership?

Primary Embedding Mechanisms

¢  What leaders pay attention to, measure, and control on a regular basis

e Leaders influence values and ethics

e Leaders reaction to critical incidents and organizational crises

e Leaders allocate scarce resources based on their own observed criteria

e Leaders deliberately role model, teach, and coach
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A,

~ Leaders allocate rewards and étatus

Leaders recruit, select, promote, retire, and excommunicate oréanizational members
They Communicates major beliefs

Wihat is noticed and consequent comments made casual questions and remarks becomes
powerful if leader sees it and is consistent

Consistency more important than intensity of attention

ttention on quesﬁons that leaders ask

tention to agendas for meetings set emotional reactions.

Important what they do not react to.

. Example: CLUB MEMBERSHIP

ACP Praveen Kumar recently came to know that his colleague Uttam Singh was
once accused of accepting Rs.10000/- bribe - the case was never proved against
him. On day 1o satisfy his own curiosity, Praveen asked Uttam about the incident.
Uttam cbnsidering Praveen as a friend confessed that he had actually taken the
bribe. But he expiained that he had to take such a step because he needed
_ considerable»amount of money for his mother's treatment. Praveen was shocked.
He had high regard for Uttam's integrity. He told Uttam "I would not have done
this if I were you." Uttam did not react to this. He pointed at an envelope lying on

the table which Praveen had received this morning from a politician and asked,

" "What is inside that envelope?” Praveen sensing what Uttam had in mind laughed

and opened the envelope to show Uttam a Club Membership. Praveen said, " It's .

. only a club membership - not money”. Uttam still unfazed asks Praveen "Did

you kinow that a Club Membership is worth Rs 15000/- today. Praveen was quiet.
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3. Finding 3
3. What are the leader Reactions to Critical Incidents and Organizational Crises?

e Leaders see crisis as an organizational realify. They believe and hope that they have
" visualized possible scenarios leading to a crisis and would avoid it.

. vCrises is an important factor in culture creation

o They handle pressure and believe are competent and confident of handling a crisis.

. They are sure of tﬁemselves, at least give an impression of being so.

s Creates new norms, values, working procedures, reveals important underlying assumptions

e  Crisis heighten anxiety, which motivates new leaming

* A crisis is what is perceived to be a crisis, and as defined by leader

o  Crisis about leader, insubordination, tests leader

Example: TO BE OR NOT TO BE

Navin Kumar was accepting a VRS from his company after 20 years of service.
He was getting 2 large sum of money in this deal. But this also would mean that
he would not have a job. Ashok his son was appearing for his Std XII exams and
is keén to pursue an engineering course after his schooling. His elder daughter,
‘Nalini is-of marriageable age. They have just seén a very good groom for her. His
wife Shantabai, a housewife is a patient of Asthxﬁa. Should he commumicate his

decision to his family now?
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4. Finding 4

4. What deliberate Role Modeling, Teaching, Mentoring and coaching activities do Leaders

perform?

¢  Personal behavior communicates assumptions and values to others,

s  Teaching through workshops

o  Coaches in learning implicit knowledge

e Leaders are not shy of show casing themselves as an appropriate role model

o Leaders believe that the}; need to be extroverts in their leader behavior and should

* demonstrate what they believe in by practicing it

o Leaders do not indicate concern for people at the cost of performance, while they still like to
spend a significant amount of time with people or on people driven issues, challenges,
problems and concerns

e Leaders like to show they have something to tell and teach their people. They formally

| participate in seminars, training programs and communication. meetingsi 'to share what they

know and tech it if required.

o  Leaders find enough time to coach high pérforming people.
5. Finding 5

5. What are the Secondary Articulation and Reinforcement Mechanisms of cultures in

young organization design, siructure, architecture and goals of an organization are visible?

¢ Rituals, stories, and formal statements cultural re-enforcers, not culture creators.
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e On organizational stability these become primary and constrain future leaders.

s These are cultural artifacts that are highly visible bﬁt hard to interpret.

¢ When organization is in developmental stage, the leader is driving force. In maturity stage,
these will become the driving forces for next generation.

o Leaders determine organization design and structure

. Leaders influence organizatiohal systems and procedures

* Leadérs partake in organizational rites and rituals

o Leaders actively igvolve themselves in design of physical space, facades, and buildings

. Lé_aders tell their own stories, legends, and miyths about people and events

e - Leaders make formal statements of organizational philosophy, values, and creed.
6. Finding 6

6. How do leaders influence Orgahizaﬁon Design and Strqcture?

o Leaders influence structure, roles and responsibilities, many a time decide themselves fb;
their top management |

. Ofganizing organization brings leader’s passion than logic

s They worry more Qn critical jobs and critical players

; How stable structure should be_ or variable
- Some stick to original setup

¢  Some constantly ;ework on the same structures hoping to find performance solutions

¢ Leaders give up good theory for good practice.

¢ Structure and design reinforces leader assumptions.
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e Leaders seek comfort in clarity and avoid ambiguity in defined structures, 'r(/)lcsi‘gnd".’;&;:f:\\

/= AU,
responsibilities Do SPEEE
VN e
e Leaders drive performance by pre determined key performance indicators. and implement. .
Nl .
them through structures S~ .

e Leaders ask for flexibility and multi tasking while they demand performance but seek

specialist expertise when they ask for advice.

7. Finding 7

7. What Organizational Systems and Procedures do leaders depend upon to influence

cultures and organizational models?

e Leaders ask for performance through formal budgetary, planning and monitoring systems

e Leaders influence organizational systems like appraisals, reward programs, feedback and
review etc

e Some leaders are happy to manage their organization by establishing processes and systems
that controls the organizational destiny, figuratively speaking

¢ Formal leaders believe in systems to replace dynamic decision making

e Some leaders prefer a mechanistic organization that provides confidence and comfort to
systems and processes and consequently streamlined methods and activities.

¢ They make visible parts of life in organization: daily, weekly, monthly, quarterly, and
annually.

e They formalize the process of "paying attention."

e They provide consistency when they choose to and,

e Their inconsistency allows for subcultures
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8. Finding 8

8. Do Rites and Rituals actually happeh in Organizations and do members believe in

them?

e Rites and rituals happen although many deny that traditions are an important part of their
culture -

 Some unknown aétions of organizations tend to be spoken internally as rituais, a rose garden
party, founder’s day..

e Many leaders seek to pr(;ject a new outlook from their predecessors

e Visible respect to seniors is still a reality in many organizations

o Leaders find inﬂuencing or changing rituals more difficult than other aspects of culfure
comparatively speaking

e Central in déciﬁhering as well as communicaﬁng the cultural assumptions

e They articulate stories as powerful re-enforcers

Example: CHAIR OF CONTENSION

Weft VSingh was a Textile Engineer from a reputed institute in the country. He
‘was a very intélligent and hardworking person. He had several good ideas about
effective handling of employees at the shop floor level. Bvéry morning Warp
Bahadur the Dept. Head scheduled a meeting with all his direct reports at-the
| Conference room: They used to sit together and thrash out several shop floors
related issues. Weft Singh was very much impressed by the working style of

Warp Bahadur. After one such meeting, Weft Singh weht into Warp Bahadur's
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- office for the first time, to clear certain issues, which he had in mind. Weft Singh
~after knoéking on the door came inside the office and pulled a chaif to sit down.
He then started to discuss his issues with Warp Bahadur. Weft Singh while
discuésing felt a perceptible difference in Warp Bahadur's behavior towards him,
‘but he could not figure out what was wrong. After an unpleasant meeting he
came out and narrated this incident to a fellow colleague who was 20 years in the
system. The colleague after listening to the story remarked " You should not have
pulled the chair and sat down. Mr. Warp Bahadur does not like his subordinates

to sit in front of him. He considers it as an insult” Weft Singh was astonished.
9. Finding 9

9. Does Design of Physical Space, Facades, buildings, and infrastructure including

technological infrastructare influence culture and erganizational models?

s CEO’s see it as an iﬁevitable feality, many try to discourage it only after they have become
CEO’S.

e Visible features are important to members, although many organizations actively attempf to
dissuade its importance

s Symbolic differences in office layout.and infrastructure is made

e It conveys a philosophy of fhe management to differentiate hierarchy

® ° Dress coder- has become another signal of difference

. _Te%hnology and internet connectivity have gained status signals

o Place of work; office décor, interiors, fagade to the client and customer interaction location

have made an impact on organizational identity and CEO’s mind space
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Example: THE LUNCH TABLE

Ram is a market support execufi\}e at Dodo Engineering Limited, which
employed a total of 1400 employees. Dodo Limjted has a common canteen for allr
employees ranging from the managing director to the peons. The canteen serves
lunch between 11:00 a.m. and 2:00 p.m. to cater to be able o cater to everyone
who comes to work during the day hours. Ram usually arrives for lunch ét 1:30
p.m. along with the other colleagues from marketing, maferials and various
manufacturing séctions. On January 24™, he has an important meeting with his
department head at 1:00 p.m. which is likely to last till the end of the day. He
arrives for lunch af 12:00 noon and finds that operatives have occupied all tables
but there is space for at least one pérson to sit at a fe§v tables. Ram returns

without eating.
10. Finding 10 -

10. How do Stories, sagas about Important Events and People impact organizational

culture and leadership?

. ' Stories about impbrtant pec;plc makes way for others to learn from their experience
e Stories of sacrifices mean more to people than successes

» Failure stories are not popular and are not encouraged in many culturés

e That stories happén, exist and continue to be spoken of is very real

* As history develops, stoﬁes evolve.

e Stories reinforce assumptions.
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- Leaders can't control stories about themselves.

Using stories to decipher org has its problems; Validity.

Organizational events make way for story telling time

There is a thin liné between gossip and stories and over time this difference tends to get
blurred

There does not appear to be a formal process to capture and tell stories in an organization

Example: CREATIVE DESIGN INC.

Creative Design Inc. - one of the leading customers of the Textile Indﬁstry, senta
representative to "Sukun Mills". The represenfative was supposed to meet the |
Viﬁe APresident Marketing, who unfortunately was called for an important
meeting and could not keep his appointment. Since the representative had already
come to the office, the Marketing executive explained to him the situation and
apologized on behalf of his VP. He also showed him around the factory and the
 different pr_oducts of the company that are being manufactured. This.
representative in his course of duty also had a meeting with the Vice President
Marketing of "Badnam Mills" the very next day. The VP was inside his cabin and
asked the representative to wait for some time. Time elapsed and the
" representative waited for around an 'hour. The second time when ﬁe enquired
about the meeting, the secretary informed him that the VP is very busy today and

‘ would not be able to meet him today and rescheduled the meeting for the next
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day. Next day they met each other. The representative went back to office and

submiited his report to the Management Committee, "Sukun Mills" got the order.

11. Finding 11

11. What formal statements of Organizational Philosophy, Creeds, and Charters exist in the

organization and dothe leaders influence much of it?

e Leaders are aware that they have to speak of history‘ and values

o Leaders know the merit in articulating vision

* Leaders consciously reinforce HRM thinking to demonstrate his/her coﬁcem for people

e Many leaders break hierarchies to connect with people to gain personal éredibiﬁty and
popularity |

e Leaders make position statements when they believe that they need, s‘mﬁetime there could be
a time lag between expectation and leader behavior |

e Leaders speak their mind in regard to organizational soft issues

» Formal statements like mission statement, code of ethics etc. only highlight a small portion of '
the assumptions

e Picture for public ‘consumption is a reality although internal fruths may be different

e Not a complete definition of the organization yet made to make 2 point.
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12. Finding 12

12. How have Cultures specifically impacted the CEQ?’s leadership style in the context of an

organizational model? Are things changing?

e Making the work environment invigorating and challenging

 Culture implies the presence of an approach that is understood, accepted and identified by
people.

» Employees will have more ﬂexible work arrangements

* Work hours scheduling will become less important as organizations focus on performance and
results

o TIntelligence through knowledge transfer capability will separate the best employees from the
rest

¢ Policies are tuned to needs, company facilities will become “virtual” through work-at-home,
telecommuting and outsourcing, the work week will be less structured- employees will still
work 40-plus hours, but at varied times and places other than the office and formal rules and
policies that will leéd to greater portability of health, welfare and retirement benefits.

* Free-lance teams of generic » problem solvers will market themselves as alternatives to
permanént workers or temporary workers would promote collaborative cultures will be the
workplace modél Society ard some degree of materialistic and narcissist values may become
prevalent | |

» Customers will expect individual customization of .pro.ducts and services

¢ Family and life interests will play a more prevalent role in people’s lives and a greater factor

in people’s choices about work
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e Families will return to the' center of society and community involvement and social
responsibility will become part of an organization’s business vision, in facf ;:ocoonfng will
become more popular as workers look to their homes for refuge from the pressures of
competitive wofk place and depersonalized society

e Companies will take on responsibility for elder éare, long term care and other social needs

through cafeteria-style benefits programs

Physicians and behaviofal scientists and, more recently have long recognized the powerful |
influence of one persbn’s expectations on another’s behavior, by teachers. But.hc.eretofore the
importance of managerial expectations for individual and group performances has not been
widely understood. I have documented the phenomenon in a number of case studies prepared
during the past decade for major industrial concerns. These cases and other evidence available

from scientific research now reveal:

What a manager expects of his members and that the way he treats them largely determine their
performance and céreer progress. A unique characteristic of superior managers is their ability to
create high performance expectations that histher team fulfill. Less effective rﬁandgers fail to
develop shnilér expectations, and, aé a consequence, the productivity of their people suffers and

‘ colleagues, more often than not, appear to do what they believe they are expected to do.

358



Section 4: Case Analysis

Mapping Leadership to Cultures and Organization and Management Models

This section focuses on detailed case studies and a select list of 14 primary research based
and another 8 secondary research based case studies have been articulated to demonstrate
the connection between leadership style, culture and the organizational and management
model that exists in the said company. The data provided in this section is confidential to
the company in particular and has been provided here for the purpose of research only.
Usage of the matérial in another context would need the consent of the respective companies

please. The case studies were constructed from the following data sources:

I.' Survey Feedback and Planned Interview Method — A detailed instrument was cohstructed to
act as ready reference for the researcher with elaborate concepts, definitions and approaches
to various aspects pertaining to this thesis. This being, namely culture, transformation,
leadership, organization and management models, performance, architecture etc.. The
instrument enabled the researcher to help the respondent as well as the researcher fo probe
and understand the various aspects pertaining to the respondent, the company etc. the
instrument was not distributed but acted only as a guide to the researcher.

2. Scenario Analysis Instrument used with tile respondents to answer open-ended questions and
the content so generated. |

3. Personal Discuésions and the experience of the Researcher in the various companies that the
researcher had either worked as a professional or has performed consulting services.

4. Secondary Research Data and Information from journals, analysts, consultants and market
opinion leaders.

5. Published Case Studies about various organizations, CEO perspectives, anecdotes and quotes.
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G Bromley Oxnam (Goodman 1997) defined culture as what is left after everything we have
learned is forgotten. It consists of deepened understanding, a breadth of outlook, an unbiased

approach and a heart that has deep sympathy and strength of courage.

Samuel Tilden (Goodman 1997) said that leadership is said that it is far more difficult to hold
and maintain leadership, liberty, than it is to attain it. Success is a ruthless competitor for it
Slatters and nourishes our weaknesses and lulls us into complacency. We bask in the sunshine of
accomplishment and lose the spirit of humility that helps us visualize all factors that have
¢ontributed to our success. We are apt to forget that we are only one of a team, that in unity there
is strength and that we are strong only as long as each unit in our organization functions with

precision.

George Mathew Adams (Goddman 1997) said of organizations as the only institutions that lasts a
long time, do good and useful work, and are profitable, are those that are, and have been well

organized. You get to feel of this immediately, when you visit sucha place.

And now We commence our understanding of culture, leadership and organization and

management models as thrown up through this research please.

The figure below provides a summarized version of the cases broadly anélyzed for the purpose of
this research project and also indicates the leadership stylé prevalent in that company in relation
to its culture and organization and management model. The cases detailed later in this chapter
provide a bird’s eye view of organizational history, their dreams and aspirations and identifiable
indicators in relation to culture, leadership and organization and management model. Each of the

cases has been written with varfn’ng perspectives to provide perspective aspects of the
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organizations studied. Effectively organizations by themselves or for that matter culture and

leadership by themselves strongly need inter connections and linkages to gain a meaningful

appreciation of an organization, particularly its culture, in the opinion of this researcher it is very

desirable to understand these linkages to help understand each of the three aspects of this research

study, namely, Leadership, Culture and Organization and Management Model in its totality and

that studying one without a relevance to the other two would perhaps be a little myopic, although

this statement would over time need empirical validation in all fairness.

Sample Company

Andersen

Citibank

Lalbhai Group
Amtrex Hitachi
Anagram Finance
Unilever

Pfizer Incorporated

Schoolnet/l LF S

Whirlpool Corporation

BNP Paribas Bank
1C 1C IBank
HDFC Bank

Coca Cola Inc
Quintles Inc
Bennet Coleman
Verifone Inc
Sematech

Asea Brown Boveri
British Airways
General Bectric

1B M Corporation
Standard Chartered

Business Role

Consulting
Financial Services
Diversified/F M C G
Diversified
Financial Services
Diversified/F M C G
Pharmaceuticals Bio
Education & Health
Diversified/F MCG
Financial Services
Financial Services
Financial Services
Diversified/F MCG
Pharmaceuticals Bio
Media

Technology
Technology
Diversified
Diversified
Diversified
Technology

Financial Services

Leadership

Driver

Visionary

Builder

Driver

People Strategist
Builder
Visionary
Scientist

People Strategist
Technocrat
Technocrat
Teacher
Visionary
Teacher

People Strategist
Scientist
Scientist

Builder
Technocrat
Builder
Visionary

Driver

Culture

Executive to Engineering
Executive to Evolving
Operator to Evolving
Engineering to Evolving
Operator to Evolving
Operator to Evolving
Executive to Evolving
Executive to Bigineering
Operator to Executive
Executive to Operator
Executive to Bigineering
Bcecutive to Bigineering
Executive to Evolving
Executive to Bigineering
Operator to Executive
Biecutive to Engineering
Bigineering to Executive
Operator to Engineering
Operator to Evolving
Operator to Evolving
Operator to Evolving

Operator to Executive

Organization Mgmt Model

Performing Organization
Competing Organization
The Institution
Performing Organization
Human Organization

The Institution
Competing Organization
Intellectual Organization
Human Organization
Mechanistic Organization
Mechanistic Organization
Learning Organization
Competing Organization
Learning Organization
Human Organization
Intellectual Organization
Learning Organization
The Institution
Mechanistic Organization
The Institution
Competing Organization

Performing Organization

Figure: 36 Sample Organizations and their predominant disposition towards a particular

leadership style set in a cultural context for a specific type of organization and management

model.
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Case Study Number 1: Andersen

Business — Consulting
Leadership Style — The Driver
Culture — An Executive — Engineering Culture

Organizational and Management Model — The Performing Organizations

To Bobby Parikh, the Country Managing Partner and Narayan Seshadri, the Country Business
Consulting Head, transition into knowledge enterprise was their vision for Andersen above all
that could be articulated in the vision document and statement. They shared this vision together
with their India Leadership Team, consisting of Jairaj Purandare, Ameet Parekh and R Sankaran.
But they were driven by business bottom line, financial focus and the need to achieve tasks and
goals established to be accomplished Andersen is an outstanding example of performance driven
organizational culture. This is what is expected of them from their Chicaéo’ and New York office
of Andersen Worldwide. There was concreteness towards driving for results through structure,
style, roles, and benchmarks as it impacts ofganizational effectiveness making performance the
only end objective. The leader’s orientation to retain competitive advantages by providing
profitability through consistent intervals and préfers revenue to growth. Most members of this
organization feel helpless in felation to vital matters as it is strictly driven from the top. Peép]e
feel pressure té have and express opinions and ideas that are different from their partners. Bottom
Aline‘paramomit, financial focus primary objective, rigofs of feedback high, low tolerance for
failures, political climate, survival driven beyond values, inability to work in team’s evident, non-
negotiable goals. People are proud and Happy to be ‘aclcnowledged as a member of this
organization when tasks ilave been accomplished. Problems are not smoothened out, not avoided

but faced. Rules are applied uniformly here, without any consideration to special circumstances in
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special cases. In this organization every department/group is concerned only about itself. This
organization can be described as fire-fighting organization, dealing with the issues as they
emerge. Great vélue is given here to good relationships and loyalty to the organization. Attempts
are not always made here to resolve conflicts without loss of face by a party involved in the
confhct People feel comfortable in—groups of their own affinity. Managers generally spend more
times on their jobs, even at the cost of personal needs. Competitiveness and smartness are highly
valued here. Seniors exercise their authority in most matters and their juniors accept theirs.
Employees feel they can influence many important issues here. All matters are worked out
meticulously, including course of action, and deviations are not liked. Although rules are worked
out in detail, these are applied acc'ording. to the background of a case. People care for the total
organization and not only about their own groups or teams in some situations. Importancé is
given to long-term planning and working for the future. . Employees enjoy freedom to do their
work, to plan and set their work pace, style and methods, but are severally accountable for their
goals and targets. Generally employees here are warm, friendly, forth coming with a clear agenda
on performance orientation. Maintaining harmony is highly valued here. Confrontation and frank
communication are generally avoided here. Leaders here nurture and protect the interests of those
who belong to them. Managers care a great deal about their personal time and do not like business
to Intrude on it. Importance is givén to compassion and caring. Hierarchical relationships are seen
és necessary for running the organization. There is a general feeling of indifference among
employees because they feel that they cannot influence critical matters here. Different ways of
solving problems are encomaged here. Decisions are objective and clear-cut, and are mot

influenced by the context.’

Generally, everyone here is mainly concerned about one’s own affairs. People do not have time to
think of future needs; they are too busy completing their assigned tasks and making revenues.

People here are more individualistic; they complete assigned tasks for which they expect to be
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compensated. Pleasant behavior is preferred here to telling an unpleasant truth. People here are
treated according to their working assignments and not on the basis of kinship, cast, language,
etc. Work responsibility here is given more importance than demands of the family. Driven by a
performance system that overrides all other considerations and makes individual targets an
important element achieving results. Nurturing and helping subordinates is encouraged here. This
executive worldview is built around the necessity to maintain the financial health of the
organization and is fed by the pre-occupations of boards, of investors, and of the capital markets.
Whatever other pre-occupations executives may have, they cannot get away from having to worry
about and manage the financial issues of the survival and growth of their organization

Achievement and competence is not always more important than hierarchical status.

To Transition Andersen to a Knowledge Sharing Organization

E ntcrprisc
Knowledge
M ami gem ent
D ynaniics
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Figure 37: To Transition Andersen into a Knowledge Sharing Organization, Reference

Andersen (2001)
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The organisation emphasizes co-operation and co-ordination on a regular basis, The orgahisaﬁon
demonstrates comnmitment to providing high qualify service to its clients/customers. The work
environment is highly motivating. The work climate encourages us to do our best and to perform
as well as we can. The organisation treats all employees equally and fairly. Generally employees
here are warm and friendly. Employees have a lot of freedom to do their work, to plan and set
their work pace, style and methods. Employees trust top management. There is frank and open .
discussion with top management, providing authentic feedback. Employees usually are opeh and
authentic in their work relations émong each other. If there is a conflict or disagreement with top
management, it is usually worked out directly. The organisation is more concerned about the
needs of its people over simply getting the task done. The organisation places a lot of faith and
relies on the individual sense of responsibility. The leader believes in competing in challenging
environments by preparing the organization in advance, sets meaningful goals and targets and

competes to conquer.

Members Feedback at Andersen

My role tends to coexist with my family life. I am not afraid léaning enougﬁ in my present role or
~ for t_aking up higher responsibility. I am able to satisfy the conflicting demands of various people
above me. My role has been of ﬁnpoﬂance to the organization. My workload is challenging and
Stretchihg. I would like to take on more responsibility than I am handling at present. I have been
given responsibility commcnsuraté with my qualifications. I wish there were more consultation
between my role and other roles. I have not had the right training for my role. Not all work I do in
the organization is related to my interests. Several aspects of ‘my role are uniqué and rare. I do

have enough people to work with me in my role. My organizational responsibilities many times
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interfere with my extra organizétional roles. There is very little scope for personal growth in my
role as I am on the job for 18 hours. I have to do things, in my role, that are against my better
judgement and that bothers me as it falls under team working. My point of view may not always
- be represented. . Superiors mely listen to Dissident/differing views. High performance
organizations have a bremium on information, knowledge, learning, capabilities and performance

orientation. The individuals working in teams understand the business.
CEO perspective to Andersen on Client Relationships

Client and client satisfaction is more important than a lot of other factors for me. As a leader I
assure my client of ‘my availability whenever he needs help. I have no problem in discussing with
my clients those issues that make me uncomfortable. 1 myself rise, and encourage my clients to
raise, questions about what should or should not be done. I feel if I have a commitment to my
client, and when his interest is affected, 1 communicate strong feclings of empathy and work
towards correcting th_e situation. I encourage my client to collect the information needed to
understand and analyze the main issues or problems. I discuss new ideas with my clients in
relation to his problems, even without working out their details. I carefully study literature on
consulting and use ideas/suggestions to make my consulting more effective. When the client
discusses a problem with me, I suggest a clear solution that will help him deal with the problem. I

take up my clients’ cause and fight for them as long as I am a consultant with them.
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Case Study Number 2: Citibank

Business — Financial Services
Leadership Style — The Visionary
Culture — An Executive — Evolving Culture

Organizational and Management Model — The Competing Organizations

Citicorp is the bank holding company of which Citibank is the largest unit; the two names are
often used interchangeably. Citibank continues to be the largest American bank, with assets
exceeding USD 210 B, shareholder equity of USD 11,181 M and a profit growth rate of 258
percent as per one of the recent counts. By the time Wriston handed over charge to Reed in 1984,
Citibank had become the leading banks in the US and Reed leveraged this position, coupled with
his leadership qualities to further enhance the worth and customer share of the bank in the coming
years. Structure and Hierarchy Influence, Management Style, the Role of the CEO in building
organization vision. Citibank was among the first banks to start global operations, it was the first
bank to extend lending activities to individuals in 1921; in 1951 it launched the first credit card-
Diners Club in collaboration with Bloomingdale; in 1961 it created and introduced certificates of
deposits, and so on. Wriston had managed to transform the traditional culture of the bank to an
innovative organization offering a wide array of services ranging from mortgage financing and
insurance to electronic banking. When Reed took over charge, he had a vision of transforming the
back office into a factory producing high-quality products, so that the foundation of the bank
would be made strong and credible. He took the risk of creating system wide changes, automated
the processes and redesigned the workflow in order to cut time and increase efficiency. The Role
of the CEO/leader in regard to strategy processes technology and people actions and leader’s
influence in the existence of specific types of cultures. Citibank was the first bank to use

information technology as a competitive weapon. Reed understood that the future would
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definitely require immense technological inputs, and therefore made ample provisions for the
same. By the end of 1986, Citibank had more than 200 date centers, 1,25,000 terminals, and
85,000 of that were located in customers” offices and homes. All the branches have connections
through a WAN that helps in daily information exchange, teller transaction information, etc.
Moreover, these links are used to circulate new ideas and solutions across all the branches so that
the knowledge base keeps on getting augmented over the years. Leadership Style as practiced by
the management groups influences the culture. Citibank culture allows enormous autonomy and
doesn’t let the employees sit on ideas. The bank is organized as small, more or less autonomous
“enclaves” providing enough opportunity for independent action. The levels at the firm do not

provide any bottlenecks and deserving employees are sure to be noticed by the management.

Besides this, Citibank’s strategy of countering the environmental turbulence has been to pre-empt
the changes so that they are prepared for all kinds of competitive threats. For instance, Citibank
began investing in ATMs almost a decade before many of its competitors. Also, Citibank has

always believed to spend money in order to get the best products for the customers.
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For instance, the Card division periodically takes a few applications at random and approves

them without performing any evaluation beyond the bankruptcy proof. Many of these are
Figure: 38 Culture Journey Mapping ~ Citibank Operations Experience

naturally bad nsks But Citibank lets them default in order to get a better statistical picture of how
defaulters behave, This information is then further used in the Credit card scoring system for the
larger population and thus, suffice the risk factors and customer behavior indicators over the
larger client base. Hence, it believes in learning, even if it is at a cost, as long as the business
objectives are met. CEO focus on performance, climate, communicatllon, and HRM practices, on
monetary reward programs and influence over high performers, and management attention on
retaining high performers. The immense cultural diversity was seen as an asset by the firm and
efforts were orgarnized to utilize the workforce through effective Human Resources practices.
Reed had once commented “Our global human capital may be as important a resource, if not
more important, than our ﬁnéncial capital.” The CEQ encouraged diversity, deviations and
internal contradictions in order to extract the maximum form the employees. The variety of
'proﬁleé was not limited to just some top posts, but it cuts across all levels and functions. Citibank -
recruited people from diverse background so that fresh, different perspectives keep flowing in the
firm. The pay is linked to the pel;fonnance, as the top management believed that seniority is not
important if it doesn’t deliver the right things to the customers. The dynamic policies are still
carried on with strong commitménts and high flyers are identified early in their careérs, and get
spécial’ attention for development. Therefore, the organization makes conscious efforts to attract,

develop, utilize and retain the required competencies to match the business goals.
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The Analysis

The organization drives action through its orientation and emphasis to competition, performance
and goals focused energies. These organizations ask a price for their actions. Nothing comes for
free is the basic belief and they charge for all their actions, intended or otherwise. The
organization believes in swift and effective communication, work long hours to conclude tasks,
people live at work, identify with winning and use all resources at one’s disposal to accomplish
tasks. There 1s a Role of the leader in building work processes, in managing people strategy
issues, and organizational emphasis on competing and performing in a complex environment.
Leader’s emphasizes on building future leaders through mentoring, coaching and teaching,
emphasis on teamwork. There is a Role of the CEQ/leader in enabling organization to restructure
and right size. Driven by sharing strategic goals, communicates, shares values, distinctive concermn
for individual sensitivity, empowerment, delegation, clear accountability and demonstrated by
examples. There is a Role of the CEO/leader in preparing the organization to change as required.
Leader’s has a role in sponsoring innovation, new ideas, take risks and implementing
experiments. CEO/leader’s has a role only partly in enabling inters dependencies between
functions, businesses, technologies and the organization as a whole. High Performance Cultures
are established to accomplish something within a timeframe. A clear understanding of the
organizational objectives is a very important element of creating successful effective cultures.
When what needs to be done and how we will know we have done it is known, life is simple.
Their outlook towards commerce is simply driven by shareholder wealth and to a considerable

degree personal gains and benefits.

The organization has effective measures of performance. From the sponsoring manager's point of
view, the objectives may not be all that clear. The sponsor may "feel" that significant

improvement in overall organizational performance (new business or reduced costs, or improve
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service)is needed. In this more common instance team has> some serious work to do defining and
refining perfonnahce measures. A High Performance culture can aﬁd should be expected to
develop and refine its object_:ives and measures of performance. Vision, values, beliefs and his
dream drive the Leader as a person. The Leader must be able to communicate the shared vision
‘and create a meaningful goal to strive for. I think this is absolutely correct. The Leader mustbe a
visionary, fired up with enthusiasm and able to translate this vision to his team, right from the
soldiers in the trenches to the Generals leading the battle. He must dream yet be practical. The
vision he communicates must be meaningful and strike a chord with his troops, only then will
they reaﬂy be committed to it. The Leader’s emphasizes on the Individual and the Intellect, and a
rolé in building individual and ofganizational knowledge. I see the Leader as a facilitator. Smart
Leaders rea]izev that they can not do everything on their own. The best Leaders hire people who
fhey believe are smarter than them, energize them, empower them and equip them with the tools
that they believe are needed for them to achieve superlative performance. The CEO/leader’s has a
role in emphasizing on culture aspects pertaining to empowerment, delegation, individual
contribution, accoimtability and responsibility. Great Leaders lead by example. They have the
power to transform organizations and inculcate a culture that is fully supportive of the
organizational strategy. For example, the Ritz Carlton has a culture of Service Orientation where
each employee'; even a cléaner (I am told), is empowered to commit an on the spot refund to a
@éved customer. This can only be done if the organization, right from the top, leads by example
" and not only empowers each employee but actively supports him or her in the quest of this goal.
CEO/leader’s has a roie in actively participating in attracting, retaining and rewafding star talent
and performers. While the CEO has a role invthis aspect, this is not an activity that a CEO in a
lz-xrge organization will himself spend too much time on. However, most organizations do claim
that péople are their best asset and to that extent work with HR to put in place compensation
policies that nof op]y attract but also retain their best performers. The Leader has a role in helping

the organization retain an open mind to an unknown environment. The Leader is supposed to
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have the'vision‘ to look ahead, to constantly scan the environment, not only for blue skies but also
for dark clouds. Great industries (like the | Steel industry in the US) have perished simbly because
they failed to keep track of changes in the Business environment. In these times of rapid change,
the 6ne thing that will distinguish the dynamos from the dinosaurs is a forward-looking approach

and nimble-footed responses.

Even when management provides simple instructions such a desire to reduce cost, many
questions remain cost reductions at the expense of sales? Reduce our own costs, but push cbsts
off on some other organization or a supplier? Or the customer? Larger objectives quickly come
into play, and ,thg team is going to also have to be given the strategic objectives of the
organization so it can figure out whether what is trying to do will contribute to the organizations
strategy. A leadership and management that pays attention to high performance lead the
organization. Unfortunately, the organization's strategy may be only in one person's head, or it
. seems to change with the wind, or is not followed at all by anyone in the organization. When a
organization discovers that it doésn’t understand the organization's strategy, it must stop progress
énd get briefed by someone who does understand it. In the sad event that there is no clear
organizational strategy, the team will have to presume a strategy and run it past the sponsoring
manager for conﬁnna’;ion. Once the strategy is set or understood by the team members, work can
proceed on refining performance measures. High Performance cultures is chaﬁefed to improve
performance in some way. Performance is associated with speed, quality, cost, and effectiveness.
Finding good measures on these variables is not always easy. Effectiveness is very elusivé and in
the service industry. Quality may be difficult to define as well. To top all this off, most of us are
blinded by the current set of performance measures we maintaixi. Most organizations count what
bcan be easily counted, without regard to whether these counts define the organization’s

~ performance: Number of telephone calls answered, number of orders processed, number of thing
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made, or shipped, or serviced, are only the starting point for understanding performance. A fresh
start on x;leasurement' may be needed. Getting a better handle on performance usually means
starting with your customer's point of view about your performance. Finding out what is
important to your customers and building a set of measures around these variables is usually
much more effective than counting what can be easily counted. Sometimes discovering who your
customers are is a challenge by itself. Governmental organizations usually correctly assume their
customers are the taxpayers. But even this simple distinction blurs when you look at public school

systems that have students, parents, teacher organizations, and state legislative mandates as well. .

As managers rise higher and higher in the hierarchy, as their level of responsibility and
accountability grows, they not only have to become more pre-occupied with financial matters, but
they also discover that it becomes harder and harder to observe and influence the basic work of
the organization. Other managers who think like they do, thus making it not only possible but
likely that their thought pattems and world view will increasingly diverge from the world view of
the operators. The most straightforWard approach is to trace the money flow. Someone is paying
someone else money for something. The one who is paying is the customer. One caution is that in
large corporations, this rule might not be true. Corporations sometimes pay for services at one
place in the organizatidn,and receive the services at another. When this occurs the provider can

- quickly become confused about which place is the customer.
‘ Members Feedback on Citibank

There is no relationship between the leadership style of the CEO/leader and the culture of the
organization. I have two examples in my career, e-commodities and Citibank. One a small
company and another a large multinational. In both cases, the culture of the organization values.

are/were driven from the top. In a work place survey done in Citibank a couple of years ago,
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across various countries in it was found that the culture, the strengths and weaknesses were
actﬁally very similar across all the countries. The CEO/Leader has a role to play in the culture of -
the cofnpany. The CEO defines the culture, the objectives and this gets reflected in the values, in
the kind of people that are recruited, the goals that are set up the attributes that are rewarded etc.
Another example that comes to my mind is HDFC bank. Cultures exist on a mutually exclusive
basis in all the companies. L.e. No Company will have one identifiable culture. There are certainly
local influences that creep in especially in large companies, which is good and part of
globalization, however the basic culture or values are replicated in a successfult company. The
CEO/leader does have a directly powerful influence over the existence of any one/aﬂ of the
cultures in the company. Thgre is no relationship between culture and differegt functions
(Marketing/Production/ Finance/ Personnel/ Research/ IT etc) of the company. Well if the
company is focused on customer service or quality or people, it does not matter whether people
are working for internal customers or external customers, the culture is reflected right through. '

GE is another good example of the same. Ref: Madhu Jaykumar

I do get the information needed to carry out responsibilities assigned to me. However other role
occupants do not give enough attention and time to my role. Sometimes I do not have adequate
knowledge to handle the responsibilities in my role. I have various other interests (social,
religious, etc.) who remain neglected because I do not get time to attend to these. I am
preoccupied with my present role responsibility to be able to prepare for taking up higher.
responsibilities. 1 am able to satisfy the conflicting demands of my peers and juniors. Many
functiops that should be a part of my role have been éssigned to some otﬁer role. The amount of
work I have to do interferes with the quality I want to maintain. There is not enough interactions
between my role and other roles. I wish I had more skills to handle the responsibilities of my role.
I am able to use my training and expertise in my role. I do know what the people I work with

expect of me. I do get enough resource to be effective in my role. I do have time and
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opportunities to prepare myself for the future challenges of my role. I am able to satisfy the

demands of clients and others, since these are conflicting with one another

CEO Perspective to Citibank on Client relationships

I tactfully redct to my client if he does not act according to my instructions. 1 am iﬁterested in
thinking out new and unusual solutions and encourage the client to do the same. I tend to collect
all ihfomaﬁon and data even when these are not immediately needed, and I encourage the client
to do the same. I help my client to become aware of some of his own strengths. I avoid meeting
and working with the client who does not seem to take my bank or product seriously, and with
whom I am not able to establish enough rapport. I help the client to examine the ethical or
normative dimensions of what is proposed. I champion my clients’ interests, even if the
concerned persons do not p;cly any 'attentioﬁ to what I say. I encourage my client to generate

several alternatives before adopting one for solving a particular problem.
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Case Study Number 3: Lalbhai Group

Business — Conglbmerate, FMCG, Financial Services, Appliances, Garments
Leadership Style — The Builder
Culture — An Operator ~ Evolving Culture

Organizational and Management Model — The Institution Organization

Long before the dawn of Greek civilization, fifteen centuries before Rome conquered Gaul and
Britain, ancient India bad a tradition in fine textiles. The Indus Valley civilization around 2000
BC hadrgiven clofhing more than mere utility value. Textiles became part of the aesthetic,
cultural and religious life of the people. In the centuries that followed, empires rose and vanished,
but bthe' Indian tradition in textiles maintained it’s standards. Apparel from India graced the
Byzantinians and then the Turks who overthrew them. India alone seemed for hundreds of years
worthy to supply fabrics for thé apparel of Roman emperors and Egyptian queens. Trekking
thousands of miles, the “businessmen” of those days obtained for their eager customers in royal
courts those highly prized, delicafeiy translucent muslin's which had sﬁch poetic names as Woven -
Air, Running Water and Evening Dew. India has a long and glorious tradition in textiles. It was
tragically interrupted by Cartwright’s invention of the power loom in 1785. This shifted the
centre of cloth production to Manchester. The skills of hand weaving could not compete
-economically with mass manufacturi;lg by machines. Still, the demand for fabrics made in India
remained, because they were at;,sthetically superior to the machine products. Backed ﬁy a mighty
empire, Manchéster could not tolerate the rivalry of Indian fabrics. Those made by the weavers of
Guj'arat. upset jts trade calculations. The city of Ahmedabad on the banks of the Sabarmati river
in Gujarat has a special relevance to the socio-economic history of India. Founded in 1411,
Ahmedabad has a ﬁm&amentally urban character from its earliest days. Commercial enterprise is

happily needed to sound trading practices. Institutions such as sophisticated banking systems,
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occupational guilds and arbitration in economic disputes flourished early on. Much groundwork
had alrea(iy been done by the time the British étarted to implant a post-industrialization culture.
At the turn of the'century, the setting and climate were just what a clear-headed entrepreneur
would look for. It was then that Mr. Lalbhai Dalpatbhai appeared on the scene. His vision opened
up prospects of reviving India’s ancient tradition in beautiful textiles through modern industrial
methods. In 1905, the first mill of the Lalbhai Group, The Raipur Manufacturing Corhpany went
into production. Mr. Lalbhai Dalpatbhai’s untimely death in 1912 was a great setback to his |
ambitious plans. Fortunately, his sons Chimanbhai, Kasturbhai and Narottambhai shared their
father’s dream. They not only consolidated but expanded the industrial ventures of the group.
1930 was the year the world suffered a traumatic depression. Companies across the globe began
closing down. In India and the UK, the textile industry in particular was in severe trouble. At
about this time, Mahatma Gandhi championed the Swadeshi Movement. And at his call, people
all over India began boycotting fine and superfine fabric, which had so far been imported from
England. The Lalbhai's reasoned that within the existing sitvation any Indian company that would
meet the demand would surely prosper. The three brothers, Kasturbhai, Ng}:pttambhai and
Chimanbhai Lalbhai decided to set up a mill to produce this superfine fabric. Néxt, they looked
around ‘for state-of -the -art machinery that could produce such high quality fabric. The best
' technology of that time was acquired at a most attractive price. And a Company called Arvind
Mills was born. —--1931. Since then there has been no turning back! Some highlights of
this phase are recounted. Exhibiting sharp understanding of Consumer preference which had
shified from Coarse Fabﬁc to ﬁné and superfine fabric. For instancé, we drew inspir-atiop from
the exquisite hand woven Dhaka saris of Bengal. Used special looms to duplicate this look m
Mill-made saris. AndeeA created the famed Arvind “Butta” saris, a best-selling Brand. S;clch
footprints fnark our trail to becoming a Successful Indian Multinational! The next chapter unfolds
in the mid 80’s, the Indian Textiles faced a major crisis. With the power loom sector churning out

vast quantities of inexpensive fabric, many large composite mills gradually lost their markets, and
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closed down. Yet, that period saw Arvind at its highest ever of profitability. This was the
opportune mofnent chosen by the management for a re-think on strategy. It was time to shift
focus from domestic to international. To a market that accepted only quality goods. An in-depth
analysis of the world Textile market proved an eye opener! People the world over were shifting
from synthetic to natural fiber. Cotton was the largest growing segment. Where conventional
wisdom pointed to popular priced segments, which accepted high vblumes at low price,

Renovision pointed to high quality, premium niches.
RENOVISION: THE ABILITY TO SEE MORE THAN THE OBVIOUS!

Naturally, complex and expensive technology would have to be mastered. But since premium
co’ftbns vcommanded a higher price, higher profits were assured. Guided by Renovision, in 1987-
88, we entered the export market for two segments. Denim for leisure and fa_shion wear. And
high quality fabric for Cotton shirting’s. Those were some of the initial steps towards establishing
an Indian Multinational. We have come a long way since then. Sanjay Lalbhai was indeed
Renovision and the Renovision Man for the Lalbhai Group. Renovision - The Ability to think

beyond and innovate constantly.

With the best of technology and business acuamen Arvind Mills became a true multinational over
time. This transition meant many trials and fribulatiéﬁs, many a time when spirit was wilﬁng but
the flesh was Weak. Yet the corporation trudged along with a single-minded dedication to turn
into a global textile conglomerate. History is replete with sto’ﬁes and sagas of the old times and
the transition of this textile company. We chose to invest strategically, where demand was high |

and Quality required was superlative.

Since then, there has been no looking back.
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Arvind Mills tim flagship cémpany of the $ 498 million Lalbhai Group has now focused its
attention on a few selected core product groups. Such a focus seemed pertinent to prepare the
company for piayihg a dominant role in the gléba] markets. The strategic reorientation meant
looking at each of the business ip a planetary donﬁnénce approach and reworking core strategy

and philosophy to make it happen.
A one stops shop for all Cotton fabric requirements

The product range spans the entire gamut of Cotton fabric. They manufacture world class denim,
high value shirting, Bottom weights (gabardines/chinos) and Knit fabrics. The new Multi Product

Textile facility at Santej, 30km from Ahmedabad is a testimony to focus on value added Textiles.

Spread over 430 acres and built with an investment of Rs.1200 Crores, Santej facility is a
testimony to the focus on value added textiles. Widely regarded as one of the largest and most
modermn multi product textile facility, it has made Arvind a one-stop-shop for all Cotton fabric

requirements.

Arvind today is reinforcing its marketing efforts by focusing on brand led development. They
éxpect to strengthen their existing relationship with global brands such as Marks & Spencer, VF
Corporation, Calvin Klein, GAP, Benton, Polo, Esprit, Tommy Hillfiger, Hugo Boss and Liz
Claiborne to list a few by developing value added products and providing silperior level of
service. The complex has enhance Arvind's product range and made it more reéponsive to the
changing requirenients of some of the leading Agan.nent brands. They have already achieved

accreditation from Marks & Spencer and GAP for all our mills and Laboratories.
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To turn the mission "To Achieve Global Dominance In Select Business Segments” into reality,
- the manufacturing and marketing operations are now spread across the globe. They have a
presence in 70 countries across the world with manufacturing and marketing operations at

customer friendly locations.

Analyze any corporate house entering the consumer business and you will inevitably need to look
closely at its brand building and marketing strategy. But consider India’s biggest textile house
that has products tailored to fit virtually every segment of the consumer market. The brands
fostered by Arvind include Lee & Arrow for the super premium segment, Flying Machine &
Excalibur for the premium segment, Newport for the economy and innovative ‘Ruf & Tuf® for
the mass market. This is not all. They have recently made a foray into children éegment by

introducing Lee Youth, Ruggers Kids & Newport Kids.

Best known for its global dominance of the denim market, Arvind Mills, with an annual turnover
of $ 251 million FY 98 éccounts for more than 75 % of the total denim manufactured in India.
Today, they are world's third largest manufacturer of denim, rolling out 120 million meters every
year and largest denim exporter. In India, we are the largest denim menufacturers, the largest

garment manufacturer in the branded segment and the largest retailer of jeans.

Lalbhai’s other major presence includes Air Conditioning & Refrigeration, Telecom, Garments;

Engineering, Agri Business, Chemicals, Pharmaceuticals, trading and Financial Services etc.

Global Strategy and brand marketihg apart, Lalbhai’s key competitive edge comes from its
technological innovation. With more than $ 130 million invested in technology over the last five
years alone, Arvind has taken a quantum lead over its rivals. The company is in the process of

expanding its existing garmenting production facilities in India, Mauritius and Madagascar and
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this will enable it to move up the value chain considerably. The most important factor in a
competitive environment is something that has not been comprehended in India; the need for

articulating a vision and then bolstering it by ironing out the glitches in the strategic focus.

The vision “To achieve global dominance in select businesses built around our core
competencies, through continuous product and technical innovation, customer orientation and a -

focus on cost effectiveness” was carefully communicated.

Seeing that the our society is at the threshold of a paradigm shift with the rapidly expanding
economy and the millions of opportunities it throws into the laps of men and women. All along
Lalbhai Group has maintained a'responsive yet levelheaded attitude towards thé society and its
constituting individuals to create a corporate culture that fosters excellence. Raking in this
direction they havé created a learning environment that nurtures individual talent and intellect, Tt
provides a platform that challenges the individual capabilities urging him/her to constantly strive

forward towards greater heights using development as the fundamental tool.

They infuse in individuals a spirit of entrepreneurship, which gives courage and conviction to
pursue set goals towards logical achievement and a global mindset that transcends geographical
and cultural boundaries evolving and organizing him to be a world leader. All this is manifest in

an environment fostering innovation and leadership.

Drawing from the Team based structure we encourage individuals to mesh up into cross-cultural
teams in all operational processes. This procéss provides opportunities for individuals to match
their capabilities with organizational expectations creating a mechanism for updating the system.
Coalescing corporate needs with the individual needs is crucial. These processes would articulate

the connections between corporate success and individual behavior, instill institutionalized
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~ processes to reinforce connections, and catalyze the cheﬁﬁstry that allows the connections to be
translated into action which is beneficial for both the organisation and the individual. A strong
sense of ownership and commitment towards the organisation and the business as a whole, is the
basic premise of all our éctions. They manage our institution as a trust, as empowered leaders and
do all that needs to be done ethically for the purpose of the institutibn creating a vibrant

institution for the future of this nation and the world at large.
They strive forward to be the best.

““Best is a matter of standards - and they set 6ur own standards. And for them the motto bciﬁg:
We inherit nothing. We stand at the end of no tradition. We may perhaps, stand at the beginning

(€324

of one...
Development for Future

The base for the future...

With Lalbhai’é pro-active style of management, the Research & Development Wing - The
Narottam Lalbhai Research ‘Centre - plays a major role in keeping the organisation at the
forefront of developments in textile technology. One of the largest in-house institutions of its
kind, NLRC is ralso one of the most reputed. It has the rec;)gnition of the Department of Sciences
&Technology,’ Govt.v of India. International recognition by UNIDO through its published register
of accepted research bodies, is a cherished honor. Prbfessional scientists drawn from various
disciplines go beybnd their normal institutional functions at NLRC by active involvement in
various national committees and delegations. The scope of operations at NLRC broadly covers: *
Development of new products, which are tomorrow’s breadwinners and cash cows. *

Development of process, both direct and supportive, which are time-efficient, cost reducing and
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energy saving and which pay due attention to pollution control. * Re-orientation of systems
through the use of hi-technology hardware and software for informatioﬁ processing and handling.
* Systematic critical assessment of new technologies leading to their modification and adaptation.
* ‘Devel'opments, which are oriented towards, import substitution. NLRC has a number of
published research papers in magazines of repute, both national and international. It has also

several patents to its name.
Beyond business, into Social concerns

The Founder, Mr. Kasturbhai Lalbhai believed that the function of any business should be to
transcend profit motives. Social causes are in fact the vehicle for repayment of one’s debt to
society. Arvind Mills has so far contributed tremendously to various causes which include
institutions connected with education, medical care and research, the performing arts, cultural
heritage - and the rehabilitation of handicapped or disabled persons. Rural development schemes

are specially formulated to benefit the poorer sections of people.

In 1978, The Arvind Mills created a trust to intervene in the social-economic developmental
process at the village level for the disadvantaged section of the society. This trust titled as
ﬁarottam Lalbhai Rural Development Fund [NLRDF] initiated specifically designed rural
dévelopment program in early 1979.1t also formed yet another charitable trust for imparting
training to frontline rural development workers. This is called the Lalbhai Group Rural
Development Fund [LGRDF]. Both these trusts have made significant conﬁbuﬁons in the
development of thé rural sector and also Agriculture and related aspects, providing technical
know-how, field demonstrations and establishmenf of co-operative societies efc. It has also
undertaken Watershed Development Projects, established irrigation society and organised well

déepening in several villages. Health, Sanitation and Nutrition are being tackled throﬁgh training
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program on health education and awareness for tribal women. Major developmental activities
have also been undertaken by the trusts in the areas of Energy Conservation Programs, Education
Program, Income Generation Programs, and Social Forestry Program and also in building up
Rural Infrastructure. The often-stated reasons for the city’s decay are known to all of us. A
collapsing infrastructure and the rising population are the apparent reasons for the city’s decline.
The malady however is deeper. Poor quality of leadership that guides the destiny of the city, is, in
our view, the root of the problem. We therefore, believe that time is now opportune for Arvind
Mills to play a leadership role in improving the quality of life in the city. As a first step in this

direction, we have identified three projects that we propose to carry out.

Slum Networking for Upgrading City Slums.

The need for improving the sanitation and the general environment in the slums is far greater
today than ever before. The purpose of this project is to develop an integrated approach for
upgrading the city slums. Essence of the integrated approach is to exploit the close association
between slum locations and the natural drainage paths. This association coupled with spatial
spread of the slums in the city and the contiguity of slums, will allow us to strengthen the
infrastructure. Such infrastructures comprise underground sewerage with toilet facilities in
individual houses, storm drainage, street lighting and solid waste management. In addition, within
the slums we adopt an unconventional approach to managing topography, eaﬁh management and
landscaping, to eliminate water logging and to arrest environmental degradation. The Ahmedabad
Municipal Corporation and Arvind Mills are undertaking a pilot project in Ahmedabad. This pilot
project will cover about three thousand families and will be started in four locations. Quite aptly,
the Ahmedabad Municipal Corporation is sponsoring this program under the banner of “DEEN

DAYAL UPADHYAYA ANTYODAYA YOJANA”.
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Setting Up a Specialty Hospital

Ahmedabad, as experience shows, lacks good facilities for diagnosis and treatment of non-routine
ailments. Many people from Gujarat go to Madras or Bombay for the diagnosis and treatment of
such ailments. We therefore, believe that the time is now ripe for setting up a specialty hospital
in Ahmedabad. Such a hospital will provide secondary (diagnostic) and tertiary (advanced

therapy, surgery, and case management) services in specialized branches of medicine.

Setting up Educational Facilities.

Good educational facilities and good facilities for providing education up to the college level, are
not available in Ahmedabad. Lack of good schools in Ahmedabad is the biggest impediments in
attracting talented people to work in Ahmedabad. We therefore, suggest that Arvind Mills should
remove this impediment by setting up a good school for educating children. We propose that as a
first step towards providing excellent educational facilities in the city, Arvind Mills should set up
a school in Ahmedabad. This school will provide excellent schooling facilities up to the tenth
standard. Arvind Mill can plan for providing higher education later. Arvind Mills has set up an
organization for accomplishing this purpose. The organization is christened as PRAINANIKET
EDUCATION SOCIETY. We will register the organization as a society under the societies’ act.
In addition, the Society will undertake other educational programs. These include improvement of
primary education in municipal schools and conducting high quality “Policy Research”. At
Arvind, social responsibility does not end with providing donations and funds. The top
management, in addition to setting an example themselves, encourage senior executives to get
actively involved in helping institutions grow in strength and confidence by working more
efficiently towards their objectives. In fact it is Arvind’s non-monetary support to fledgling

institutions and causes that has proved more valuable in the long run. Such involvement is a rare
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phenomenon among business houses. More than half a century of challenges triumphs, growth ...
changes. All along, Arvind has méintained a responsive yet levelheaded attitude. This has
resulted in a steady groﬁh of Arvind’s market share in textiles, Mough changing trends and
consumer preferences. Unlike its environmental partner -- the Sabarmati river which has

drastically fluctuating levels - Arvind is a picture of even-paced advancement.
The Analysis

Sanjay Lalbhai is a leader with a vision: Without a leader committed to leaming, an
organizétion will never approach its potential success. Such a leader must have a clear ﬁsion, '
deeply held and consistently communicated. The néw vision should energize those striving to turn
it into reality, despite the skepticism of those who holds on to old visions, old habits and old ways
of doing things. The vision should enable members of the organization to anticipate what they can
contribute to help achieve important results. A clear vision also helps an organization focus on
those things/ideas that are central to their goals. The best visions are usually direct and
uncomplicated, like that of Boeing’s newest project, the 777 long-range twin-jet. One vision is
“working together to produce the preferred new airplane family.” The leader also needs to fire his
team with the spirit of “what more we can do.” For this the leader needs insights, strength and
perseverance. Builder initiatives present special challenges to culture change projects. Individual
ixﬁtiativ_e is sometimes viewed as competing with culture change. The most effective building
programs engage people in developing their own individual initiative while finding or building |
supportive environmgnts. The - Qrganizaﬁon believes in creating effective structures and
hierarchies that provides clarity to roles, responsibilities, tasks and actions. The knowledge
emphasis in the institution is driven by systems that over ride individual initiative as long as the
institutional norms are met. The atmosphere and interpersonal relations in the work group are

friendly and co-operative. The members of the work group encourage one another’s best efforts,
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reinforcing successful behavior. The work group organizes and problem-solves effectively. The
meml;ers of the group maintain adequate standards of performance. The group communicates
well within and outside our work unit. The members provide group input and may participate in
the management process as appropriate. Developing trust among organizational members is at
once difficult and essential to becoming High Performance Cultures. Members need to be taught
from the start that building trust within the team is critically important to the team's ultimate
success. As the culture forms, it is normal that the level of trust is low. Several members or all
team members may have worked together before. Or they may know each other by casual
acquaintance of interaction. But trust has something to do with loyalties, and at the outset the
team will not have developed team loyalty. Rather, each team member's loyalties will be to hié or

her won organization or manager.

As the days and weeks of team building proceed, loyalties will naturally build toward fellow
members. The organization has effective communication channels, with and without boundaries,
people enjoy communicating in relation to business and tasks to be accomplished. This is often a
two step process: one forward, and one step back. During the first few days, it is common for one
or more members to respond negatively about the need for the team, its composition, the coaches,
the task before them, or whether this is the most important thing they could be spending their time
working on. As a result, several complaints before the organization for consideration is an issue.
It is best not to name names. This will send a message to the complainers that they are on-the
vefge of being discovered. Ihvariably the complainers will change their tune, rather than risk a
negative reaction from their fellow team members. Members need to be coached to learn that it is
important to truét one another. It is not possible, or desirable, for one member to do all the work
for the team. Although, someone will almost always try. New members need to leam that to get -

the job done they have to rely on others to do their part. The analogy to this principle is that each
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team member needs to be trustworthy. Members need to learn that others are counting on them to
do what they said they would do. But personal or business problems outside the team come up
that affect individual members' ability to accomplish their agreed tasks.  As soon as it becomes
clear to members that his or her task cannot be completed in time, the member needs 1o let the
other tearn members know about the cause of the problem and ask for help. This practice goes a
long way to convincing fellow members that one is trustworthy. When a call for help comes from
a fellow team member, the others should carefully examine their own responsibilities and
available skills or time to see if they can help. It's in the best interest of members to support each
other, especially when the organizational performance is judged and rewarded as a Whole. The
time might come when the team member who has been asked for help, neéds help himself. If help
cannot be offered, the team should pull together and determine how to be revise the plan or bring
in additional resources to get the plan back on track. This organization places a lot of faith and

relief on the individual sense of responsibility.

People are well awareiof the organization goals, objectives and the strategic direction/mission of
the business. The company standards of performance, productivity and growth are higher than
those of similar organizations. The organization rewards correctly that who/ what should be
rewarded only. To day given the realities of global work force it is critical fo structure
organizations which can offer combination of Iﬁgh pay and high value at work. The group makes
effcctix;e use of available equipment and resources. The members generally demonstrate pﬁde in-
- themselves aﬁd their work.: Thq group actively seeks to utilize the skills and abilities of its
members. The members do not feel constrained by rules, regulations and unnecessary bottlenecks
in accomplishing their work. ;The, group is excited about its work activities. The group has a
record of consistent accomplishment. Conflicts are inevitable in organisations and nothing can be

done about them. The best strategy is to avoid conflict situations. A conflict is like a problem; we
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have to find the causes and take steps to find solutions. Conflict can be solved only if one shows
one’s strength to the other part},;. In a conflict situation both the parties have to give up something
in order to reach a solution. A third party should be asked to give a solution to a difficult conflict.
It is better to give some concessions to the opponent group to win their confidence. The bési Way ,
to deal with conflicts is to withdraw from the scene for some time. It is better to lie low and live
with the conflict. In a conflict ‘situation, one party should get away to avert unpleasantness.
Conﬂict management ngeds an involved process of joint exploration for solution(s). In most
conflicts, one should fight out the solution. Compromise is the best strategy for managing
conflict. When two parties are deeply involved in conflict, arbitration by an acceptable outside
party may be very helpful. Accepting a few demands of the opponent group may help in reéolving
conflicts. If we wait for some time and don’t attempt to solve problems, conflicts wi}l get defused
and resolved in due course of time. It is foolish to be bothered by conflict; they are there and we
may as well live with them. If a group interacts with other groups only on necessary and limited
dimensions, conflicts can be managed. Conflicts can be solved if the parties unde'rstand‘each
other, and jointly search alternative solutions. The more powerful you are, the more effectively

you can resolve conflicts.

If conflicting parties accept a part of each other’s demands, conflicts can be resolved. An
irnpartial arbitrator who finds solutions acceptable to both the conflicting parties can solve
difﬁcuit conflicts. It IS better to buy peace for some time even by gcceding to some demands of
the conflicting group, so that conflicts can be effectively resolved later. Waiting for some time to
let emotions subside helps in solving the major problems. The culture involves a strong humanA
interaction, team working and passion to work to a vision. This culture is the most difficult to
describe because it evolves locally in organizations and within operational units. Tﬁus one can

identify an operator culture in the manufacturing plant, in the textile complex, in the appliance
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manufacturing plant, in the garments factory in the retail outlet, and in the office. . Long Term
desire to make lasting organizations that can stream through economic and business life cycles

and does not have the pressure to retain performance under all circumstance.

Members Feedback at Lalbhai Group

The organization values history‘ and tradition. The organization is built upon stories that lasts over
time and that is believed and revered by people as important learning of the past. In the
organization time is not an important consideration, as it is perceived to be relative to the ‘tasks
and is managed appropriately as long as basic human processes are followed. The expectations of
my seniors are coherent with those of my juniors. I can do much more than what I have been
éssigned. There is a need to increase some parts of my role. There is no evidence of several roles
(including mine) being involved in joint problem solving or collaboration for planning action. I
wish I had prepared myself well or my role given its challenges. If I had full freedom to define
my role, I would be doing some things differently from the way I do them now. My role has been
defined clearly and in detail. T am rather worried that I lack the necessary facilities needed in my
role. My family and friends complain that I do not spend time with themkdue to the heavy
demands of my work role. I some times feel stagnant in my role. I am bothered with the
cdn_tradictory expectations different people have from my rbIe. I wish I had been given more
challenging tasks to do. I feel overburdened in my role. Even when I take the initiative for
 discussions or help, there is not mmuch response from the other roles. I need more training and
preparation to be effective in my work role. I experience a conflict between my values and what I
have to do in my role. I am not clear what the priorities are in my role: I wish I had more financial

resources for the work assigned to me.
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CEO Perspective to Lalbhai Group on Customer Relationships

Customer to me detenniﬁes my livelihood. When I come across some new ideas or think of new
ways of solving a p_roblem, I enthusiastically explain these to my client. 1 accept several
suggestions made by my client during the course of my consulting work. I guide my customer in
the details of problems and their solutions. I can express my feelings of
resentment/dissatisfaction/despair, etc. to my client without any hesitation. 1 give detailed
instructions to my customer about what he should or should not do. I try out new ways of
improving my communication with the customer. During my marketing assignment I spend a lot
of time on working out the details of the specific tasks to be performed in relation to the clients’
problems. I reassure my customer of my continual help and support. I do not express my
resentment when an unpleasant exchange occurs during a selling assignment.. I help my customer
to examine the appropriateness of any proposed action. 1 express happiness to my customer about
things that are done according to previously accepted plans and resentment for what was not

done.
Lalbhai Group - Lessons we have learned

Significant performaﬁce challenges' energize members regardless of where they are in an
0rganizati§n. No team arises without a perfonnén_ce challenge that is meaningful to those
involved. A common set of demanding performance goals that a group considers important to
achieve will lead, most of the time, to both performance and team. Performance, hov;vever, is the
primary objecﬁve while a process remains the means, not the end.. Organizational leaders can
fosfer cﬁltm‘ally sensitive performance best by building a strong performance ethic rather than by -

establishing a culture promoting environment alone.. Biases toward individualism exist but need
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not get in the way of team performance. Real cultures always find ways for each individual to
contribute and thereby gain distinction. Indeed, when haﬁessed to a common team purpose and
goals, our need to distinguish ourselves as individuals becomes a powerful engine for team
performance. . Discipline-both within the team and across the organisation-creates the conditions
for team performance. For organizational leaders, this entails making clear and consistent
demands that reflect the needs of customers, shareholders, and employees, and then holding

themselves and the organization relentlessly accountable.
Lalbhai Group - Basics experience in making members work in cultures

Small enough in number. Can convene and commimicate easily and frequently. Discussions are
6pen and interactive for all members. Each member understands the other's roles and skills. All
three categories of skills are either actually or potentially represented across the membership
(functional/technical, problem-solving/decision-making, and interpersonal). Each member has the
potential in all three categories to advance his or her skills to the level required by the team's
purpose and goals. The member’s purpose constitutes a broader, deeper aspiration than just near
term goals. All members understand and articulate the purpose the same way. Members define the
purpose -vigorously in discussion with outsiders. Members frequently refer to the pﬁrpose and
explore its implicaﬁons. The purpose contains themes that are particularly meaningful and
inémo;able. Members feel the purpose is important, if not exciting. . There are goals versus
" broader organizational goals versus just one individual's goals. Goals are clear, simple, and
measurable. If they aré not measurable, can their achievement be determined? Goals are realistic
as well as ambitious.. The approach is concrete, clear, and really understood and agreed to by
e;'erybody. It requires all members to contribute equivalent amounts of real work. It provides for
open interaction, fact-based problem solving, and result-based evaluation. The approach provi&es

for modification and improvement over time. Fresh input and perspective is systematically sought
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and added, for example, through information and analysis, new members, and sponsors.. There is

sense of mutual accountability.
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Case Study Number 4: Lalbhai Group (Sub Culture)

Company: Amtrex Hitachi - Common Approaches fo Building Cult;lrally Driven
Performance Ethic

Business — Air Conditioning, Refrigeration and Home Appliances

Leadership: The Driver

Culture: Engineering to Evolving

Organization and Management Model: The Performing Organization
AMTREX HITACHI LTD

A member of the Lalbhai group, Amtrex Hitachi Appliances 1td (AHAL) formerly known as
Amtrex Appliances (AAL) was incorporated in Dec.'84, as Ac quest Air-conditioning Systems
(P) Ltd Company. It was convertgd into a deemed public limited company in Jun.'89. On 22, Jan.'
99 it issued 5165490 equity sharés to Hitachi., Japan and Hitachi India Pvt. Ltd., on preferential
basis making Hitachi group co-promoter of the company along with Lalbhai group. Subsequently

it has been renamed Amtrex Hitachi Appliances Ltd.

It has a technical collaboration with Hitachi, Japan. Amtrex is a leading manufacturer of air-
conditioners. It has two plants, one at Kadi, Gujarat (a backward area), manufacturing air-
conditioning ‘and reﬁigeratién appliances and other durables, the other at Silvassa manufacturing
air-conditioners. It currently manufactures room air-conditioners consisting of window, split and
multi-split air-conditioners under a technical collaboration with Hitachi, Japan, and markets them
under the Amtrex brand. AHAL has entered into a joint venture with Cornelius, US, which will

hold 51% of the equity in the venture. In May 2000, the company introduced "Kalmin" a new 1.5
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“ton window AC with a unique feature of sleep mode that saves on power to a extent of 34%. FY
2000 (March ending) Sales — Rs 182 crore The Ahmedabad-based Amtrex Hitachi Appliances
Ltd., a leading player in the home air-conditioner (AC) market, is targeting a 40 per cent rise in

sales during 2002,

“We plan to sell 110,000 Acs during the year””, said Naishadh Parikh, maflaging director,
Amtrex Hitachi Appliances. The company had sold 75,000 Acs last year. Overall, Parikh expects
the AC market to grow by around ‘15 per cent from 600,000 in 2001 to 700,000 in 2002Amtrex
Hitachi Appliances ended last year with sales of 75,000, up around 30 per cent from 58,000 in
2000. It ended the year as thé second largest blayer in the home AC market next to LG India. The
company, a joint venture between the Lalbhai group and Hitachi of Japan, has two brands in its
stables Hitachi for the top end of the market and Amtrex for thé lower end. Last year, 60 per cent
of its volumes came from Hitachi, while Amtrex made up the remaining 40 per cent. According
to Parikh, the balance will tilt further in favor of Hitachi during the current year. Almost two-third
of our sales will come from Hitachi in 2002, he added. For the coming season, Parikh said that
the prices would be 3-5 per cent lower than the opening prices of the previous season. He added
that some new features have been added to the Hitachi ACs for the coming season. The range of
the ‘Kaimin’ function, which adjusfs the room temperature as per the‘cusvtomer’s needs, has been
increaséd, he added. After focusin_g on the Hitachi brand for the last two years, Amtrex Hitachi
Appliances is launching a fresh campaign for the Amtrex brarid beginning next week. With'the

punch line My lifetime AC, the company hopeé to rev up Amirex sales during the season.

“*We will have 24 models under the Amtrex brand with the option of a remote control for each,
Parikh added. While Madison is handling the‘advertising for the Amtrex brand, Leo Burnett is
handling the Hitachi brand. “” According to Parikh, while the Hitachi brand had a single-digit -

brand recall in 1999, its brand recall has now reached 91 per cent. Anything above 90 per cent is.
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a universal brand recall, he said. Amtrex Hitachi Appliances has a plant close to Ahmedabad
with the capacity to produce 150,000 ACs per annum. Parikh said that the company would raise
the production capacity through continuous debottlénecking.

To Naishadh Parikh leadership essentially means:

1. Establish Keen Ssense of Purpose, Urgency and Direction. All members need to believe the

. team has urgent and worthwhile purpose, and they want to know what the expectations are.
‘Indéed, the more urgént and meaningful the rationale, the more likely it is that a real team
will emerge. The best cultural charters are clear enough to indicate performance expectations,
but flexible enough to allow .teams to shape their own purpose, goals, and approach. Amtrex

history of coming from behind and becoming the India Number 2.

2. Select members based on skill and skill potential, not personalities. Cultures must have(the

complgmentary skills needed to do their job. Three categories of skills aie relevant: 1)
technical and functional, Hitachi factory, 2) problem solving, BPR Processes in the company,
and 3) interpersonal. CEO styles and open door system. The key issue for potential teams is
striking the right balance between members who alreédy possess the needed skill levels

~ versus developing the skill levels after the team gets started..

3. Pay particular attention fo first meetings and actions. Initial impressions always mean a great

deal. When potential teams first gather, everyone alertly monitors the signéls given by other
to confirm, suspend, or dispel going-in assumptions and concerns. They particularly pay
attention to those in authority: The team leader and any execuﬁ§es who set up, oversee, or
otherwise influence the team. And, as always, what such leaders do is more important than

what they say.. The Amtrex Sales and mafketing principles.
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4. Set some clear rules of behavior. All real cultures in performance orientation develop rules of

~ conduct tof help them achieve their purpose and performance goals. The most critical early
rules pertai_n to attendance (for example: "no interruptions to take phone calls"), discussion-
"no sacred cows", confidentiality, analytic approach-facts are friendly, end-product
orientaﬁonsever};one gets assignments and does them, constructive confrontation-no finger
pointing, and often the most important-everyone does real work. Amtrex motto, Let us value

time. For that would mean respect for customer.

5. Setand séizc upon a few immediate performance-oriented tasks and goals. Most cultures
trace their advancement to key performance-oriented events that forge them together.
Potential cﬁltdres can set such events in motion by immediately establishing a few
chalienging yet achievable goals that can be reached early on. Amtrex Performance

Management System and Variable Pay Program. Goals are established on a process basis.

6. Challenge the group regularly with fresh facts and information. New information causes a

potential team to redefine and enrich its understanding of the performance challenge, thereby
helping the organizétion shape a common purpose, set clearer goals, and improve on its
common approach. Market data is shared every Monday morning with all of the - management

committee at Hitachi.

7. Spend lots of time together. Coinmon sense tells us that members must spend a lot of time
together, especially as the Béginning. Yet potential teams often fail to do so. The time spent

. together miust be both scheduled and unscheduled. Indeed, creative insights as well as
personal bonding require customers, competitor, or fellow employees, and constantly

débating issues. Hard work followed by week end parties.
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8. Exploit the power of positive feedback, recognition, and reward. Positive reinforcement

works as well in team context as elsewhere. "Giving out gold stars" helps to shape new
behaviors critical to high performance cultures. If people in the group, for example, aie alert
to a shy person's initial efforts to speak up and contribute, they can give him or her the
positive reinforcement that encourages continued contributions. Customer Service won may

laurels and many brickbats but they mattered every day at Hitachi.

Lalbhai Group Leadership Intervention

1

3.

Keep the purpose. goals. and approach relevant and meaningful. All members at Arvind

Mills, must shape their own common purpose, performance goals and approach. While a
leader must be a full working member of the team who can and should contribute to these, he
or she also stands apart from the team by virtue of his or her selectién as leader. Cultures
expect their leader to use that perspective and distance to help the teams clarify and corﬁmit

to their mission, goals, and approach.

Build commitment and confidence. Leaders, business managers and functional heads at the

-~ textile division and garments factories should work to build the commitment and. confidence

of éach individual as well as the team as a whole.

Strengthen the mix and level of skills. This is 2 HRM Head’s goal. Competent people

available at all time. Effective leaders are vigilant about skills. Their goal is clear: ultimately,
the flexible and top-performing cultures consist of people with all the technical, functional,
problem-solving, decisionimaking, interpersonal, and teamwork skills the team needs to

perform. To get there, team leaders encourage people to take the risks needed for growth and
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development. They also continually challeﬁgc team members by shifting assignments and

role patterns.

Manage relationships with outsiders, including removing obstacles. Leaders are expected,

by people outside as well as inside the team to manage much of the team's contacts and
relationships with the rest of the organization. This calls on team leaders fo communicate
effectively the team’s purpose, goals, and approach to anyone who might help or hinder it.
They also must have the courage to intercede on the team’s behalf when obstacles that might
cripple or demoralize the team get placed in their way. Lalbhai Group’s relationships with
trade unions, (TLA), vendors and partners, cotton traders and producers, machinery

manufacturers and others are legendary.

- Create opportunities for others. High Performance Culture is not possible if the leader grabs
all the best opportunities, assignments, and credit. Indeed, the crux of the leader’s challenge -

is to provide performance opportunities to the team and the people on it.

Do real work. Everyone on a real organization, including the leader, does real work in
roughly equivalent amounts. Leaders do have a certain distance from the team by virtue of
their position, but they do not use that distance "just to sit back and make deéision.“ Leaders
must contribute in whatever way the team needs, just like any other member. Moreover, team
leaders do not delegate the nasty jobs to others.k ‘Where personal risks afe'high or "dirty work™
is required, the team leader should step foﬁvard. Sanjay Lalbhai leads from the front. For
taking credjt it is always the professional manager. If something goes wrong in a decision or
| in action it is Sanjay Lalbhai who would answer the board or the press. This he believed in

and practiced it under all circumstance. For SSL trust meant everything and he would give up '
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a lot fo maintain trust and relationship. Perhaps it was this trust that may be led to a problem

at Anagram, as we will see in the next case study.
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Case Study Number 5: Lalbhai Group (Sub Culture) /

Company: Anagram Finance

Business: Financial Services (NBFC)
Leadership: People Strategist

Culture: Low Operator and Low Executive

Organization and Management Model: The Human Organization

There is concrete lack of focus on building the corporation. Short-term results and gaining
visibility is evident. Building personal loyalty is rampant. Ethics tends to be loosely interpreted
and guidelines are arranged to suit business needs. Organizational members are trained to break
rules although would not accept it openly. The purpose of supervision here is usually to check for
mistakes and to catch the person making the mistakes. Supervision here is strongly driven on their
subordinates to ask them for instructions and suggestions. The CEO enables the organization to
change, manage people strategies and influence existence of specific cultures. The leader
emphasizes culture as an important aspect of organizational building and believes in influencing
people to shape cultures. Jobs are well defined/clear and people are aware of their role &

responsibilities and all work relates to financial and revenue figures.

The leader focuses on people practices, HRM activities, organizational climate and its
conduciveness to performance. Driven need to motivate and keep people in the right frame of
mind to be productive and happy. Supervisors rarely take pains to see that their subordinates
improve personal skills and chances of advancement and are not known for rewarding

outstanding achievement. In influencing their subordinates, supervisors here try to use their
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expertise and competence rather than their Formal authority. Supervisors here are more
concerned with maintaining good felations with their personal networks and coalitions than with
emphasizing duties and performance. The leadership is not concerned with obtaining problems as
challenges and try to find beﬁer solutions than anyone else. This in turn influences colleagues to
also let gov in th§ event of a problem. When problems are faced here, experts are rarely consultedt
and they lay an important role in solving these pfobiems. In &ealing with problems, people here
mostly éonsulttheir friends rather than with the best or the expert av;ailable.. Proﬁta_i)ility is the
only good word. Means are not as important as the end in itself. Yet leaders know that the rules
are broken and the;y would watch as long as revenue numbers are achieved. There is effort to
find better ways of doing things'Perfonnance, not personal relationships/considerations is what

counts in this organization. Conflict is seen as natural, inevitable, and productive.
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Case Study Nljmber 6: Unilever

Business: FMCG Consumer manufacturing and Marketing Organization
Leadership: The Builder
Culture: Operator — Evolving Cultures

Organization and Management Model: The Institution

Three Unilever companies were merged in 1956 to form HLL. These companies were Hindustan
Vanaspati Manufacturing Company -edible oil (1931), Lever Brothers India Limited- soaps (1933) and
United Traders-personal products (1935). About 10% of the equity was offered to the public by way of an
IPO in 1956. To comply with FERA, Unilever’s stake was further diluted to 51% in the late 70’s. To
retain 51% foreign holding, HLL complied with stringent export and other stipulations imposed by the
- government, and diversified into businesses such as chemicals, fertilizers and exports. Over the last five
years, HLL has expanded its operations by the merger and takeover route. It acquired TOMCO - an ailing
Tata group company (1993), merged Unilever group companies Brooke Bond Limited (1996) and Ponds'

India (1998), and has acquired cosmetic business of another Tata group company Lakme (1998).

Unilever group is one of the leading players in the world in personal and food products business. Since
the beginning of liberalization, the Unilever group has been restructured with several mergers infemally.
With the merger of Brooke Bond as well as Ponds’, Unilever's interest in Indian business will be entirely

represented by HLL.

HLL has several subsidiaries like Hind Lever Chemicals, Indexport Ltd, Bon Ltd, Lipton India Exports
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Ltd, International Fisheries Ltd, Nepal Lever Ltd, Yankee Doodle: Industries Ltd, Health & Co Ltd,
fhiash’ola Tea Co. Ltd, Daverashola Tea Co. Ltd, Doolia Tea Co. Ltd. Mérrywheather Food Products Ltd,
Lever Associated Trust Ltd, Levindra Trust Ltd, Hindlever 'frust Ltd. HLL has 50% stake in two joint
ventures with Kimberly Clarke and § C Johhson, and a minority stake in TOMCO company Vashishti
Detergents. HLL has also formed a joint venture Lever Gist Brocades Pvt. Ltd for the manufacture of
, | Instant Yeast. ﬁLL amalgamated Industrial Perfumes limited ﬁ*ith itself during F12/99 the amalgamating
company came into lever’s fold after the merger of TOMCO with HLL, the merger would help in the
company in férmhxg joint ventures in specialty chemicals. HLL operates over 100 manufacturing

facilities across the country. Besides, there are several third-party manufacturing arrangements.
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Corporate Strategic Objectives

® Aggressive investments in developing
Profitable Growth in our FMCG categories new categories

§ Setting up new infrastructures especially

1 Improving the profitability of Foods
Ice Creams

1 Securing the future of non-FMCG businesses . .
1 Reasonable scales of operations achieved

1 Unilever’s exit from Chemicals business
§ Focus now on improving profitability

1 Opening up of the Indian economy
1 Improved margins on traditional

® Critical to access world class technology portfolios -Tea, Oils
1 Variety of options under active review !reNaevz:ggfgzurn:gtgpe;ngportunltles for
1 Best solution for each non-FMCG business 1 Out-of-Home business unit in

Bangalore to lead the activity

1 Dedicated resources to grow
institutional business in 3 regions

1 Aggressive expansion in our 100 crore
Food Service business

1 The wholesale channel opportunity

Figure: 39 HLL Corporate Strategy - Reference Andersen

Product groups:

Soaps & detergents
Beverages (Tea/lnstant Tea, Coffee)
Plantations

Personal Products
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Lakme Lever Ltd (color cosmetics ﬁusiness)

Aviance Ltd (direct selling business - hair & fragrance categories)

Indexport Ltd (oils)

Kimberly Clark Lever Ltd

Specialty Chemicals/Bulk Chemicals

Spreads & Cooking Products Category (SSC) & Bakery Fats

Frozen desserts & Ice Cream

Canned and Processed Fruits & Vegetables (Culinary Products)

Branded Staple Foods (Kissan Annapurna products)

Modem Food Industriés (India) Ltd

Agri Business — Seeds & Plant Growth Nutrients (seeds business recently sold to Emergent
Genetics that is acquiring a 74 per cent equify in the business and will route its investments
through India Seed Holdings, a Mauritius-based subsidiary). Emergent Genetics, is_ affiliated with

the Dallas-based private investment firm Hicks, Muse, Tate & Frust, Inc

Financials:
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HLL Results - 2000

Rs.Crores 2000 1999 Growth %
PBT 1665 1388 20.0
Tax 355 318 11.6
PAT 1310 1070 22.4

Figure 40: HLL results 2000 - Reference HLL

On 12 February 2002, the $ 43-billion Unilever will play host to an awards ceremony-the Path To
Growth Awards. Those who wish to take home a trophy will have to demonstrate how they
successfully implemented the company's now-famous path-to-growth strategy, which calls for
concentrating innovation and development on a portfolio of core brands. The two co-chairmen of
the Anglo-Dutch foods, and home & personal care giant-Antony Burgmans and Niall Fitzgerald-
will announce the winners at the OBJ (Unilever-speak for its annual review meeting, which for
some reason apparently stands for Oh Be Joyful), which will be held on February 12, either in
London or Rotterdam. The trophies will be handed out at subsequent cascade meetings in the 14

days after the OBJ by one ofthe Unilever chairmen at one ofthe group's regional bases.
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The yeaf may not be over yet, but if the progress made by the power-brand basket of the Indian
subsidiary, the Rs 11,764.31-crore Hindustan Lever Ltd (HLL), is any indication, Chairman
» Manvinder Singh Banga and his core team could well be in the running for those glittering
trophies. In markets that have Stagnated, and some segments in which there has even been
negative growth, HLL has been able to hold its own by backing key brands with all its financial
and managerial might. Sé.les growth of the power brands was up by close to 5 per cent in the first
half and leapfrogged into double digits (10.5 per cent) in the third quarter, even as key industry
categories like personal wash, laundry wash and tea posted negative growth. It's still early to‘say
whether HLL'S power brand strategy will prove a long-term success, but as the Chairman points
out: "We're on the right track, if you look at the growth of our power brands against the backdrop
of the growth in the categories in which they operate. All our brand health indicators are getting

stronger.”
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The New Culture

Successful im plemcntntion of the strategic objectives and

B A pro-active, flexible, thrusts
. - power brand to expand profitably to grow the business
fast moving - ability to manage the m igration of the small tail

organisation

1 7 smaller Category A bility to drive market expansion through new channels /
1 H geograph ies

BUSInESS UnItS a"OWS - continue to devise channel and coverage expansion

empowerment & strategies

freedom to get on with

d elive ry Contain low cost coni petition

- focus on achieving cost com petitveness to counter low
cost
competition. Innovate aggressively

B Attractive reward for
actual Performance

th rough Variable pay Continue to attract/retain top quality talent
- business leadership programme
bonusses & Stock- - new category organisation structure

related schemes

Figure 41 HLL - The New Culture - Reference HLL

The performance in the soaps and detergents business, which contributes 80 per cent to HLL's
sales, is indicative of the progress made so far. In the Rs 3,203-crore toilet soaps market, where
the industry has recorded a 7.5 per cent decline so far this year, Lever has been able to maintain
its market share at last year's levels of 60 per cent. This has been on the back of a 60 per cent
growth (so far this year) of Breeze, a | per cent growth of Lifebuoy in the third quarter (after six
quarters of declining volumes), and a close to 4 per cent up trend in Lux. The figures may not be
the most impressive, but the good news for HLL is that it has been able to buck the industry
trend. In laundry wash too, Art Weijburg, Director (Detergents), expects to end the year with a
0.5-1 per cent gain this year. This is up from 39 per cent last year to 40 per cent in an industry
that was flat in the first two quarters and which slumped by 3 per cent in the third quarter.

Weijburg reveals that Wheel has been able to regain the leader ship status it had lost to Nirma last
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year, by registering double-digit growth through the year. Not just that, Rin has jumped to No. 2

position and together Wheel and Rin bar now command a 25 per cent share in the detergents

market.
HLL Results - 2000
Rs.Bn 2000 1999 Growth %
Net Sales 106.0 101.4 4.5
Other income 3.5 3.2 8.2
Operating Costs 91.4 89.2 2.4
PBIDT 18.1 154 17.5
Interest Expense 0.1 0.2 (31.3)
Depreciation 1.3 1.3 1.7
PBT 16.7 13.9 20.0

Figure 42 HLL Results 2000 Reference Andersen (2000)

Serious Competition Ahead

That's not bad for a company that's not just been grappling with a sluggish market but losing
market share to rivals like Colgate, Procter Gamble and Godrej as well as low-cost players like
Nirma and CavinKare in recent years. Nirma, for instance, was largely responsible for eating into
the 70 per cent of the soaps market that Lever once commanded and the declining volumes of the
cash cow, Lifebuoy. In toothpastes, Colgate finally woke up last year to stall the strides being

made by Close Up and Pepsodent. And in skin care, CavinKare, Godrej and Paras were
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threatening to put a halt to the supremacy HLL enjoyed in this high-margin business. This was
reflected in the dramatic 7 pericent dip in growth in 1999 aﬁd the virtually stagnant top line in
2000. The power brand strategy may have thrown up encouraging results, but if HLL is honing
its game plan, its competitors aren't just looking on. Colgate, with its high-decibel "Talk to Me'
campaign, is determined to increase its lead in toothpastes. For the first time, HLL is facing
serious MNC competition in detergents, in the guise of P&G, which has aggressively cut prices of
Tide. In another declining category, tea, Tata Tea is set to attack the premium segment, which is
currently dominated by Lever's Taj. And in ice-creams, where HLL ié still coming to terms with
the distribution challenges, there's Amul to contend with, which derives plenty of advantages
thanks to its cost advantages and non-profit policy. And in foods, more than branded competition,
HLL finds itself competing against the very raw materials that go into products, be it wheat grain

or oil sold loose, or tomatoes, which obviously are much more cost-competitive.
The New Buzzword

Banga sums up his counter thrust in one word: focus. That indeed is the buzzword that
reverberates amidst the old-world confines of Hindustan Lever House in Mumbai's financial
éistn’ct. And it's with focus as the central theme that HLL expects to continue ride on the growth
of the power brands, improve profitability, and sustain it over the long term. "We have to focus
_ on those brands with the maximum potential, size, and competitive strength. Ouf advertising and
promotional expenditure, brand support and people time have to be realigned fo focus on 30
instead of 110," says Banga. To be sure, advertising expenditure increased by 30 per cent in the
third quarter, and HLL has spent Rs 70 crore on product upgradation, which is reflected in the
relaunch of the soaps & detergents and toothpaste brands. The packaging, fragrance, fat contenf
an‘dv.lathering abilities of Lux have been improved, and ingredients like honey and almond oil

added. Lifebuoy, at the carbolic end, has been repositioned as a health product, which also paves |
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the way for the brand to be extended into broader health applications. The 30 braﬁds aren't cast in
‘stone, but the basket will constantly evolve. In the personal products category, which currently
boasts nine power brands-Fair & Lovely, Clinic, Sunsilk, Lakme, Ponds,‘Pears, Nihar, Close Up,
Pepsodent-four more are lined up as potential power brands. These are Vaseline, Rexona
(deodorant), Axe and Lux (liquid). Then there are also 11 regional jewels like Rexona (soap) and
Hamam, which HLL is sticking with because of the loyalty they enjoy in certain markets. Focus
at HLL also means putting more people behind the vital brands, and breaking down the categories
into 'mini-businesses’; the three major categories have been broken up into 9-10 mini-businesses.
Soaps & detergents, for instance, has three prongs: personal wash, fabric wash and mass markets,
into which the lower-priced brands like Wheel, 501, ok, and Lifebuoy have been put. If HLL is
going to focus on just 30-40 core brands, that doesn't mean that the rest will be junked. Sure,
there will be some that will be milked and gradually phased out. In personal products, 10 brands
with no long-term future have been identiﬁed, and in foods, much of the International Best food
portfolio (Rex, Brown & Polson, Tarla Dalal) will be pruned. The exception is Knorr-a $2.5
billion-plus global brand-which has been given power-brand status. Yet, in those brands that have
critical mass and synergies with the core brand, an attempt will be made to migrate their
consumers to the power brand basket. The migration process is still at an early stage, and a
beginning has been made with Coco Care hair oil being devolved into Nihar. Similarly, Ala fabric
whitener is being migrated into Rin (in three stages) as is the.SOl bar into Rin bar. The umbrella
branding strategy of the gfoup will also call for extensions, but not before the strength of the core
brand is ensured. In sk_incare, for instance, Fair & lovely is grbwing by 9 per cent, and the HLL
top brass is convinced that the ﬁealth of the brand has improved. That explains the decision to
éxtend it into soap. Similarly, Close Up has been extended to Close up Whitening, and Lakme
into services in the guise of Lakme Beauty Salons. Fair & Lovely may also be soap now, but the
core proposition of the brand -fairness-remains the same. "By launching a soap, we are giving

more consumers an opportunity to experience the brand,” explains Arun Adhikari, Executive
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Director (Personal Products). Indeed, increasing consumption is one of the key focus areas for
HLL, particularly in markets that are close to saturation. Take shampoos, a category in which
urban penetration is close to 70 per cent, where Clinic and Sun silk have been Jaunched in 8-ml
bubble packs. The objective? To woo one-time users (of sachets) to graduate towards larger
packs, which are still not as large enough as the regular ones. All the same, Banga isn't convxlnced‘
that the shampoo market is satﬁrated. For, if you look at this category as a part of the larger
segment of hair washes, penetration is just around 10 per cent. The trick then is to get more
people who use soap to wash their hair to use shampoo. Simultaneously, HLL has grabbed the
opportunity for a hair and body soap by launching one as a part of the Breeze range. Meantime,
HLL's new ventures ax;e taking shape, probably not as fast as some analysts would have expected.
As part of Project Millennium, Lever had identified eight new forays, of which only one-
confectionery-has taken off nationally. "We can move at lightening speed only in those
businesses that we understand. In the new areas, plenty of care and caution have to be exercised,

since we have to develop new competencies here," says Banga.
Finding New Niches

For Dalip Sehgal, Executive Director (New Ventures & Marketing Services), if a new project has
to take off, it has to able to find a resting place in one of the existing businesses. Confectioneries
have been launched under the Max brand, but Max is ultimately children's brand (thercby giving
it the opportunity to further extend itself). But it will ultimately find its ‘resting place' in the ice
creams business. Similarly, Project Shakti-for which the company has tied up with 500 of the two
Lakh-odd self-helb groups in Andhra Pradesh-will help Lever make further inroads into smaller
villagesf Currently, Operation Streamline-the distribution thrust-reaches out to 80,000 villages of

2,000 households and above. Project Shakti will enable HLL to penetrate deeper into another

413



40,000 villages of fewer than 2,000 households. But that of course is only once-or if-it assumes

national proportions.

Another new venture being actively explored is water. Lever is sure it doesn't want to be another
me-too bottled water player in the market. According to market sources, the company is actively
looking at the prospect of selling water in rural areas, and at one point was even considering a.
water purification system for those markets. "We will link the water venture to our capabilities
and not play to the strength of others," is all that Banga is willing to reveal. It is this urge to be
different that's also reflected in the turnaround efforts at the foods business. To wean away
consumers who prefer chakki-atta, Gunender Kapur, Executive Director. (Foods), says by
fortifying atta with iron and vitamins, he's offering a product that's hugely relevant and not
available. That's because at least 60 per cent of women and children in India suffer from iron
deficiency. Similarly, Dalda Active has the same taste of vanaspati‘but not the health hazards
associated with it. In ice-creams too, executive director J.H. Mehta is attempting to move out of
the price war with Amul, by launching differentiate products, like the sundae tubs in the take-

home segment.
Narrowing Pyramid

E\}én aé Lever guns for focused growth, a concern being voiced in industry circles is whetﬁer it
- will c;,ontinue‘ ‘to ‘have the people to aid the company in that endeavor. "Thanks to the
consolidation that's happened over the years, the pyramid at the top has narrowed," points out
Rajan Chibba, Deputy Managing Director, and KSA Technopék. Adds Atul Vohra, Partner at
-héadhunting firm Heidrick & Struggles: *‘before Leverites were less receptive to headhunter
calls; now they're willing to listen." So is Banga concerned? Not really. "Pyranﬁds by nature are '

narrow at the top. Opportﬁni’ties exist in Lever for good people. And don't forget that some 60 of
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our people are with Unilever." Adds Prem. J. Kamath, Head (Management Resources). "In the
process of creating mirii—businésses, we are also able to provide more of our people exposure at

heading a business at a much earlier stage.”

Indeed, Lever needs all the help it can get from its 1,500-strong pool of managerial talent to take
on the longerterm challenges. Of warding off its competitors, both big and small, in key
categories; of increasing consumption in markets that are ostensibly saturated; and of returning to

those heady days of double-digit growth.
M S BANGA'S Growth Mantras

FOCUS
Brands with maximum potential, size, competitive strength and potential for growth will get the
full support of financial and human resources. Innovation and split into separaté functions.

Activities broke up into mini-businesses.
EXTEND

If the growth of the core brand is ensured, it becomes viable for extension. Example: Fair &

" Lovely skin cream into soaps, and Close Up to Close Up Whitening.
MIGRATE

If non-power brand is of significant size, and has the core proposition of a power brand, mlgrate it

into the power brand. Example: Coco Care into Nihar.
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EXIT
Brands with no future will be milted and gradually phased out. Non-FMCG businesses will also

be hived off, if not exited. Example: flavor and fragrances.

SUSTAIN
Grow only businesses that can be sustained in the years to come. Example: Although fragrance
brands can be a Rs 20 crore business in year one, long-term growth potential is low. Hence they

aren't in sharp focus.

PROFIT
Growth and leadership are impoﬁant, but are of little help if they're unprofitable. Consumers have

to be delighted, but shareholders have to be rewarded too.

INCREASE CONSUMPTION
Give the consumer an opportunity to use the product more often. Example: 100-ml standipack

shampoos to ensure users increase consumption.

BROADBASE S

Depending on the size of the opportunity, profit profile, synergy and long-term competitive

advantage, new ideas are taking shape. Example: confectionery, water.

DIFFERENTIATE
Be it a new venture or innovation in an existing category, it has to be characterized by
differentiation. Example: Annapurna salt (fortified with iron and vitamins) and Dalda Active

(lower health risks).
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EFFICIENCY
Along with the Jaunch of superior products, the endeavor is to make the supply chain more
efficient. Example: In the wheat supply chain, Lever now procures wheat directly from the

farmer.

The Analysis

Here is a classical modél of an institution. Changing work place heeds in this organization
managerial/supervisery goals clearly reflect the organisation’s objective. And the leader M
S Banga fits in to the Chair on a Born for Each other basis. The figure below depicts the
changes impacting organization of the class and caliber of HLL. The objectives of
managers/supervisors in the organisation offer opportunities for developing ones skills. Action
through making systems the critical consideration for organizational effectiveness. Driven by the
need to promote and perpetuate intellect as it détermines individual and organizational means and
tasks and denies organizational members the time, space and opportunity to learn as things
evolve. Taken up by the successes, stories, rituals and processes that have proved in time that it
works and should be followed. Employees/colleague support and Collaboration can be expected
in the organisation. . Sustainability only based on enhanced intellectual capital, innovation and
newness of things done within and without the organization. Need to make teams work together

to achieve group goals that achieves today’s performance and tomorrow’s systems.
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Figure: 43 Changing Work Place Dynamics

People are involved in the formulation of the organisation's objectives. One can get a sense of
achievement from the management/supervisory takes in the organisation. The work procedures
are clearly established, and widely understood. There is adequate freedom, autonomy and
empowerment to work flexibly within agreed objectives. Opportunities for advancement are
widely available in our organisation. The work groups are under pressure to produce and enable a
competitive atmosphere. The leader emphasizes teamwork, enables interdependencies between
functions, businesses, technologies and the organization as a whole. Spends over 50% of time to

manage employee retention and rewarding high performers. It is not necessary to refer to the
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superior/ supervisor to change things that are within established objectives. Goal achievement is
the basjs of recognition in our organisation. Action through making knowledge an important
performance parameter. Top management can effectively formulate and articulate its vision and
business strategy to fhe organisation. Preplanning is an important business coﬂsidqration énd,
decision making a critical management tool. There is a clear sense of direction and purpose
behind any organizational move. There is adequate competency in both leadership and
subordinates. Driven by consciéus endeavor to support a cause that extends beyond commercial
perspective in many situations. They address problem behavior by focusing attention on the
needs, ﬁistory and skills of the individual. They are personally driven by personal leaming and
mastery of skills and knowledge and teach skills in managing internal dialogues and belief

systems. The leadership provides a role model for subordinates.

The top management emphasizes high productivity and service standards. The leadership is
willing to experiment with new ideas and approaches to routine problems. Meaningful and
productive meetings are often conducted by or in the presence of top management. The top
management prefe.rs to confront and/ or conflict and settle disagreements rather than avoid or
ignore them. Acﬁon through policies, rewards, interactive processes, job design making people an
important consideration in organizational issues. Action orientation measured by appropriates
planning, measured steps, building consensus and reasonable task orientation. Thé leadership
always seelcﬁl.suggesﬁons .and ideas from everyone. Teamwork and collaboration is present within |
and among upper-levgi management. There is adequate sharing of power, authority and decision
making with lower-level management. The management always strives to constantly improve
working conditions; both physical and psychological. The leader influences the History and
Tradition of the Organization. I'm reminded of names like Ford, Iacocca, Thomas Watson, etc. ...

men who created durable, lasting organisations that have lasted well beyond their times.
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‘Structure and Hierarchy Influence, Management Style, the Role of the CEO il_l building
organization visions. Dr Verghese Kurian and his work in Amul are fine examples of how a CEO
with great style, commitment and transparency can communicate a compelling vision. Ambani
and Reliance are another fine example. The Role of the CEO/leader in regard to strategy
processes technology and people actions and leader’s influence in the existence of specific types
of cultures. Harold Geneen — created a great organisation and then tyrannized everyone in it.
Leadership Style as practiced by the management groups influences the culture. Infosys” work in
culture building at the operational level — almost entirely the effort of middle management in
interpreting Narayanamurthy’s vision. CEQO/leader focus on performance, climate,
communication, énd HRM practices, on monetary reward programs and influence over high
performers, and management attention on retaining high performers. Bill Gates and Microsoft. 1
. haven’t heard of very many other companies that are so obsessed with how they attract and retain

talent. (Reference: Sameer Nagarajan — Unilever).

The institution is known for focused Courting of the customer: Listening to customers, however
macidem'ng it may be, sometimes helps. Customer requests and queries can often lead companies
into unexplored territory and give them a powerful competitive edge. Benchmark shamelessly:
This is the age of give and take. Companies are ready to share their khow how and expertise and
an organization need nof hesitate to enlist the help of another that is good at something you need

to know or do. It is unecoﬁomical to reinvent something that somebody else has done.

Any hesiténcy to- seek outside information disappears once an organization recognizes the
advantage of utilizing the knovﬂedge of other companies. The adage that seems to véc}rk best is,
buy, borrow and adopt’. Keeps your tab on competitors: Competitor information is critical.
'Idéntify your key competitors and take seriously the threat of your present and future competitors.

. Once you have competitor information, act on it. Encourage your people to continually ask:
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“What has our competitor learned to do better or differently that we should adopt or leapfrog”? A

learning organization has the motto: “seek ye the truth, come whence it may, cost what it will.”

There is a distinctive relationship between the leadership style of the CEO/leader and the culture
of the organization. “The CEO is both the head and the heart of the organization and as such
influences, for beiter or for worse, the whole organizatiqn and its business culture.” The
CEO/Leader has a special role to play in the culture of the company. Cultures exist on a mutually
exclusive basis in all the companies. Le. No Compaﬁy will have one identifiable culture. “The
best companies in the world have a single, simple culture and style which distinguishes and
differentiates them from their competitors. For example, Microsoft and Apple .are two companies
operating in the same space but v;rith very different cultures, which finds reflection not only in its
leaders and its work—praqtices, but indeed even in the consumer perception of their brands.” The
CEO/leader does directly influence the existence of any one/all of the cultures in the company.
“Through both thought and action, the CEO sets the informal code or guiding principal for. the
actions, style and ethics of all his employees — both collectively and individually. There is a
relationship between culture and different functions (Marketing/Production/ Finance/ Personnel/
Research/ IT etc) of the company. “While each, funétion may have a sub-culture, they all flow
from the same culture in a Suécessful business.” (Ref. Shunu Sen, Director, Hindustan Lever

Limited)

" There is a relationship between the leadership style, management beliefs, work practices, norms,
history and the leadcf7s experience and of the CEO/leader and the culture of the organization.
There is a strong relationship between the leadership style of the CEO and the culture of the
organisation. This is evidenced in most organisations irrespective of size/scale, industry or
ownership i.e. family run or managed by professionals. The length of the tenure of the CEO can,

though not necessarily, have a bearing on how deep and wide the culture change takes root in the
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organisation. The CEO/leader has a vefy important role in defining the values and ways of
working. It is his vision of v.vhat the organisation will stand for not just today, but moré
importantly in the future, which will drive the change process. The change is also determined by
the éxtcnt of belief and commitment that the CEO has in his vision. Cultures exist on a mutually
exclusive basis in all the companies. Le. No Company will bave one identifiable culture. Most
prganisations have an'identiﬁable culture and an outsider can ‘smell’ it very quickly. You need
to only walk into a government office and you can sense what the cultural ethos of the place is! A
quick walk through any factory will give you an idea of the work culture in that facility. Spotless

shop floors and clean imiforms convey a culture that is easily identifiable.

Similarly, large well maintained gardens in the front do not necessarily mean that the factory
management is environmentally conscious. For that you need‘ to see the rear exit and the piles of
waste which are well hidden! The CEO/leader does not directly influence the existence of any
one/all of the éultures in the company. The CEO/leader directly influences the core of the culture
of the organisation. You need to only see Saurav Ganguly on the field to decide for yourself how
quickly a leader can ixﬁpact, positively or negatively, the culture of the team. Effective leaders
normally focus on influencing the core by example and deep commitment to the values they
propound for the organisétion. Théy do so both in the professional aﬁd personal lives. They are
- also realistic enough to leave, and &ey must, the rest of the organisation to build around it. The
best example is of putﬁng,a grain of sand in an oyster ~ you don’t need to do very much moré to
get a brilliant pearl! There is é relationship between culture and different functions
(Marketing/Production/ Finance/ Personnel/ Research/ IT etc) of the compaﬁy. In my experience
the core values of an orgam'satibn g0 across all functions and locations. If for example honesty is
a core value, it is in evidence across the functions. Similarly, entrepreneurship runs through all

depértments if that is what the organisation propagates as its key value. The manifestation and -
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degree to which these are apparent may vary from function to function or indeed from location to

chation. (Ref. Dalip Sehgal — Director, Hindustan Lever Limited)
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Case Study Namber 7: Pharma Incorporated

Business: Phai‘maceuticals, Consumer Products, Biomedical and Healthcare
Leidership: The Visionary
- Cultare: Executive — Evelving Cultures

Organization and Management Model: The Competing Organization

Pharma Inc is a research-based, global pharmaceutical company. We discover and develop
innovative, value-added products that improve the quality of life of people around the world and
help them enjoy longer, healthier, and more productive lives, IS THEIR MOTTO. The company
has three business segments: health care, animal health and consumer heaith care. The products

are available in more than 150 countries.
Indian operations:

Hocine Sidi Said is placed comfortably in his chair as the CEO. Having accomplished one of the
most complicated merger integration of all of the Pharma worldwide companies he has
cpmmenced what he was sent into India for. Go fix the company. Pharma India is an affiliate of
Pharma Inc., a $28 billion research-based global healthcare company that discovers and develops
" innovative products tﬁat improve the quality of life of people. Pharma's jouney in India started
off way back in the 50's whén a company under the name of Dumex Pvt. Ltd. was registered on
21st November 1950, Pharma's pharmaceuticals product portfolio spans a wide range of
therapeutic classes from vitamins supplements and nutritional to antibiotics and cardiovascular.
Corex, a cough syrup and Becosules, a B-complex sui)plement have been ranked Noél and No.2

brands respectively, in the entire pharmaceutical industry*. Other leading brands from the Pfizer .

424



stable include Mini press* XL, Amlogard*, Magnamycin*, Dolonex*, Protinex*, Vicon*,

Terramycin* to name a few. Newly launched brands include Combantrin*, Cardiovit*,

Figure 44: Leadership Focus on Operational Performance

Hepashield* and Magnex*. Pfizer in India operates in Prescription pharmaceuticals and Animal
health. Pharma's business in pharmaceuticals over the years has been very successful. Not only
have the established products become brand leaders in their respective therapeutic segments, but a
slew of newly introduced products are carving a niche for themselves in the market. The success

in developing drugs to promote human drugs has been paralleled by its triumphs in the field of

Leadership Focus on Operational Performance Levels...

Measures PIL  PDIL
Net profit margin 8% 6%
Operating profit margin 19% 14%
Return on net worth 31% 34%
Return on capital employed 54% 35%
Personnel cost as a % of sales 10% 11%
Asset turnover ratio 455 3.59
Inventory turnover ratio 7.20 8.20
Days sales outstanding 38 24

FROM THEMERCER PERSPECTIVE WHATDOES THIS
TRANSLATE TO?

COMPARISON/IMPLICATIONS

« Distinct credit control policies and procedures

« Disparate supply chain processes:
- Planning
-Procurement
- Manufactunng
- Distribution
« Distinct HR policies
« Different performance management systems across the two
companies

« Opportunity to achieve at least the better ofthe two
comparatives
« Opportunity to design a robust integrated performance

management systems
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animal health, where it is well positioned to meet its medical needs of livestock and compaxiion

animals effectively.

Pharma India has 2 manufacturing units in the country - a state-of -the-art facility at Thane, New
Mumbai just north of the country's economic capital, Mumbai and the country's first ever
fermentation plant at Chandigarh, a city north of the nation's capital, New Delhi. At Pharma, the
aim is to have the best environment, health and safety performance in the industry. They strive to
seek continuous improvement in venvironmental, healthy and safety performance, maintain a safe
énd environmentally sound manufacturing operation and contribute to the common effort to
protect the natural and work place environment .EH&S Standards comply with all the statutory

requirements of the country and state matters related to EH&S are given considerable importance.

Innovation is a crucial factor in the overall effort to improve health through better and safer medicines.
"Helping people Pharma's strong concern for patient’s health is reflected in the ever-growing
investment in R&D. Research and development expenses have increased at a compound annual

growth rate of 22% over the past 5 years.
The Analysis

Hocine stands for youth given his age, stands for performance given his disposition and stands for
.ekcellcnce given his impatience against mediocrity and stands for perfection given his
responsibility as the CEO of a Pharmaceutical Company. Hocine Sidi Said is the man on the spot
and ably supporting him is a team of professional Directors of the Board and the Executive Team.
Hocine knows what he has come into this country for and what are his deliverables in the 3 years
that he would sﬁend in the country. And this organization is all about growth, innovation, market

competiﬁveness, bottom line and building shareholder wealth. They are at it aggressively and
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would do all to make their goals. An effective leader varies his use of authority according to the -
group and the situation. The o.rganization values history and tradition. The organization is built
upon stories that lasts over time and that is believed and revered by people as important learning
of the past. In the organization time is not an important consideration, as it is perceived to be
relative to the tasks and is managed appropriately as long as basic human processes are followed.
This organization operates best in volatile and conflict prone environments Wherc survival is
driven by superior and competitive performance amongst rival organizations. Competitive
organizations chose to be so through their internal positioning and stated objectives and is
therefore a desired or planned outcome. Sometimes he merely announces his decision, at other
times he persuades, consults or leaves the decision to the group, all depending on the group and
situation. To a CEO leader perspective appears more clearly than a less effective on the strengths
.and weaknesses of indiv-idual members of his feam. An effective leader realizes people have
mixed feelings towards authority; i.e., they both like it and do not like it. To be a leader one must
decide whether he is going to be democratic or autocratic or whatever may be an appropriate
style. They are focused, target their rival and go after them. Managerial aspirations with respect
to personal goals decline as they seek institutional achievements as against individual glory..
Although leadership styles are quite pronounced. In general the organizations are more cohesive,
more aggressive and dynamic. More importantly it must be situational and then should stick to it.
Effective leaders do not smooth over or avoid conflicts between members of the group rather than‘
confront them. They think in terms of duties and activities rather than results and objectives. Th;ay

are effective and efficient and ate those who keep their desk neat and clean.

A charismatic leader puts a great value on humor and uses it to keep a sense of perspective when
the group is struggling with a problem. Besides the authority of his position, an effective leader
tries to develop other forms of influence - his personality, competence, and character. An

effective leader is one who leads a group to its goals. A conflict-managing leader encourages
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honest disagreement in order to find better solutions. The structure of the organization is complex
ye‘t meaningfully designed to empower people to decide at the point of impact, cohesive
internally. A people centric leader treats each member of his group in the same way An effective
leader is one who usually gets his way in a group discussion. A team leader builds on strengths of
his group, doing the things they do well and omitting those they cannot An effective leader is not
lost in the jungle of duties and loses track of objectives. Transformational leader considers his
men, their quality and development, to be his most important resources - far more important than
materials or money. A learning driven leader is sensitive both to group and individual needs as
well as the demands of the situation and to all of them leadership should be shared in a group,
moving from one memﬁer to another, according to the competencé required in the situation.
Organizations do not become competitive unless they have by choice determined to do so.
Competitive organizations nurture cultures that are target and goal conscious, decisive, clear
understanding of their strengths, deep appreciation of factors that will enable them to peak
performance and are aware of their resources and time lines including obligations to stake
holders. The organization is driven by orientation to people, their actions, beliefs in the value of
human good and concerns. Driven by organiiaﬁonal energy to learn, self develop, perpetuate
mdividualization as they grow to compete. People increasingly come to be viewed as “human

resources” and are treated as a cost rather than a capital investment.

i’eople here are careful and concerned with following established ‘rules and procedures with
clarity and discipline. The main concern of people here is to help one another develop greater
skills and thereby advance in the Organization. Achieving or surpassing speciﬁc goals seems to
be the main concern of peoples here. Consolidating one’s own personal position and influence
does not seem to‘be an important consideration. The dominant concern here is to maintain
friendly relations with others. They spend adequate time and resources to develop people’s

competence and expertise. In this organisation most informal groups are formed around experts.
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The atmosphere here is very friendly and people spend enough time in informal and social

relations. In this organisation strong cliques are not evident who are expected to protect their

own interests. Businesslike relationships prevail at the professional level and friendly-comforting

relationships at another level prevails here. People are warm, but get together primarily to ensure

excellence in performance. People here have strong associations mostly with their supervisors

and look to them for suggestions and guidance. People here have a high concern for one another

and tend to help one another spontaneously when such help is needed.

Figure 45 Culture Change Management Post Merger

Pfizer Culture Change Management Post Merger

PFIZER

Merger process directed and influenced by Pfizer Inc culture
Perception ofa low remunerative organisation vis-a-vis
counterparts

Parity and equity issues compared to peers in merged entity
Focused around 8 core values of Pfizer Inc

Buy-in achieved for people in key positions that have been
identified as leaders in the merged entity

IMPLICATIONS

Attitude of PDIL leadership can delay the merger process
“What’s in it for me?” attitude of people who are a part of
the alignment process

Inequity in compensation, grades and roles

Implications on job security due to rationalisation
Motivating employees of new Pfizer to achieve new targets

PARKE DAVIS

Perception of being acquired rather merged

Fear of potential loss ofjob security

Intransigent attitude of influences within the PDIL
leadership

Low buy-in at senior levels within the organisation to the
merger integration process; feeling of being left out
Perception ofa ‘better performing’ company being taken
over

Fear that equalisation oftitles, grades etc. may actually
result in a shrunk role and adverse impact on
compensation

FROM THE MER6ER PERSPECTIVE WHAT DOES THIS
TRANSLATE TO?

* Opportunity to develop a culture that facilitates the merger
process and is aligned to Pfizer strategy
* Opportunity to do a comprehensive culture audit of the two
organisations to determine key issues
 Sensitising all operational integration initiatives to
differences in culture
2A Strictly Confrderuial
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Idedlog’y of top ménagement tends to become organic in high performance environments, more
market oriented, technocratic, and participative and team driven. There is relationship between
the leadership style of the CEO/leader and the culture of the organization. Organisations that have
well defined Culture through its Core Values and which find an expression in the day to day
functioning of the organization have an edge over others. It is important that the CEO is seen as
the face of the organization embodying the culture in his leadership. If the connectivity is
shallow Culture is not worth talking about. The CEO/Leader has no role to play in the culture of
the company. The CEO is the architect and has to be the proponent of the culture. Culture is
based on a defined set of values, which should be both soft and hard. In other words, if the values
are detached from business sustainability is unlikely. The CEO must talk the walk and walk the
talk.‘ The enrollment of the entire leadership team is the next logical thing to happen for the
culture to get entrenched in the organization. Cultures exist on a mutually exclusive basis in all
the companies. I.e. No Company will have one identifiable culture. Culture is not something that
you can typeset or ﬁaﬁsplant from Company to Company. This‘ must be evolved through
discussions with employees and have a strategic connectivity to the future. Culture just for
culture’s sake is useless. It must be seen as having a place in the strategic positioning of the
organization in a changing business environment. The CEO/leader does directly influence the
existence of any one/all of the cultures in the company. CEO along with his leadership team must
make the guiding coalition. For e.g. If there is an Open Door Policy system and if employees
access ‘through- this forum, then there should not be a victimizing attitude towards those who
'conimﬁﬁicate. There is a relationship between culture and different funcﬁons :
: (Marketing/Préduction/ Finance/ APersonnel/ Research/ IT etc) of the company. All functions must
be geared to one common culture e.g. Customer Focus, Innovativeness, Respect for people,
Integrity, Learning Orientation. Therefore, no matter what function you handle, while the

“What” will differ “How” you achieve cannot be different. (Reference: Harry Walder).

430



Cultural Change Factors Influenced by Leadership

BENEFITS

« Structurefocused mgjobal and local
buanessand martetstrategy

* Robustcrgprisaticndea&i

« Increased productivity levels cfthe

Lo . . wridoce
OiwuiLsation design ) o .
« Streantined activitiesnidin apatiedar
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02001 ArthrAnfasen Allngltsreserved 26 ShidlyCbnBcfalial

Figure 46: Cultural Change Factors Influenced by Leadership

Pharma Member’s Perception

I reinforce and support positive behavior and performance in my subordinates. | actively
encourage my subordinates to make the most of their potential. | am willing to take reasonable
risks in the management of my work units. | take responsibility in ensuring that the employees |
manage make their best contribution. | demonstrate by example, personal standards of
competence and productivity. | am generally objective, friendly and professional in dealing with
my colleagues | take responsibility to seek change in organizational norms, values and standards
when these are not relevant and need updating. | provide feedback, at regular intervals, to my

superiors on my work. | communicate well with my subordinates, superiors and peers.
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Case Study Number 8: Schoolnet India /I L F S India Corporation

Business: Wholly Owned Subsidiary of I L F S - Social Infrastructure — Education and

Health

. Leadership: The Scientist

Culture: Executive — Engineering Cultures

Organization and Management Model: The Intellectual Orgénization

M

@
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@

Background: Schoolnet India Limited is a wholly owned subsidiary of Infrastructure
Leasing and Financial Services Limited (IL&FS). Schoolnet’s mission is-to enhaﬁce the
quality and delivery of education across the learner spectrum and learning segments

IL&FS: IL&FS are a unique Financial Institution mandated with the commercialization

of infrastructure projects and provision of a wide range of financial services. IL&FS

commenced operations in 1988

Shareholders: IL&FS were born in the public sector and have evolved as a public sector '
controlled Institution. The shareholders of IL&FS are leading Indian and international

Institutions including, inter alia :

(a) Housing Development Finance Corporation (HDFC)

(b)) Central Bank of India (Central)

(c) Unit Trust of India (UTT)

(dy  International Finance Corporation (IFC), Washington

Partnership with Govemnment: IL&FS-has been working with the Government and the

‘private sector in developing frameworks for the commercialization of infrastructure
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projects, across sectors including Roads, Bridges, Water Supply Projects, Transportation
Systems, Power and Telecom. The initial projects in each of these sectors provide

replicable models for initiatives of this genre. IL&FS seeks to build and enhance such

- public-private partnership models and frameworks in the delivery of its mandates

Social Infrastructure: The shareholders of IL&FS would like to catalyze Social
Infrastructure initiatives with a specific emphasis on Health and Education. The focus is
on providing greater outreach as well as improved delivery of services including inter-

alia, in health and education. These projects also focus on models and frameworks that

‘enhance cross subsidy for the less empowered, who have limitations in terms of their

capacity to pay. Projects in the area of Social Infrastructure identified by IL&FS are

guided by a set of common characteristics as under :

(a) To enhance, upgrade and optimize existing infrastructure
(b) To induct technology to enhance the outreach of services
(c) To enhance private sector participation by re-directing resource flows

(d) To develop them on a self-sustaining basis to ensure viability

(6) Impact on Learning Process: These changes in turn affect the learning process: what

is taught, how students gain access to it, and what human achievements result. It thus

clearly has enormous potential for advancing both intellectual excellence and equity in

the leéi*ning process. In fact, research in learning patterns and cognitive skills show that
learning abilities improve significantly when learning is multi-sensorial. Information

Age: The new emerging technologies, particularly the Internet, multimedia and digital

“networks, can make a profound impact on education. These  technologies alter the
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methods and economics govemning how teachers and students produce, disseminate and

use knowledge

® Role of Technology: Technology, therefore, can play a significant role in enhancing the
‘delivery of education. Technology is unfolding new possibilities in the classroom as

"~ under :

(a) It facilitates virtually unlimited access to relevant content through on-line
lmowledge-resources

(b) It provides new ways of learning and opportunities for partic&pating in the creation
of lqlowiedge

(c). It enables the introducﬁon of alternate instructional methodologies such as remote

teaching, distance education and self-learning

)] FramQWork for Technology Enabled Léaming: Pursuant to this, Schoolnet has developed
a framework for technology enabled learning, called Networked Learning™ Networked -

Learning™ is an optimised integration of Technology, Content and Training

(10)  Objectives of thworked Learning™ : Under this framework, Schoolnet is formulating a

- number of learning programs to achieve the following objectives, including inter alia :

(a) To expand the reach of education

(b) To eﬁhance the learning process

(© To aét as an agent of social ;:hange'

(d) To catalyze continuing education through non-formal and vocational courses

(e) To promote assimilation with the global community of teachers and learners -
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Business: As outlined earlier, Schoolnet’s strategy is to build an e-business in education.

The business is based on the following distinct components:

(a) The K-10 Program

(b) The Nalanda Program

() Corporate, Adult and Vocational Ti‘aining
(d) Technology and e-solutions Services

(e) E-business Services

The K-10 Program: The K-10 Program (Kindergarten — Class 10) seeks to enhance
Networked Learning™ at the school level. The focus is to deliver interactive teaching

and learning solutions to schools across the socio-economic spectrum

The Nalanda Program: This Program is a facilitation program for children with learning
disabilities. The emphasis is to provide a framework and a support system to enable
students to effectively prepare for an altemate examination process through the National
Open School (NOS) system and, thus mainstream such students back into higher

education

-Corporate, Adult_and Vocational Training: Schoolnef has identified Corporate Training

" as an area of focus using virtual classrooms, interactive multimedia and web-based

courses. Schoolnet is establishing affiliations with premier Management Institutions and

Consultancy firms and is building specific training modules for corporate customers as

well as programs aimed at distinct niche markets. Schoolhct‘will also seek to build

continuing education and skill development programs for Adult and Vocational markets
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(6)
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A few Vocational Training Institutes have réquested for Schoolnet support in establishing
and re-vitalizing their programs. Initial discussions are in progress in this regard.
Schoolnet has identified within the financial sector, industries such as Insurance, Mutual

Funds etc. Focussing on emerging their training needs due to new markets or a change in

‘regulations through the entire HR Value Chain viz. selection of personnel, ideniifying

their training needs, and ensuring their placements with the job requirements.

Technology & e-solutions Group (TeSG): Schoolnet has constituted Technology & e-
solutions Group >(TeSG) to provide support services to IL&FS and group companies for
all its current installations. TeSG facilitates identification, evaluation and
implementation of new technologies to develop a competitive business advantage. TéSG
develops new applications in partnership with third party service providers including
solutions for e-business frameworks. TeSG has established base capability (in desngn and
development of web-bésed business solutions and is in the process of diversifying its

customer base

E-business: Schoolnet’s K-10 Program provides a platform to develop online access to
students and parents through delivery of educational Content. The product range will be

extended by integration with Adult and Vocational Training Programs to address other

- learning needs that develop with evolution of the customer relationship. Schoolnet is

establishing a Central Hub in collaboration with IBM with necessary infrastructure to

support the above services

Philosof)hy': The approach of Schoolnet is to supplement and enhance the value of

existing educational systems by accessing best practices in learning/training by

_developing collaborative frameworks with best of breed partners.
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Background: Learnet India Ltd. is a subsidiary of Schoolnet India limited to develop innovative

& cost-effective interactive multimedia solutions in the field of leaming and training. Learnet’s

main operational base is at Mumbai. The company has a development centre at Bangalore

) Mission: Leamet’s mission is to deliver content online and offline with the help of
innovative multimédia and software solutions. Learnet’s forte is in digital communications that
forms the essence of our existence and growth. The company creates both generic and custom-
based, cost-effective interactive multimedia and software solutions for applications in the field of
e&ucation, learning and training facilitate scalability. The design of these applications facilitates
scalability and portability across technologies and delivery platforms, which could range from the |

CD-ROM, DVD-ROM and the WEB
3) Services: Besides interactive multimedia solutions, Learnet also undertakes:

. Créaﬁon of multimedia databases and content

e Design and programming interactive interfaces and systems implementation

e Turnkey software solutions both for content and ‘technologies to deliver content

e Application software development both for online and offline delivery in the field of learning
& training

. " Training & Consultancy for content creation and software technologies for content deiii'efy v

e _Digitizing‘& archiving assets i.e. video and audio clips, hand-art, photographs, images, etc

4 Alliances: Leamet provides offshore development -services for several leading

international companies including Mind Lever Inc._and Dorling Kindersley Multimedia, UK.
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Leamnet’s services include development, repurposing of content into local languages and
migration of legacy material to multimedia formats. Further, details of Learnet’s customers and

products are provided in subsequent sections of this chapter

(5) Team Composition: Learnet currently has over 250 full time professionals at Mumbai and

Bangalore. Learnet has the following functional teams.

Project Management Team

» Project Managers
* Project Leaders

e Team Leaders

Creative Team

s Instructional Designers

e Visual and Graphic Designers
e Production Artists

Content Team

e Subject experts

o Content writers

Software Engineering Team
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e Systems Analysté’
¢ Software Engineers

e Authors

Quality Assurance Personnel

Support Team

* Project Coordinators

¢ Accounts and Administration
The Analysis

This is a new Age Corporation. Driven by the need to promote and r;erpethate intellect as it
determines individual and organizational means and tasks and denies organizational members the
time, space and opportum'ty'to learn as things cvqlve.. Actiqn driven by merciless meritocracy
and rewards to processes and systems that goes beyond human dependence. Long Term.
sustainability only based on enhanced intellectual capital, innévation and newness of things done
within aﬁd without the organizatiqn. The goals/obj ectives of this organisation are cleaﬂ_y defined,
~ shared with e\}éryone and regularly reviewed. There is an oppbrtunity to participate in the process A
of setting goals/objectives. This organization promotes aﬂd perpetuates intellect as an end in itself
with limited time, space to learn as organizations evolve, best in class focus, content than process

delivery mechanisms with an organizational purpose beyond bottom line. Organizations will be
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built around individuals. And individual competencies and creativity is key to the business

success. The leadership is creative, peculiar and is adapted primarily for this culture.

The leadership views business as a scientific journey and are in no hurry for immediate bottom
line. Rather wait to build a robust value proposition and product portfolio. Time is of essence for
them and that means more time is of more essence. The individual will be the foundation of the
organization Intellectual nomads is preferable to extremely loyal but average performers. The
organisation has mechanisms for periodic evaluation of its achievement of goals/objectives. Top
management devotes adequate time to dynamic planning, and involves subordinates in the
process. Top management in this organisation supports high achievers. Preplanning is an
impoﬁ@t business consideration and decision making a critical management tool Top managers
ensure that adequate development and training are available to subordinates for assigned tasks.
There is a robust system for regular and meaningful evaluation of performance. The leader does
his own thing. Coéching, teaching, building other scientists, knowledge managers and enables‘
wprk processes that make work life intellectually stimulating for organizational members is their
priority. The leader pays attention to building knowledge and enables the organization to retain an

open and invigorating mind to unknown environments.

Performance, not personal considerations, is what counts in this organisation. Jobs are well
defined and people are aware of their roles, responsibilities and performance measures. The
organisation encourages and rewards high quality of work/service at .all levels. There are
sufficient opportunitieé to clarify changing i‘o}es and relationships. Superiors are fair and just with
subordinatés, using performance and competence as their evaluative criterion. Concern for
security expectation and needs requires that you dedicate yourself to your people’s physical well-
beings, environment, terms and‘conditions of employment, mapping career needs and aspirations,

working conditions, compensation, supervision, and benefits. Demand that your managers do the
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same. Providing a space for people to not have hygiene issues to cope with. Enable appropriate
and competitively be_hchmarked compensation. Caring to belonging expectations and needs
involves scrutinizing the social interaction, group dynamics, community feeling, participation in

decision-making, and sense of family your people experience.

Focus on delivery through advancement of learning, knowledge, skills but Jacks need for attitudes
and appropriate behavior to make things happen. Do you feel like a family member yourself?
Keep in touch with the environment, morale of people, what makes them tick etc? Create an
environment for recognition expectations and needs entails thoroughly evaluating how and when
your employees win formal and informal recognition via oral and competency mapping, skill
building, training for future jobs, employability, written praise, promotions, bonuses, awards,
honors, and other means. No two people are exactly alike and the kind of recognition craved by
one may not satisfy another. Providing the atmosphere for high quality-of-work expectations and
ﬁeeds requires you to 'deﬁne the sort people interesting and challenging. The number of
employees working part-time is likely to be larger than the full-time employees Adhocracy will
prevail over any other known forms of organizational structures -There are two distinct kinds of

organizational people

There are fundamental questions that the organization seeks to answer to itself and to its
members. But in all of this benevolence there is a crude reality that intellect determines all
actions. What ﬁakeé people feel inspired and excited? How do I demonstrate leadership‘ over
difficult situatipns, job needs and decision points? What calls forth their most creative effort?
Individual differences become even more crucial at this point. Hoe do I make all people feel that
they are growing and learning? Enabling individuals and organizations for self-actualization
expectations and needs helps you to look inside the hearts and minds of your people. Why do we

need to care? What do people seek from their life? How is it important for organizations to
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understand and appreciate it. How do we fit in an intellectually stimulated individual into an
organization? Do you comprehend their dreams? What do they really wish to become? Do they

feel that their dreams lie within their eventual grasp? Spend thoughtful time with each worker.

CEO Perspective to Client Relationships

For me client comes first. I join my client in searching various resources for information that is
useful for solving problems. I encourage my client to try out new ideas/ways (which seem to be
better) without even waiting to consolidate the previous ones. I accept and appreciate the help
provided by my client to analyze problems and work out solutions. I encourage the client to come
frequently to me for advice and help on problems that he may face. I frankly express my feelings
and reactions and encourage the client to be very frank with me too. I clearly prescribe to‘my
client the norms that I think are appropriate and which they should follow. I feel excited about
trying out new ways of approaching problems, and I take relationships as a challenge. I primarily
work on the specific tasks that the client should do, and do not give much importance to so-called
“feelings™. I believe that feelings get taken care of when task difficulties are solved. My dream is
to create a self-propelling organization that has internal renewal capability to prod organizational
performance, individual effectiveness and shareholder satisfaction. This would then make me an

institution.

Schoolnet Member’s Perception

In our organization, the communication .betwecn superiors and employees is adeqﬁate,
communication with the management is largely both upward and down wards. Adequate
communication is provided to employees about organizational direction and/ or changes. There is
adequate oral communication within work groups. There is adequate if not more written

communication in the organisation. Perhaps there is need to eliminate some amount of paper
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work. In an area of responsibility, communication is satisfactory between the manager and the
subordinates. Organizational communication between corporate office and the field personnel is
satisfactory. The present extent of organizational communication is satisfactory. Communication

is free, open and easy. Communication across business units/functions/locations is adequate.
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Case Study Number 9: Durable Corporation

Business: F M C G Consumer Durables, Home Appliances
Leadership: The People Strategist

Culture: Executive — Low Operator - Executive Cultures

Organization and Management Model: The Human Organization
Background:

World's leading manufacturer and marketer of major home appliances
Manufactures in 13 countries and markets in more than 170 countries

Market leaders in North and South America

Specialists in Homemaking -90 years of providing solutions to American homes

Indian Operations:

1996 Durable Brand enters India

o Now the #1 selling refrigerator brand in India

¢ 1999 - Over 10 Lakh appliances sold - largest Indian appliance Company

e Over 4000 dealers and 500 service centers in India alone

e  State-of-the-art, environment friendly technology and processes

e India's first CFC free Refrigerator factory at Ranjangaon, Pune

+  First Indian Home Appliance 'Company to receive ISO 14000 - the intemaﬁonal environment

ﬁ'iendly certification



They make the following appliances:

- Refrigerators, Washing machines, AC, Microwaves

550 Home Care Centers across India.

Call Centers in major cities working all 7 days a week - Just a call away.
24 hr Call Center in New Delhi; register your call any time.

Attractive "Home Care Plans" for post warranty appliance care.

Relocation assistance when you shift home.
The Analysis

Their orientation is to eﬁable history to be cherished and continued. The organization is built |
upon stories that lasts over time and that is believed and revered by people as important learning
of the past.. The leader is remembered for his/her gesture on a personal occasion of a member.
‘When working on solutions to problems, here leaders keep in mind the needs of organizational
members as well as Society at large. People here are usually disciplined and empowered and refer
problems to their superiors and look to them for solutions only when they are unable to resolve
them conclusively. These borgaﬁizations articulate their cultures throﬁgh people actions.
Supervisofs usually solve problems here; subordinates are not involved. When people here make
mistakes; they are not rejected. Instead, their friends show them much understanding and warmth.
Here thé philosophy. is that the supervisor and the éubordinate can make no niistake. Usually
people here are able to acknowledge and analyze their mistakes because they can expect to
receive Help and support from others. Significant stories revolve around people actions and-
concerns demonstrated through: medical, health, education and social support. When the
subordinate makes a mistake here, the supervisor treats it as a learning experience that can

prevent Failure and improve performance in the future. Subordinates here expect guidance from
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their supervisors in correcting or preventing mistakes. The CEO enables the organization to
change, manage people strétggies and influence existence of specific cultures. The leader
emphasizes culture as an important aspect of organizational building and believes in influencing
people to shape cultures. Employees enjoy a lot of freedom to do their work, to plan and set their

work pace, style and methods. And this organization values history and tradition.

Generally employees are warm, friendly and forthcoming. Employees are proud and happy to be
acknowledged as a member of this organization. This organization places a lot of faith and relies
on the individual sense of responsibility. People are well aware of the organizations goals,
objectives and the strategic direction / mission of the business. The company standards of
performance, productivity and growth are higher than those of similar organizations. Long Term
orientation to delivering value through people development individualized tasks, creating an
environment that is self-exhilarating. The organization rewards what should be rewarded.
Problems are not smoothened out, avoided but faced. Peoples are permitted to do their own thing
to a remarkable degree. People here come to your help when needed without hesitation.
Employees feel proud of this ground of men and women. People are expected to use their

discretion in their work here.

Jobé are well defined and pcoplé are awaré of their roles. These is effort to find better ways of
doing things Perfonnanc¢, not personal considerations, is what counts in this organization. They
Eave a work and off work identity that they cherish. Action through policies, rewards, interactive
processes, job design making people an important consideration in organizational issues. Conﬂict
is seen as natural, inevitable, and productive. Communications are free, opeﬁ, casy. rPeople
interact easily and informally and in a family like atmosphere. Employees feel like a young
person and would be fortunate to get and continue with this job. There is a lot of trust, mutuality

and faith in this Organization. Things are well systematized and work goes on efficiently. The
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quality of work at all levels is high. Promotions reflect the stated promotional policy. Dissident

views are listened to.
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Case Study Number 10: B N F Paribas Banking Corporation

Business: Financial Services
Leadership: The Technocrat
Culture: Executive - Operator Culture

Organization and Management Model: The Mechanistic Organization

Figure 47 Environment Analysis - Open State System

BNP Paribas ('BNP') - Indian Branches ('the Bank’) is a branch of BNP Paribas-Paris, a French
bank having its headquarters at Paris. The Bank has eight branches in India viz Mumbai, New
Delhi, Calcutta, Pune, Bangalore, Ahmedabad, Chennai and Hyderabad. The Bank has a

presence in India for over 140 years.
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BNP is a multinational bank with branches in approximately 80 countries. BNP is a hsted
company on the Paris stock exchange with a AA rating. The Bank is a branch of BNP and has
commenced operations in India since approximately 140 years. The Bank has capital of INR 10
million, held by BNP, Paris and is approximately 0.04% of its total assets (March 2001). Its
reserves and surplus total INR 2,125 million (March 2001) aggregating approx. 8 percent of

its total assets.

Relations with management

The management of the Bank is not its owners and reports directly to the management of BNP.
All strategic decisions and operational budgets are approved by BNP management. The Bank
reports to BNP on a monthly basis. These reports include budget to actual variance analysis and
profitability analysis. The Bank has performed well in the recent past and has had a stcady
growth. There ar¢ no imminent possibilities of any changes in ownership of the Bank. BNP and
Paribas group have merged worldwide and emerged as a new entity called BNP Paribas. The
merger has also been effected locally. Paribas had a small presence in India. It had only one
office in New Delhi and has approx. 10-12 employees and limited operations. Hence the merger
has not much affected the Indian operations of the Bank. The Bank relies heavily on the inter-
bank markets for funds. Call rate ranges from approximately 6 per cent to 10 per cent for most
periods and hence provide the Bank with cheap funds. At March 31, 2001 approximately 20 per
cent of its total assets were funded from call borrowings. Deposits constitute a cheap source of
funds to the Bank and fund approx. 60 percent of the total assets as at March, 2001 . The strategy
of the Bank in terms of its depositors is two-fold: Through its private banking marketing system,
target cash-nch wealthy individuals. These cash-rich individuals are the customers of many
foreign banks in India and place deposits with banks who offer the best rates. The Bank

encourages deposits by altering the deposit rates offered on a timely basis. The Bank also
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influences the currency in which it prefers its deposits by offering better rates to individuals for
currencies in which it wishes to encourage deposits. Through its corporate banking channels,
affract short fo long term deposits from corporate, trusts/funds and financial institutions. With
deregulation by RBI of interest rates for deposits exceeding 15 days, the Bank has become
flexible in its pricing for deposits. Deposit rates are now negotiated and the Bank has a good
clientele through this streamn. The Bank has a capital of INR 10 million, held by BNP, Paris. As
stated earlier in the environment section, the RBI, on the recommendations of the Narasimham
Committee report, has increased the capital to risk ratio (CAR') for banks from the current 8 per
cent to 9 per cent with effect from March 31, 2000. As at March 31, 1999, the CAR of BNP
stood at 9.09 per cent. Further, the RBI has also increased the risk weights attached to foreign
currency open positions (effective March 31, 1999) as well as government/approved securities
{effective March 31, 2000). The Bank has raised a sum of USD 6,000,000 for 10 years through a
sub-ordinate debt issue privately placed with BNP, Paris @ 6.955% per annum with effect from

March 24, 2000.

Human resources

The Bank has approximately 400 employees and it spend approximately 30% as salary for
employees during 2000-01, which is its largest operating expense, comprising approximately 50
per cent of operating expenses. The employee turnover of the Bank is low since the Bank
provides career security as well as performance linked compensation. The Bank has a formal
procedure for recruiting personnel. Each department head is responsible for recruitment/filling
up vacancies in their department. For every identified vacancy, first the Bank's existing
employees arc provided the opportunity of the vacant post. If the post cannot be filled from
existing internal resources, the Bank considers recruiting from external resources with the aid of

employment agencies, advertisements in newspapers, etc. All recruitment, whether from internal
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or external sources is performed only on the basis of formal interviews. The Bank ha§aﬁamng- ; o
manager who ascertains the training requirements of the various departments in consd:ltat;on \M&}\ . s
N .
the heads of the respective departments. Based on the above, a training calendar fsprepared ’
which includes intemal as well as external training program. The performance of empléyées s
appraised annually. Goals and targets are set at cach appraisal and achievement of the same
reviewed at the next appraisal. The targets are quantitative as well as qualitative. All objectives
set are assigned a weight (priority), on which basis the annual appraisal i1s conducted. The HR
department obtains feedback from the employees by organizing informal meetings of
groups/individuals. It is ensurcd that each employee is aware of his performance/expectations
and his concerns and management knows problems. The Bank's compensation package above

average levels in the industry. The package comprises a fixed and variable component. The

variable component is linked to the performance of the employee.
Key players

The primary competitors of the Bank are the branches of other foreign banks in India and the
emerging private banks. Since the strategy and objectives of these banks are largely similar as
also their asset and lability profile, these banks compete intensely to gain the best quality assets
and obtain the cheapest and relatively permanent funds. The Bank's competitors are tech-savvy,
lean organisations riding on waves of product innovation. American Express, Standard Chartered
Grindlays, Citibank, Hongkong Bank, Bank of America, Deutsche Bank, BNP Paribas and ABN
Amro are some of the large foreign banks operating in India. These banks have generally
confined their operations to urban and largely metropolitan areas. With better access to superior
technology many of these banks are now looking at expansion and diversification with hopes that
the operating environment and major restrictions will be relaxed, keeping with the liberalisation

wave and GATT norms. These banks are now facing stiff competition from some of the new
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private sector banks who also have access to superior technology and low operational costs. The
target customers of foreign banks are common. On the private banking side, the Bank focuses on
cash rich wealthy individuals (preferably NRIs) to place long term deposits. Also, the bank has
launched new products in the private banking sector and it mainly targets high net worth
individuals. Further, on the commercial banking side, the marketing team tracks corporate, trusts,
foreign companies, financial institutions, etc for short to long term deposits. With RBI de-
regulating interest rates for term deposits over 15 days, interest rates for deposits are negotiable
and the Bank is even w:lhng to pay rates higher than market rates as long as it has a reasonable
spread. These banks also look for foreign companics who are required to maintain QA-22
accounts (interest free current account) in India. These deposits are marketed by offering the
companies certain other free services (spread free forex, etc). The Bank competes with all
commercial banks to obtain the best quality credit in its books. However, the Bank is extremely
careful regarding assets, as they create credit risk. The nature and size of customers in a bank's
books remain fairly the same throughout a period and are not as flexible as deposits. The
volumes of a bank increase or decrease based on the credit off-take of the same customers and
rarely due to addition of new customers. Further, the Bank also competes in the fee based services
arena (LCs, guarantees, forex services). Fee based services provided by the Bank are an
extension of fund based activities and the Bank enjoys similar market share. With the RBI
tightening the norms for maintaining capital adequacy coupled with narrowing spreads on funded
lines of businesses, the Bank has also made a foray into service based products such as cash
management, requiring no risk capital investments. Many foreign banks and few private sector
banks have also entered this arena considering their limited availability of risk capital. Their
objective is to create new niches and raise fee based activities which have low or no risk capital
requirements due to proposed hike in capital adequacy ratio (9 per cent by March 2000 and 10 per
cent thereafier) and narrowing spreads in fund based lines of businesses. Over the last 3-4 years,

with the expectation of de-regularized environment, several private banks have been set up (ICICI
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Bank, HDFC Bank, Global Trust Bank, Indusind Baok, IDBI Bank, etc). These banks have
witnessed significant growth over the last three years providing value and service comparable to
foreign banks and hence threaten to capture market share at the cost of nationalized banks and
foreign banks in the future. The major advantage, which the private sector banks have over the
foreign banks, is their low operational and overhead costs. The margins on the traditional
business of banks are shrinking constantly, as a result of which banks have to change the range of
products and improve the quality of the products they offer to remain competitive. The strategy
of the Bank going forward, is to provide more fee-based services as against fund-based business
that used to be their primary focus earlier. BNP worldwide has expertise in the field of bond
stripping, options, futures, co-branded credit cards etc, which can be leveraged by the Bank as
and when the RBI permits these products in the Indian market. BNP also has expertise in the
Euro and has developed software to cater to this requirement, something that is not done by any
of its competition and has sp;ant approximately USD 600m. The Bank bhas made a few
presentations in India regarding the Euro where it received a good response. It has also set up a
help desk in Treasury for any questions from its customers. The Bank also intends increasing its
trade and commodity finance activities. The Bank has commenced its retail banking activities.
However, this activity has not taken off in full swing and is in its initial stages. The COUNTRY'S
largest bank-sponsored mutual fund, SBIMF, is secking a 50 per cent partner for its asset
management operation, SBI Funds Management. It is understood that negotiations for offloading
a 50 per cent stake in the Rs 50-crore paid up equity capital of SBI Funds Management, has been
held by with BNP Paribas, the French banking group. SBI currently holds the entire paid-up
equity capital of the MF arm. A senior team of BNP Paribas officials from the bank’s Paris head
office is understood to have had meetings with senior bank and AMC officials in this regard. The
bank is already SBI's partner in its life insurance foray by way of the tie-up between its
subsidiary Cardiff SA-France and SBI for the latter’s life insurance foray. Cardiff is expected to

hold 26 per cent in the Rs 250-crore initial paid up equity capital of SBI Life Insurance Company.
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If the negotiations succeed, BNP Paribas Asset Management may partner SBI in its MF venture
which manages Rs 3,000 crore in domestic assets over a total of 20 schemes. The MF also
manages one off-shore fund, the India Magnum Fund, in association with Morgan Stanley which
accounts for Rs 600 crore in assets. BNP Paribas Asset Management, which operates under the
Parvest brand, has a total of Euro 15 billion in assets under management spread over 76 funds in
20 countries. Of this, 5.90 per cent of its assets are in Asia with the firm operating out of Japan
and Singapore. The JV with SBIMF, if it comes through, would help the MF arm advise the
insurance venture on asset management and help it earn additional fee income from proving such
services. It would also help the two concerns come out with a unit linked insurance product and
exploit other synergies between the two, fecl industry experts. Customers of the Bank mainly
include corporate and individuals to whom the Bank provides fund and fee based §ervices. The
primary focus of the Bank for all these years has been large corporate 1.e. corporate bankmg The
Bank has commenced private banking activities wherein it provides fund and fee based services
to high net worth individuals. Further, the Bank also provides correspondent banking services to
other banks. Each of the above customers are reviewed using the risk parameters set by the Bank
to identify good customers. In making its selection of customers, the Bank looks not only for
good quality customers but also volumes or ability to reach a good volume in the future. The
Bank is expanding its operations and has launched two new products, "BNP Prosper Wealth" and
"BNP Prosper Value" in the Private banking sector. The Bank has also commenced its retail
banking division towards the latter part of 2000-01. The retail banking division is in ifs initial
stages. The management approves a list of prospective customers for the Bank. This list of
prospective customers is categorized under the different branches of the Bank, which would be
responsible for establishing relationships with these customers. Within each branch, the branch
manager allocates the prospective customers to each relationship manager. This list is updated
every quarter to include/exclude names that fit the set parameters. The Bank has a presence in

India for over 138 years. The strategy and objective of the commercial banking divisions in India
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is to attract high quality assets by providing high quality services. The Bank is in constant touch
with its customers through its relationship managers (RM'). By maintaining a continuous
relationship with its customers, the RM understands the needs and requirements of the customers;
The RM provides the customers with existing products that "best fit" his requirements. Over the
years, the Bank has accumulated approximately 300 of such customer relationships where it
provides comprehensive banking services. As stated in the section of Business Processes, the
Bank has established a Product Development department which analyses the existing products
and services of the Bank and its competitors, customer requirements and develops new
products/services or improvises on existing products/services to meet changing customer needs.
Since a large proportion of the Banks customers comprise of good corporate’s, with rise on
competition, to retain its customer base, the Bank has been compelled to offer sub PLR products
to its customers, resulting in a decline in its margins. The net profit of the Bank in 1996-97 1997-
98,1998—§§,1999~00 and 2000-01were Rs 237 million, Rs 181 million, Rs 225 @I]ion, Rs 215
million and Rs 134 million respectively. This translated into retarn on tofa] assets of 1.39%,
1.83%, 0.98%, 1.06%, 0.95% and 0.50 percent respectively. The decline in,ZOOi)—-Olwas mainly
on account of loan loss provisioning on account of non performing assets, loss on revaluation of
securities, reducing margin and expenses incurred on setting up of retail banking activities. The
total assets of the Bank in 1996-97, 1997-98, 1998-99 and 1999-00 were Rs 9.97 billion, Rs12.98
billion, Rs 18.53 billion, 26 billion Rs 23 billion and Rs 27 billion respectively. The Bank
focuses on providing personalized services to all its customers. It follows a 'relationship banking'
philosophy. On account of limited availability of resources, to enable it to pursue the above
philosophy, over the years it has restricted its operations to only corporate and high net worth
individuals through its private banking service. Before making a foray mto retail banking, the
bank is currently in the process of setting up the requisite infrastructure to continue to pursue the

above philosophy in retail banking as well.
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Employees

e Low employee tarnover due to the following:
e Competitive remuneration packages

e Career stability and good growth prospects
* Conducive work environment

e Commitment to employee development and training.
Management

The Bank views 1tself as an Indian bank aiming at servicing the best corporate and high net worth
individuals in India. It is however, also concentrating on setting up retail banking network cater
to retail clients. The Bank has a matrix form of management structure, ie across business lines
and branches. The CEO and Country Manager - Jonathan Lyon, head the Bank. He is supported
by two Deputy Chief Executives - T Ramenason and Philippe Arroyo and a Chief Inspector and
Chief General Manager Risk - Madhusudan Rao. (Refer Attachment 2 for organisation chart and

the business processes section for the lines of business and functions.)

Leadership abilities

The Bank's management consists of professional and experienced personnel. Top management
mainly comprises representatives from HO, which have worldwide experience in the banking

industry. For eg, the CEO of the Bank, Mr Jonathan Lyon, was in charge of the Private Banking

division at BNP, Paris, before assuming his current responsibilities.
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Strategy

The Bank's goal is to increase profitability. It follows a cautious and gradual growth strategy.
The risk factor is accorded a high level of significance while chalking out its growth and
expansion strategy. The Bank is primarily a commercial bank. However, it has major plans to
enter into retail banking and is currently in the process of setting up its infrastructure for this
purpose. The Bank also intends to provide advisory services since it does not involve any capital
and generates money for the Bank in the form of fee-based income and free floats. Their strategy
is to provide good quality services to its customers while maintaining a low profile. The Bank's
expansion plans are also affected by the Reserve Bank's "go-slow" policy with regard to
allocating licenses to foreign bank's for opening new branches. (Apparently, the RBI allots
license for opening only one branch per year by foreign banks). BNP plans to open a new branch
in Bombay (Bandra). Last year it has opened a new branch in Hyderabad. The Bank has
appointed relationship managers for each of its present and prospective customers and suppliers
who liase with the concerned partics and obtain information on the needs of these parties in order
1o modify their products and services to meet general requirements of customers. The Bank is
given full authority to rum its business in India by BNP Paris so long as its bottom line reflects the
results. However, BNP Paris has set few limits and restrictions on the operations of its branches
and approvals from Paris have to be obtained by the Bank for large credit disbursements and
other transactions involving high risk. The Bank has formed an Asset Liability Committee
(ALCO") which manages the assets and liabilities of the Bank. The ALCO normally meets once
a month to review the Bank's performance and any issnes. However, at times it meets more
frequently, as and when need arises, depending on significant events affecting its internal and

external environment. The members of the ALCO include:

CEO
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Deputy CEO-Operations

Chief Inspector and Chief General Manager - Risk
Chief Geperal Manager - Treasury

Financial Controller and

Heads of Corporate Banking and Private Banking, on request

Further, the Bank also has a management committee ('G-5") that meets every morning to analyse
and manage ﬁe assets and Liabilities of the Bank (limits are reviewed, corrective action taken
whenever required, planning for the day, etc). The first four members of the AL.CO and the Chief
dealer constitute the G-5. The primary goal of the ALCO and the G-5 1s to ensure a proper match
between the changing maturity profile of the asscts and liabilitics of the Bank. One of the FEs
generated by the Bank is a maturity balance shect. In addition the Bank also has a cash flow
package which is used by the G-5 in the daily meetings to ascertain the action plan for the day, ie
call borrowings, etc. The Bank has commenced its private banking division in December 1997. It
plans to commence/increase business in cash management, money market mutual funds,
commodity/project/export finance, co-branded credit cards (with SCB) as well as intemational

cards (once SCB receives approval from the RBI).
Private banking

This division concentrates on servicing high net worth individuals, i¢ individuals having liquid
assets (liquid assets = deposits, listed instruments) of USD 100,000. BNP (worldwide) has a
name in private banking internationally. In fact Mr Lyon (CEO of the Bank) has the expertise in
this field. The Bank has reccived its license for conducting non-discretionary portfolio
management services from the RBI and SEBI in April 1998 and July 1998 respectively. This

division is focusing on providing investment advisory services to its clients instead of plain
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vanilla products of the Bank. The Bank does not adopt an aggressive approach in this area, but
keep feeding its clients with information regarding the Indian markets, etc based on the reports
received from its panel of brokers. It understands the needs of the customer and accordingly
provides him with the best product to meet his requirements. The head of private banking and an
mvestment analyst, at which time important clients are visited, makes frequent visits (once in 3
months) to the Bank’s branches. The Bank provides broking facilities to its high net worth
customers throngh its broking arm BNP Paribas Equities India Private Limited. The Bank
prepares a detailed line of business wise ('LOB') business plan with active participation of the line
managers, which is sent to BNP Paris. This is supplemented with an annual budget. The line
managers then set the annual performance targets for their teams based on the annual budget. The
Bank's accounting and business software generates cash flows on a daily basis. These cash flows

reflect the maturity of its sources and application of funds and calculates the gaps.

Motivating employees

The management tcam ensures employees are adequately motivated to perform quality work.
Further, management has set formal upward and downward communication channels. Creative
ideas of employees are well accepted and encouraged. Employees are provided performance-

linked rewards (in the form of annual bonuses).

Business Processes

The Bank is currently primarily engaged in "wholesale banking business” and a majority of its
customers are corporate and large partnership concerns. Over the last couple of years, the Bank

has also commenced private banking activities, exclusively targeted towards the premium
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segment of the market. The Private Banking arm has launched two new products, 'BNP Prosper
Wealth' and 'BNP Prosper Value' to address the wealth management needs of high net worth
individuals. Further, this arm has also commenced the rendering of depository and custodial
services to such individuals. The Retail Banking division of the Bank has tied up with Visa
International ('Visa') and Master International (‘Master'), inter-bank credit card settlement
agencies, for 'Merchant Acquining (Point of Sale)', a new product. By installing swipe card
machines at certain reputed shops/establishments, the Indian Branches facilitate credit card
transactions between the shop/establishment and Visa/Master for a fee. POS machines have been
installed at merchant establishments. In this connection, the Bank has already incurred a loss of
approximately Rs 1-2.5 million. In addition to the above, the Bank has also obtained the
necessary approvals and licenses from the Reserve Bank of India (‘the RBI'), India's central bank,
for installing Automated Teller Machines 'ATMs' at various locations in India. These ATMs
have commenced operations in the latter part of 2000-01. The Bank has acquired additional
premises on lease at Mumbai and New Delhi during the current year with a view to expand its
operations in India. Also, there has been an increase in the number of employees form
approximately 335 employees as at December, 1999 to 406 employees as at December, 2000. This
change is primarily attributable to the setting up of the Retail Banking division. The Bank has

introduced a new deposit product, a Mumbai Interbank Offered Rate (MIBOR') linked deposit.

The Bank has the following main Lines of business (‘'LOB'):

Corporate Banking
Private Banking
Treasury

Project Finance

Trade Finance
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Cash Management

The performance of the Bank is monitored and controlled LOB-wise. The following are the:

support services to assist these LOBs:

Human Resources Development
Operations

Administration

Risk, Inspection and Legal

Information Technology and Organisation
Financial Control

Credit

Product Development and Market research.

The Product development department of the Bank is responsible for developing new products and
changing existing products according to the changing needs of its customers. This department
utilizes technology to improve the quality of services offered as well as offer new products and
services. The Bank now has a monthly dashboard, which is a document that provides a list of
risks and controls and the Bank's level of control. In addition to the above the Bank also has a
detailed Accounting Risk document, The edge that BNP has over its competitors is the quality of
service it offers. For eg Indian Oil Corporaﬁon, which earlier opened LCs (for trades with Iraq)
with SBI, has transferred this business to the Bank because of the quality of service the Bank

provides.
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The Analysis

The main function of Performing Organization should be to, define the goals of the organisation
in terms that all members of the organization. The banking organizational units are the traditional
pyramidal pattern of organizing with functional structures, high degree of specialization,
substantive size and governmental orientation. These organizations work with an automated,
machine like efficiency. Authority, influence and information are arranged by levels, each higher
level bave successively more authority, more mformation and substantive voice in enabling
change. Staff can understand; combine the process of defining corporate goals with that of
setting, related meaningful foals for managers at every level. They can extend the scope of a
budgetary control scheme by sctting targets for activities which are not usnally evaluated; change
the beliefs, attitudes, values and structure of an organisation so that its members can adopt to the
challenge of succeeding in new technologies and markets. In choosing goals, objectives for an
oréanisation, they should be, directly concerned with success or failure of the business;
distinguishable from other objectives at least for administrative, purposes; measurable or
assessable, neither too few nor too many in number; The most practical way to express objectives
is: in financial terms; in terms of the results to be achieved; in terms that everyone in the
organisation can understand; in terms of the resources needed to carry them out. Objectives
should be the same for all people in the organisation; it is not necessary is set objectives for every
department in an organisation. Consequently departmental objectives should derive from
corporate objectives and be expressed in terms relevant to that department's activities' objectives
should originals with the department responsible for carrying them out. When setting a standard
of performance the standard should be: much the same as the present level of performance; left to

the job-holder to establish;
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Considerably higher than the present level to provide a challenge to the job-holder; above the

present level but not excessively so..

BNP Paribas Banking Corporation - Effective Leader Perspective

An effective leader varies his use of authority according to the group and the situation.
Sometimes he merely announces his decision, at other times he persuades, consuits or leaves the
decision to the group, all depending on the group and situation. An effective leader sees more
clearly than a less effective on the strengths and weaknesses of individual members of his team.
An effective leader realizes people have mixed feclings towards authority; i.e., they both like it
and do not like it. To be an effective leader one must decide whetber he is going to be democratic
or autocratic and then stick to it. Effective leaders tend to smooth over or avoid conflicts between
members of the group rather than confront them. An effective leader thinks in terms of duties and
activities rather than results and objectives. An effective leader is one who keeps his desk neat
and clean. An effective leader puts a great value on humor and uses it to keep a sense of
perspective when the group is struggling with a problem. Besides the authority of his position, an
effective leader tries to develop other forms of influence - his personality, competence, and
character. An effective leader is one who leads a group to its goals. An effective leader
encourages honest disagreement in order to find better solutions. An effective leader treats each
member of his group in the same way. An effective leader is one who usually gets his way in a
group discussion. An effective leader builds on strengths of his group, doing the things they do
well and omitting those they cannot. An effective leader often gets lost in the jungle of duties and
loses track of objectives. An effective leader considers his men, their quality and development, to
be his most important resources - far more important than materials or money. A significant
method about this culture is based on human interface and interaction. And most line units learn

those high levels of communication, trust and teamwork as essential to getting the work done
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efficiently. An effective leader is sensitive both to group and individual needs as well as the
demands of the situation. Leadership should be shared in a group, moving from one member to
another, according to the competence required in the situation. An important feature of
management by objectives is the occurrence of regular discussions between managers and their
subordinates. The purpose of those review meetings is to assist subordinates in the day-to-day
conduct of their activities. The leaders focus on adding technical and functional values to
business situations enables competency development that is vertical and incisive and promotes
organizations to drive business through technological excellence. To enable the manager to pick
up any short-comings in the subordinate’s performance more readily; to take stock of progress
made in achieving the agreed objectives; to give recognition to successful achievements and set

objective for further improvements.
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Case Study Number 11: ICICI Banking Corporation

Business: Universal Bank
Leadership: The Technocrat
Culture: Executive — Engineering Cultures

Organization and Management Model: The Mechanistic Organization

Diversified financial services group offering a wide range of products and services to corporate
and retail customers. At year-end fiscal 2001, the group had assets of Rs 740.4 billion and
stockholder’s equity of Rs 75.9 billion. Net income for fiscal 2001 was Rs 6.6 billion. Most of
the group’s activities are carried out through ICICI, which accounted for substantially ail of the

pet income of the group and 97.4% of its consolidated assets at year-end fiscal 2001.

ICICI was formed in 1955 at the initiative of the World Bank, the government of India and
representatives of Indian industry. The principal objective was to create a development financial
mstitution for providing medium-term and long-term project financing to Indian businesses.
Until the late 1980s, ICICI primarily focused its activities on project finance, providing long-term
funds to a variety of industrial projects. ICICI typiéally obtained funds for these activities
through a variety of government-sponsored and government -assisted programs designed to

facilitate industrial development in India.

With the liberalization of the financial sector in India in the 1990s, ICICI transformed its business
from a development financial institution offering only project finance to a diversified financial
services group offering a wide variety of products and services. As India's economy became

more market-oriented and integrated with the world economy, ICICI capitalized on the new
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opportunities to provide a wider range of financial products and services to a broader spectrum of
clients. It set up independent operations through the incorporation of subsidiaries and affiliates in
the areas of venture capital funding (1988), asset management (1993), investment banking
(1993), commercial banking (1994), Internet stock trading (1999), home finance (1999) and
nsurance (2000). Simultancously, it began diversifying our funding plans away from complete

reliance on government-assisted programs to more market-oriented sources.

In 1996, ICICI merged into it SCICI Limited, a diversified project finance and shipping finance I
lender, of which ICICI owned 19.9% (including the conversion of partly-convertible notes of
SCICI into equity shares on December 15, 1996), to eliminate overlapping business activities and
to create operational efficiencies. In 1997, ICICI acquired ITC Classic Finance Limited, a non-
bank finance company focused on retail deposit taking and corporate finance with Rs. 14.0 billion
(US$ 299 million) in assets, to create a deposit distribution network, primarily in the eastern part
of India. In 1998, ICICI acquired Anagram Finance Limited, a non-bank finance company
primarily in the automobile financing sector, which had an asset base of Rs. 9.6 billion (US$ 205
million). This was done to support ICICI’s entry into the retail asset financing market. In May
1994, when ICICI obtained its commercial banking license to establish ICICI Bank, the Reserve
Bank of India imposed a condition that ICICI reduce its ownership interest in ICICI Bank in
stages, first to not more than 75.0% and ultimately to no more than 40.0%. In fiscal 1998, ICICI
reduced its ownership interest to just below 75.0% as required, through a public offering in India.
In March 2000, ICICI Bank completed an equity offering in the form of ADSs listed on the New

York Stock Exchange for an amount of US$ 175 million.

After this offering, ICICI’s ownership interest in ICICI Bank was approximately 62.2%.
Effective March 10, 2001, ICICI Bank acquired Bank of Madura, an old private sector Indian

bank, in an all stock merger, and our ownership interest in ICICI Bank reduced to approximately
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55.6% after the merger. ICICI has been in discussions with the Reserve Bank of India to
determine whether and to what extent it may still be required to sell or reduce its interest in ICICI
Bank. During fiscal 2001, the Reserve Bank of India reiterated its requirement of a reduction of

ICICT’s holding in ICICI Bank and advised ICICI to draw up a firm plan for dilution of its stake.

In line with Reserve Bank of India’s directive, ICICI reduced its interest in ICICI Bank to
approximately 46.4% through sales of equity shares of ICICI Bank in the Indian secondary
markets to institutional investors in March 2001. As a result of the foregoing, ICICI Bank ceased
to be a subsidiary of ICICI as of March 22, 2001. This was accounted for under the equity method
of accounting from April 1, 2000, the beginning of the fiscal year in which ICICI’s majority
ownership in ICICI Bank was deemed to be temporary. Further, during the first five months
(April to August) of fiscal 2002, ICICI sold another 0.4% equity interest in ICICI Bank in the
Indian secondary markets to institutiopal investors. At August 31, 2001, ICICI held a 46.0%

interest in ICICI Bank.

As part of its efforts to transform itself into a universal bank, ICICI and ICICI Bank entered into a

reverse merger (ICICI meérging into ICICI Bank). The deal also envisaged merging ICICI

Personal Financial Services Ltd and ICICI Capital Services Ltd with the bank.
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Investment banking

Other activities

« including the provision ofdepository shareaccounts

Figure 48: ICICI Group - Business Structure

The Analysis

This is one large corporation. Its size is overwhelming and its business orientation is admirable.
Its strength arises from its ability to decide and move in a fairly competitive market place. Not all
of their processes and systems are world call but their endeavor to become one is not left to any
doubt. These corporations are largely conglomerate, multi business, geographic organizations,
thick internal architectures, long hierarchies, open to change although long in time, stable goals,
consistent methods, predictive approaches, systemic and role driven. Communication is selective
here; people usually give or hold back crucial information as a from of Control.  While making
decisions, people here make special attempts to maintain cordial relations with all concerned.
Decisions are made at the top and communicated downward, and people here generally prefer this

alternative. People who have demonstrated high achievement have a big say in the decisions
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made here. Decisions here generally made without involving colleagues or subordinates. Only
select few become privy to organizational priorities. Decisions here are made and influenced by
specialists and other knowledgeable people connected with the specific. project only and are
strictly hierarchical. Decisions are made here by keeping in mind the good of the employees and
society. Only management trusts a few people here, and they are quite influential. Trusting and
friendly relations are highly valued and high value is placed on trust between supervisor and
subordinate. Decision making is centralized at the top and it is the top levels. that make
appreciaﬁve judgements to determine what is important in the environment at varying points in
tirﬁe. A general attitude of helpiné generates mutual trust and those who can achievé results are
highly trusted. The main thing that is rewarded is excellence in performance and the
accdmplishment of tasks. Knowledge and expertise are recognized and reward so is loyalty more
than anything else. This culture is based on human interaction and most line units learn those high
levels’ of communication, trust and teamwork as essential to getting the work done efficiently.
There is significant emphasis on adding technical and functional values to business situations
enables competency development that is vertical and incisive and promotes organizations to drive

business through technological excellence.

There is. indeed a strong relationship between the leadership style of the CEO/leader and the
culture of the organization. This is evident in every scenario experienced by while executive level
decisions are undertaken. The CEO/Leader has a concrete role to play in the culture of the
, compény. Culﬁires} exist on a mutually exclusive basis in all the companies. I.e. No Company will
have one identifiable culture. Qﬁite the contrary the CEO/leader does not directly influence the
éxiStence of any onef/all pf the cultures in the company. There is no relationship between culture
and different functions (Marketing/Production/ Finance/ Personnel/ Research/ IT etc) of the
company. Large corporate are in a position to identify actions with their leaders 'given

consistency and patterns that tend to follow. Over time this becomes an influences for culture
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pertaining to decision making, (Ref. Renuka Ramnath, CEO and Mané.ging Director — ICICI

Ventures Limited)
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Case Study Number 12: HDFC Bank

Business: Financial Services,
Leadership: The Teacher
Culture: Executive — Executive to Engineering Cultures

Organization and Management Model: The ‘Lvearning Organization

The Housing Development Finance Corporation Limited (HDFC) was amongst the first to receive
an ‘in principle’ approval from the Reserve Bank of India (RBI) to set up a bank in the private
sector, as part of the RBI's liberalisation of the Indian Banking Industry. The bank was
incorporated in August 1994 in the name of ‘HDFC Bank Limitcd’, with its registered office in
Mumbai. The bank commenced operations as a Scheduled Commer'cialb Bank in January 1995.
HDFC is India’s premier housing finance company and enjoys an impeccable track record in
India as well as in international markets. Since iis inceptibn in 1977, the Corporation has
maintained a consistent and healthy growth in its operations to remain the clear market leader in
mortgages in India. Its outstanding loan portfoliov covers over a million dwelling units. HDFC has
developed significant expertise in retail mortgage loans to different market segments and also has
a large corporate client base for its housing related credit facilities. With its experience in the
financial markets, a strong market reputation, large sharcholder base and unique consumer
. franchise, HDFC was ideally positioned to promote a bank in the Indian envirogmcnt. The
authorizéd capital of HDFC Banic is Rs.450 crores. The paid-up capital is Rs.281.2 crores. The
fIDFC Group holds 24.5% of the bank’s equity while about 13.3% pf the equity is held by the
depository in respect of the bank’s issue of American Depository Shares (ADS/ADR Issue). The
Indian Private Equity Fund, Mauritius (IPEF) and Indocean Financial Holdings Ltd., Mauritius
(IFHL) (both funds advised by J P Morgan Partners, formerly Chase Capital Partners) together

hold about 11.6% of the bank’s equity. Roughly 18% of the equity is held by FlIs, NRIs/OCBs
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while the balance is widely held by about 300,000 sharcholders. The shares are listed on the
Stock Exchange, Mumbai and ‘the National Stock Exchange. The bank’s American Depository

Shares are listed on the New York Stock Exchange under the symbol “HDB™.
Management

Mr. Jagdish Capoor took over as the bank’s Chairman in July 2001. Prior to this, Mr.Capoor was
a Deputy Governor of the Reserve Bank of India. The Managing Director, Mr. Aditya Puri, has
been a professionai banker for over 20 years, and before joining HDFC Bank in 1994 was
heading Citibank’s operations in Malaysia. The Bank’s Board of Directors is composed of
‘eminent individuals with a wealth of experience in public policy & administration and
commercial banking, Senior executives representing HDFC and

1 P Morgan Partners (formerly Chase Capital Partners) are also on the Board.
Presence:

Present in over 77 cities in India with over 165 branches and over 475 ATMs .

Offerings:

Offer account access through the Infemet, Mobile, ATM, Phone and International Debit Card .

Offer personal loan, car loan, loan against securities or two-wheeler loan, savings or current

account or a fixed deposit or credit card or mutual funds, Phone Banking facility.

. Financial Position:
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HDFC Bank Limited's American Depositary Shares, or ADSs, began trading on the New York
_ Stock Exchange on July 20, 2001 under the symbol "ﬁDB". HDFC Bank offered a total of
12,476,884 ADSs at an initial public offering price of US$13.83 per ADS for a total of US$172.5
million, including the underwriters' overallotment option which was exercised on July 24, 2001.
Each ADS represents three underlying equity shares. HDFC Bank's equity shares are listed on the
National Stock Exchange of India, The Stock Exchange, Mumbai and The Stock Exchange,
Ahmedabad. For the quarter ended December 31, 2001, the Bank has posted a strong
peﬁommce with total income of Rs. 525.1 Crores as against Rs. 372.7 crores in the
~ corresponding quarter of the previous year, a growth of 40.9 %. After operating expenses and
provisions (including specific and general credit provisions as well as mark-to-market provisions
on investments), the Bank reported Profit Before Tax of Rs. 108.4 crores for this quarter,a 37.7%
increase over the Rs 78.7 crores for the quarter ended December 31, 2000. After providing
Rs.32.9 crores for taxation (Rs 25.9 crores for the corresponding period of the previous year) the
Bank has earned a Net Profit of Rs.75.5 crores as compared to Rs. 52.8 crores in the
corresponding quarter of the previous year, a growth of 42.9%. Net Profit for the nine months
ended Decembef 31, 2001 was Rs.206.8 crores, up 43.0% over the nine months ended December

31, 2000.

The Bank has also achieved a healthy growth in its key balance sheet parameters. As on.
| Decémber 31, 2001, total deposits were Rs.15,133 crores, an increase of 34 % over Rs 11,296.
crores as of December 31, 2000. The Bank's success in offering its retail customers convenient,
one-stop banking services was best reflected in the savings account deposits which grew by
60.2% on a year on year basis (Dec. 2000 to Dec. 2001) to Rs.2551 crores. The Bank's customer
 assets (advances, corporate debt investments, etc.) increased from Rs.6,302 crores as of
December 31, 2000 to Rs. 8,824 cfores as of December 31, 2001, a growth of 40%. Total Balance

Sheet size crossed Rs.20, 000 crores for the first time.
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The Analysis

Top management is in control of this organization. The organization is complete with internal
expertise, market savvies and aggression necessary to make the organization succeed. The people
who are rewarded here are those help their junior colleagues to achieve and develop. The ability
to control subordinates and maintains discipline is afforded a greater importance in rewarding
Supervisors. The ability to get along well with others is highly rated and rewarded and when
confronted by risk situations, supervisors here seek the guidance and support of friends. In risky
situations, supervisors strongly emphasize disciple and adherence to policies, conservatism to
orders. In risky situations, that are rare in any case, supervisors, have a strong tendency to rely on
expert specialists for their advice. Colleagues generally go to their supervisors for instruct in risky
situations. In responding to risky situations, supervisors here show great concern for the people
working in the Organization. In responding to risky situation, supervisor’s here take calculated
risky and strives above all to be more efficient or productive. Innovation and change are initiated
and implements here primarily by experts and specialists. Top management primarily orders
innovation or change. Before initiating innovation or change, leaders here generally seek
competency development and learning for sanction and guidance. Those who initiate innovation
or change here demonstrate a great concern for any possible adverse effects on others (in the
organization or outside) and try to minimize these effects. They consequently strive to learn from
their past experiences. They share best practices and benchmark their processes. Innovation or
change here is mainly initiated and implemented through highly result-oriented individuals.
Subordinates here seldom undertake innovations that disturb their existing friendship in the
organizational or carn the enmity of organizational members. Employces have a strong fecling of
participation in decision making. Leaders provide regular feedback on goals, targets and work

performance. People have a sense of security in our organisation. The managers/supervisors are
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given a lot of autonomy in determining their activities and work procedures. The organizational
personnel evaluation process highlights work performance of results although it is not very
sophisticated, by choice and desire to keep it simple. There is satisfaction with the rewards
system and the remuneration policy of the organisation. We encourage work groups to try new
ways and procedures. Have a large measure of influence over objective management and goal
setting, although much of it is informal and established by the top management. The work
procedures and supervisory policies are effective. The employees have opportunities for training
and personal development. There is a particular emphasis on training, competency development,
skill up gradation, knowledge management and learning from experience, peers, environment etc.
Superiors permit and expect subordinates to participate in their own (i.e.subordinates) goal setting
only where possible and where it has been mandated in the organisation. Working conditions and
facilities are well regarded, available, appreciated in the organisation. Competencies are
developed and people are adequately trained to do their jobs. The reward system is seen to be

identified with work performance.

The leader mentors, coaches, teaches, builds other leaders, and enables work processes that make
work life easy for organizational members. Experts and experienced creative practitioners are
invited to share their ideas with members of the organisation. Employees are encouraged to attend
external programs. Experience and concerns of the organisation are shared with other
organisations. Employees are encouraged to experiment. Innovations are rewarded. Periodic
meeting are held for sharing result of experiments. Periodic meeting are held for sharing on going
experiments. The culture fosters learning, attempting to create intellectually stimulating
environments. Encourage conditioned and innovative solutions that are in line with internal ways
of dong things. There is high internal energy, and adaptability to individuals, although team
working and steady state performance continues to be an important evaluation parameter. There is

freedom to act, fair play in targets, time to develop, opportunity to apply, experiment, enabling
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the unknown to a moderate degree. Employee seminars on new developments are organized. Task
groups are created for implementing and monitoring new projects and experiments. Detailed
plans reflecting contingency approaches are prepared. Task groups are created to examine
common elements between old practices and innovations. Newly proposed practices are linked
with known practices. Records of experiences are maintained. Periodic meeting, chaired by top or
senior management, are held to review innovations. Relevant existing skills are utilized in
implementing change. Task groups are created for data based critiquing of the innovations.
Periodic meetings are held to review and share experiences. Task groups are created to evaluate
and report on plus and minus aspects of innovations. Task groups are created to follow up on
experiments. Widespread debates are held on experiences of implementation. Realistic appraisals
are made of ht support needed for continued use of innovation. Implementation plans are
modified when experience indicates that modification is needed. Various groups are encouraged
to prepare alternative forms of implementation. Establishing a climate of cheer, enabling building
blocks to commence, evaluating need for corrections, improvement, course changes and growth
are some of the initiatives taken by the Teacher. . This executive worldview is built around the
necessity to maintain the financial health of the organization and 1s fed by the pre-occupations of

boards, of investors, and of the capital markets.

There is a relationship between the leadership style of the CEO/leader and the culture of the
organization. The leader sets the guidelines for the behavior of the entire organisation. The
people below watch the leader and emulate him. A leader who delegates well and communicates
well with his employees creates an organisation that is vibrant and open as against one who runs
it with an iron fist. The CEO/Leader has role to play in the culture of the company. Cultures exist
on a mutually exclusive basis in all the companies. I.e. No Company will have onc identifiable
culture. Cultures differ from one organisation to another. Though they may be broadly

classifiable into a few types, each organisation is unique in its culture. The CEO/leader does
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directly influence the existence of any one/all of the cultures in the company. The CEO may not
directly inﬂuen.ce but the indirect influence is huge. There is no relationship between culture and
different functions (Marketing/Production/ Finance/ Personnel/ Research/ IT etc) of the
company. The culture of an organisation runs through all functions equally. Unless it is a multi-
divisional large company with leaders for each function who are totally independent of the rest of

the organisation. (Ref. Samir Bhatia — Director — Corporate Banking)
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Case Study Number 13: Coca-Cola Incorporéted

Business: F M C G Consumer Markets
Leadership: The Visionary
Culture: Executive — Executive and Evolving to Engineering Cultures

Organization and Management Model: The Competing Organization

Alex Von Behr moved to India in January 2000 as president and chief executive officer of Coca-
Cola India. Prior fo that he was based in Singapore for the three years as senior vice president and
director of operations for Southeast and West Asia with the corporate office of F&N Coca-Cola
inA Singapore. Von Behr’s priorities. Taking over from Von Behr is Sanjiv Gupta, the current

COO as the CEO of Coke India.

* Personally spend more time on people management

* Focus on two HR progfams-—Way Forward and Pegasus

. Identify potenﬁal fast track managers

* Rebuild an environment bésed on performance and motivation
« Reposition Limca as a braﬁd

*» Focus on Maaza and Thums Up to continue

For example, the company has, indéed, recruited back some of its managers it had dispensed
with. For example, it’s Chennai operations has seen some employees returning. Confessés Mr. .
~ Von Behr, “1 think whereas two years ago, we were focussed on just getting the business done.
But we are now really focused oﬁ making sure that we have a great environment for good people.
i spent a lot of time, personally, looking at areas that go beyond day to day business, like people

management.”
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The company has put in place its much-talked about integrated bottling network system. As a part
of this two-year restructuring exercise, the company has decided to take over 34 of its 54 bottling
units, which will be turned into company-owned bottling operations (COBOs). The rest (about

20) will be allowed to function as franchisee-owned bottling operations (FOBOs), sources said.
- Presence:
Kinley:

Packaged drinking water is one segment that Coca-Cola India 'is banking on heavily. Not
surprising, considering that the packaged water market has an estimated growth of 100 per cent.
And although this market is still nascent in India, global biggies such as Aquafina (Pepsi), Perrier
‘(Nestle) and Evian (Danone) have pitched tent with a vengeance. And, of course, there are the

home-grown brands, Bisleri and Bailley

Eager not to be left behind, Coca-Cola is launching its drinking water brand, Kinley, in Andhra |
4 Pﬁdesh, Karnataka and Tamil Nadu. The national launch has been slated for end 2000. Priced at
Rs 12 for a 1-litre PET bottle (in Tamil Nadu, the retail price is Rs 10 a bottle), Kinley is being
bottled at Coca-Cola’s green ficld manufacturing plant at Bidadi, near Bangalore. According to
compahy sources, great pains have been taken to ensure the purity of the water. A special
imported tamper-proof closure — which, unlike breakaway caps, is impossible to re-seal — is one
of the USPs of Kinley. The company claims that the brand also has the certification of the

Federation of Family Physicians Association of India (FFPAI).

Powdered drink concentrate:
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TARGETING the' huge untapped beverage market, Coca-Cola India has launched its first ever-
powdered drink concentrate, Sun fill, and plans a gradual entry into the tea and coffee segments
with its ready-to-drink packs. Pitched against Rasna of Pioma Induétries, which commands 70
percent of the powdered soft drink concentrates market, Sun fill is currently available only in one

flavor-- orange. More flavors, including mango and elaichi, will be added in due course.
Financials:

In an effort to Spur its growth in the non-alcoholic beverages market, Coca-Cola India Ltd, which
posted a turnover of Rs 2,900 crore in 1999, is in the process of arming its arsenal with a wide
range of products for the Indian consumer. Coca-Cola had asked for waiver of the clause on the
ground that continuing losses in its eight-year stint had eroded its net worth significantly. Its
iosses have mounted to Rs 2178 crore, which amounts to 66 per cent of its total investment of

over Rs 3,200 crore in India over the last eight years.

Company officials had earlier claimed that the Indian venture would strive to break even during
the current financial year with Rs 4,000 crore turnover target, but will take some more time to
wipe out the accumulated losses. The Atlanta-based soft drinks giant Coca-Cola company on
Wednesday announced about $400 million write down of assets in local operations, 50 per cent of
it totél $800 million investment in the country to date. The write down, followi_ng a
comprehensive review of -Coca Cola’s Indian bottling operations, is estimated to be approximately |
$400 million, Coca Cola chairman Douglas Daft told investors at a meeting held in Atlanta on
Tuesday. "Based on the review, the company expects to write down the carrying value of its
assets in India during the first quarter (Jan-March 2000)," he said, according to a company

release. Daft said despite the accounting write down, Coca Cola remained fully committed to the
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growing business in India and believed strongly in the tremendous per capita consumption growth
opportunities in the country. The write down of assets would be recorded in selling,
administrative and general expenses, he added. When contacted, Coca-Cola India's spokesman

said of the $800 million invested in the country so far, $400 million has been written down.

COLA major Coca-Cola has approached the government for a five-year extension for divesting
49 per cent equity in its bottling subsidiary, Hindustan Coca-Cola Holdings. The Atlanta-based
cola transnational hold 100 per cent equity in the subsidiary. At the time of approval to the
bottling subsidiary, the government had put the condition that Coca-Cola had to divest 49 per cent
equity in the company within 3-5 years. The approval for the marketing subsidiary was given in
July 1997. This means that the outer limit for equity dilution for the transnational is June 2002.
The MNC now wants a five-year extension to the stake dilution. The extension has been sought
on the ground that the current market conditions are not "conducive” for the company to come out

with an initial public offering for the stake dilution.

Coca-Cola has also said it had been unable to find any partners for offloading its 49 per cent stake
_ since its operétions were still running up losses. It has not, however, made available the loss
figures it has incurred so far. Coca-Cola has so far invested $840 million in its Indian operations.
It had, however, written off $436 million early this year. According to sources, the writing-off
ﬁas done in order to show better returns on investments and higher profitability. According to
insiders, despite the writing-down of such huge amounts, the company may not be able to break

even in the next five years. Hence, the request for the five-year extension.

The transnational set up the marketing subsidiary as part of its strategy to integrate all its bottling
operations — both company-owned and franchisees. However, after setting up the subsidiary,

Coca-Cola started buying out the franchisee bottles, apparently keeping in line with its global
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policy. All together, it bought over 38 franchisee bottlers. According to industry sources the poor
financial perfonnancé has also something to do with the much-too frequent changes in the top
management. Coca-Cola India has seen four CEOs in a seven-year period. The transnational
oﬁgina]ly got approval for setting up two bottling subsidiaries — Hinduétan Coca Cola Holdings

and Bharat Coca Cola Holdings — which in turn, will have one subsidiary each under its fold.
The Analysis

Performénce is critical in this organization. The organization is built on brand, quality and
customer loyalty. Here, people seek the help of experts to analyze and prevent mistakes. Most
interpersonal and interdepartmental conflict here arises as a result of striving for higher
performance. In analyzing and resolving these conflicts, the over-riding consideration is high
productivity. Here, conflicts are usnally avoided or smoothed over in some situations to maintain
a friendly atmosphere. Arbitration or third party intervention (usually performed by experienced
or senibr people) is sought and used here. In a conflict situation here, those who are competent
and have an eye for the market, force their points of view. In resolving conflicts here, appeal is
made to principles, organizational ideals, and the larger goals of the Organization. Experts are
consulted and thejr advice used in resolving challenges.. After due consideration, those in
authority here issue instructions and expect them to be carried out to ensure speedy execution of
decisions. Most communication here is informal and friendly. The dress code is informal and asks
- for a ﬁiendly dispositioﬁ in thought and action. It both arises from and contributes to Waxm :
, relatidns. People here ask for information from those who are experts on the subjects. Relevant
information is made available to‘all that need it and can use it for the purpose of achieving high
Performance here. People here communicate information, suggestions, and even criticism to

others out of concern for them.
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Case Study Nuinb'er 14: Quintiles

Business: Pharmaceuticals, Biomedical, Healthcare, Clinical Trials and Data Management
Leadership: The Teacher
Culfure: Executive — Executive to Engineering Cultures

Organization and Management Model: The Learning Organization
Processes in consideration set:

Profile:

“Quintiles Transnational is the world's leading provider of information, technology and services
to bring new medicines to patients faster and improve healthcare. With a global workforce,
Quintiles provides the full range of drug development and commercialization services to

pharmaceutical and biotechnology customers worldwide.

Quintiles is a recognized leader in the use of technology and information to help its customers
make better decisions faster. Quintiles’ proprietary database of aggregated, de-identified patient-
* level medical and pharmaceutical transaction data is one of the largest in fhe world. Through itg
Quintiles Series of Web-enabled products, Quinﬁleé‘ customers can access this databasé to

conduct real-time customized queries of the most cirrent market data available in the industry.

This combination of expertise, service breadth, unique market data and Web-enabled technology

allows Quintiles to dramatically improve the speed and quality of drug development and
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healthcare delivery. Founded in 1982 and headquartered near Research Triangle Park, North

Carolina, Quintiles is a member of the S&P 500 and Fortune 1000.”

Quintiles Furope provides a service called ‘Cardiac Alert’. This service involves electro-
cardiograms (‘ECGs’) of patients being received, interpreted and reported at a central location,
viz. London. These activities are part of a larger clinical trials process that pharmaceutical
companies, which are Quintiles’ clients, carry out for their new products. Such clinical trials are
conducted for the pharmaceutical companies at various sites across the world. As part of the
trials, ECG readings are taken at these sites (clinical trial sites) and are transmitted to ‘Cardiac
Alert’ in London. QDPC has acquired operations of the *Cardiac Alert’ service from Quintiles
* Europe and is in the process of migrating the same to India. Along with the migration, the service

centre has to be set up in Mumbai (e.g. physical facilities, legal requirements, etc).

There are 3 types of ECG analysis methods or studies that are offered by QDPC to drug

companies:

e Paper Lab (where the ECGs taken at sites are physically sent by courier to QDPC for
analysis; turnaround time is 4-5 days) |

] Digii‘al Lab (where the ECGs are transmitted to tﬁe central location using specia}ized digital
equipment; turnaround time is upto 2 days)

. Trans telephony (where ECG waveforms are transmitted in the form of sound over PSTN;
turnaround time — immediate — call centre)

» Clinical trials processes of drug companies, e.g.:

o ECG interpretation

e Blood samples analysis (in future)
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e MRI analysis (in future)

Pdsf-nﬁgration, QDPCI will offer the above studies, customer interaction and data analysis -
services, covering Cardiac Alert operations, directly to end-user clients. As services would now
be offered from a different remote location, clients may have concerns on service reliability,

turnaround times and confidentiality.

Further, the migration coupled with setting up of the service centre has to be achieved within tight

timelines (by around mid Feb 2002 — start date was around Oct 2002).

A critical aspect of the migration is the telecommunication infrastructure, which will enable India
to receive ECG readings from various clinical trial sites across the world. While there are
optimal solutions available, sub optimal solutions may be implemented initially in the interest of

meeting migration deadlines.
The Analysis

The organization emphasizes an appropriate management style that foster learning. Drivén by
organizational energy to learn, self develop, perpetuate individualization as they grow to
compete. Experts and experienced creative practitioners are invited to share their ideas with
members of the organisation. Employees are encouraged to attend external programs. Experience-
and concerns of the organisation are shared with other organiéations. Employees are encouraged
to experiment.. Innovations are vrewardrred. Periodic meeting are held for sharing result of
experiments. Periodic meeting are held for sharing on going experiments. Focus on people

productivity through learning drivers on what can be done should be done. Employee seminars
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on new developments are organized. The organization focuses on léaming environments that
involves brings together intellect, knowledge, systemic processes, 'personal mastery and role
models. Task groups are created for implementing and monitoring new projects and experiments.
Detailed plans reflecting contingency approaches are prepared. Task groups -are created to
examine common elements between old practices and innovations. Newly proposed practices are
linked with known practices. Records of experiences are maintained. Periodic meeting, chaired
by top or senior management, are held to review innovations. Relevant existing skills are utilized
in implementing change. Task groups are created for data based critiquing of the innovations. The
climate is conducive and non threatening to share successes and failures and is not a performance
consideration. Periodic meetings are held to review and shére experiences. Task groups are
created to evaluate and report on‘ plus and minus aspects of innovations. Task groups are created
fo follow up on experiments. Widespread debates are held on experiences of implementation.
Realistic appraisals are made of ht support needed for continued use of innovation.
Implementation plans are modified when experience indicates that modification is needed.

Various groups are encouraged to prepare alternative forms of implementation.
CEO Perspective

I am aware of and clearly understand the goals and objectiveé of the merger. I am ready to gdapt
and adjust in order to make this transition happen. The organisation will be able to adapt to the
" transition and chariges as a result of the merger/ integration. The organisation will be able to cope
with the new busines;s pressures arising out of the merger/ integration. The ofgzmisation will
function without any major interruptions due to changes i top management and administration. .
People in companies leam from the problems, dilemmas and difficulties they encounter, together
with their attempts to overcome them. In other words, there is no such thing as the learning

organization, but a variety of learning organizations that can benefit from each other's
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experiences. Our organisation provides greater autonomy and freedom. Our organisation’s
practiceé are more employee-friendly and oriented to providing warmth and support. Our identity
lies strongly with this organisation. Companies have much to learn from each other, too, but this

can only be achieved if the contrasts are raised and the differences between them made explicit.

Our organisation provides greater scope for responsibility to individuals. Our organisation is
more open and free in its communication. Companies have much to learn from each other, too,
but this can only be achieved if the contrasts are raised and the differences between them made
explicit. The standards foilowed by our organisation are higher and more rigid. This organisation
rewards me better. This organisation manages conflicts better. The organisation secks adequate
input from employees on those changes that affect them, or are about to be implemented. Work
groups are open to and ready for organizational changes. Defensiveness and exaggeration go hand
in hand. Sometimes a third party can facilitate cultural change within groups. There is a very
natural tendency to evaluate is a help to effective cultural communication. Organizations must
attempt improirement in communications simultaneously if there is to be hope for genuine
improvement. Effective cultural .intervention and change management driven communication is
élways therapeutic. ThlS demands a thorough self- awareness on the part of the initiator. The
maladjusted person suffers from a communication breakdown within himself and with others.
Behaviorally driven cultural change is primarily a sensitive people process, not a word process.
There is a strong relationship between obstacles to behavioral modification and communication
and providing therapeutic help to individuals with emotional maladjustment’s. Understaﬂding.
about a person, teams, group desires and organizational goals is more important for éffective
communication than understanding a sheer individualistic understanding with a person. The
person who liétens empathetically runs the dénger of being. changed himself. Seiféexprcssion,
seif—insight and self-concept are essentials for cultural change programs and needs to be always

communicative. Heightened emotions facilitate commmunication efforts.
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Case Study Number 15: Bennett Coleman & company

Business: Communication, Media and Entertainment
- Leadership: The People Strategist
Culture: Executive — Operator to Executive Cultures

Organization and Management Model: The Human Organization
Joint Managing Director: Samir Jain

In the mid 1980s, the company was running like an unstructured composition of over two dozen
publications with the PBT been just INR 11.8 M for 1983-84, which was less than 2% of the
turnover. The main reason was that the editors were given the maximum control and the business
was not been run professionally. The editors were left to run the publications without the business
perspectives. Jain changed the Indian media world and his group as well by directing the firm and
running it as any bﬁsiness firm. Jain shifted the focus on gaining the market share of the profits.
He defined the goal as "the ownership of the market" énd this started to revamp the firm in terms
of growth. Aléo, he was able fo change the firm due to his new plans, confidence and leadership
~ qualities. His unconventional ideas shook the Indian industry with surprise and he revamped the
firm with paradigm shifts in itsl working strategies. Within a decade, the profits increased by
11,600 %, sales rose seven times and the reserves multiplied by a factor of 21. Structure and
Hierarchy Influence, Management Style, the Role of the CEO in bu.ilding organization visions.
Jain was in favor of total professionalism and therefore, created the post of brand managers for
the publications. Thesé executives were responsible for the growth, profits of their respective

brands. They decided on issues of pricing, product mix, brand extensions and had the power to
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review the editors’ proposals. The brand managers were also responsible for the synergy of the
editorial, circulation and space selling d.epartments for the newspapers. Also, ideas were
burrowed from other spheres of business like variable rates for a newspaper, marginal onward
- pricing mechanisms for advertising, etc. Also, customer interaction and feedback was increased

so that the editors knew what was required from them.

’i‘he quality improvements in the newspaper and the other products were seen as the benchmark
for many of its competitors and Samir Jain truly revitalized an ailing company. The Role of the
CEO/leader in regard to strategy, processes, technology and people actions and leader’s influence
in the existence of specific types of cultures. The company was made to redefine its product
portfolio, repositioning some of its publications and killing others. Forays were made into new
markets as well. For instance, Times FM, a new medium for radio advertising was started. Along
wifh this, Times TV was set up as a2 marketing outlet for Doordarshan programs. Jain had always
been daring and ready to take up new, exciting and challenging tasks. The same spirit was
. impbsed in his business deals as well. The editors were turning to be more powerful than required
and so he let go off the post of editor. The post of managing director was created and a former
cigarette company was brought in to head it. The executive director was not included in editorial
meetings. Jain defended these moves by claiming that it was required to position the firm based
primarily on the business requirements. Many respected editors left the group but the group
achieved its objectives and emerged as one of the country's most profitable companies. Also, The
Times of India emerged as the leading newspaper of the country and the sixth largest read daily in

the world.
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Case Study Number 16: Saraide Corporation and Verifone; Inc. (till 1998)

Business: Communication and Technology Integration

Leadership: The Scientist

Culture: Executive — Executive to Engineering Cultures
Organization and Management Model: The Intellectual Organization

CEO: Hatim Tyabji
Background:

Tyabji is leading the Internet’s “web in your pocket” notion through his apt leadership skills and
business acumen. The business world started talking about him after he founded and became the
chairman of Verifone, Inc. from 1986 to 1998. In 1998, he founded Saraide to drive the A
convergence between Internet and Wireless communication. In 1999, he negotiated 80% of
Saraide to Infospace.com, a leading Internet information and infrastructure provider, creating the
largest global alliance in the wireless Internet services industry. The leader influences the History
and Tradition of the Organization. The cbvious problem that Tyabji faced while increasing
employees was to imbibe the uniform value system all across in minimum possible times. As
people came with different backgrounds, Tyabji ensured that a common program was in place
throughout all the offices, readily available for all the new joiners as well as old-timers. A three-
point program was present in email and printed form. The first part was Excellence in
Philosophy, a set of eight values, called the “little blue book”. The document was in different
languages including English, Mandarin, Portuguese, Spanish, Japanese, German and Italian. The

second part was Excellence in Thought, a compilation of strategies and examples of common
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actions required in the business. The third part was Excellence in Action that encouraged and
firmly believed thatv action is the foremost entity in any business plan or otherwise. Tyabji
proclaimed that each individual was important to the ﬁnn and reiterates this thought by saying
“....lets celebrate the individual, and lets make sure we don’t forget...”. This program has been a
strong and indispensable factor in the success of the firm and the required match with the above
values is gauged during'the selection interviews at all the levels. Also, sustained attempts are
continuously made to make employees aware of the above generic guidelines so that the whole
firm continues to move as per the set objectives. Structure and Hierarchy Influence, Management
Style, the Role of the CEO in building organization visions. Different countries have different
sets of values and they live and do business differently. For a global firm that has spread into 45
odd countries, its tough to have a 100% uniform set of ethics throughout. Tyabji followed a strict
code of ethics and made it a point to make it mandatory for all the offices. He goes on to prove
the same when he exclaims, “... just because it is locally all right to slip somebody an envelope
under the table that isn’t all right here. The only way you get that message across is to start

tuming away orders....”

This point continues to hold water as the policy is followed uniformly throughout the firm and
defaulters are not tolerated at all in the firm. The Role of the CEO/leader in regard to strategy,
processes, technology and people actions and leader’s influence in the existence of specific types
of cultures. Tyabji always wanted and acted in ways that would bring decentralization to the
minimum levels possible in the firm. The model of Verifone made all the country ofﬁées fully
responsible for all their decisioﬁs and business revenues. There was a global policy thét it would
be a paperless office. So if email didn’t work, the whole firm came to a standstill. Since the firm
didn’t have Internet, so they had set up their own Wide area network. The DEC’s supply of
VAX’ss was used to circumvent this problem. It should be noted that both the structural and

technical policies were visionary and much ahead of times. Both of these seem to be pretty naive
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nowadays, but Tyabji made it a point to counter the tough problems at that time to give the firm a
competitive edge in the business circles. His dedication and motivation gave the required impetus
to the whole firm and encouiaged the employees to follow their leader in whatever small ways
that were possible for them at individual and group levels. Leadership Style as practiced by:thg
management grbups influences the culture. One particular quarter was exceedingly good for tﬁe
firm and there was an announcement that a 2-day off would be given to the whole company as a
celebration and reward. The issue was to select the two days and Tyabji initiated é discussion
with the top management to decide the exact days. However, due to the diversity in the
woﬂ(force, there was no consensus on the days and so Tyabji had to think of some creative way
that would ensure the interests of all the employees from different countries. He declared the

following statement, “

There’s Holy Saturday and Easter Sunday. Good Friday is normally off. So lets take the Thursday
and Wednesday before that and declare it as a holiday worldwide. I also happen to know that
Singapore doesn’t have Good Friday off. So lets be sure that we let each of the offices choose
their days.” The amount of decentralization in deciding small things like these send strong
messages all across and led to a trust worthy environment throughout. Singapore took Monday
and Tuesday. UK took Thursday and Wednesday. The interesting thing happened in Spain where |
they took the entire week off. This was compensated because the extra two days were taken from
the quota of 10-days leave mnuélly given by the firm. The message that was sent across by this

incident improved the trust of the employees on the management.
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Case Study Number 17: SEMATECH

Business: Technology

Leadership: The Scientist

Culture: Executive — Engineering to Executive Cultures
Organization and Management Model: The Learning Organization

CEO: Bob Noyce

‘Bob Noyce charisfnatic leadership helped to transform the semiconductor industry of US. The
Japanese manufactures had started to capture the share of the US market quite progressively and
by 1987, the US share had fallen to a mere 39%. The trends revealed that by 1992, this figure
would plummet to a dismal 20%. For the once upon leaders, the US chip makers collectively‘
realized the extent of the crisis and formed a consortium of 14 US firms in 1998 by the name of
SEMATECH- an acronym for Semiconductor Manufacturing Technology. Only four years after
SEMATECH, the US industry rebounded and again exceeded the Japanese global market share.
By 1994, the US share was 48% as compared to the Japanese 36%. It was unlikely that
SEMATECH would have survived without the leadership qualities of Bob Noyce, though szidly
he expired in 1990 before seeing the full success of his dreams. There is no exaggeration in
saying that Noyce’s efforts were a pfe-requisite for the superb performance of SEMATECH. The
leader influences ﬁe History and Tradition of the Organization. Noyce was instriimental in
setting up the democratic style of working within SEMATECH that created a Wid: number of
new linkages, networks between itself and the firms in the iﬂdustry. The kind o‘f unity shown by
the participating firms was unprecedented and the levels of team work shown at the lower levels

was setting standards across the different sectors as well. This opening up was in synergy with
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Noyce’s general style of working and he was making the others also benefit from the mutually

beneficial environs within the consortium.

A common (Browning and Shelter 1995) cafeteﬁas for managers and workers, no high walls in
between offices, social events for everyone, common sharing of accomplishments, future. goals
and rewards along with constructive discussions assisted Noyce and his team to share, augment
and achieve objectives for SEMATECH over a pertod of time. Structure and Hierarchy Inﬂuénce,
Management Style, the Role of the CEO in building organization visions. Noyce had embodied
the democratic style and values from his Congregational upbringing. He was always interested in
creating a community of equals than in formal structure.. He didn’t want employees to see the

organizational structure as a series of hurdles they had to jump over to get something done. Talent

"~ and merit was to be considered the most important in Noyce’s books rather than anything else.

Peter Mills, the CAO of SEMATECH claimed that he had never enjoyed working so much with
anyone as he did with Noyce. He had always wanted people to leam from their mistakes and
therefore preferred the democratic style of Ieadershii). At Intel, Noyce had given the engineers
stock options so that they would share gains and be motivated to perform to their best of the
abilities. Both at Intel and later at SEMATECH, he used Ié)w partitions so that the feeling of
openness was prevalent throughout the office placc?. Leadership Style as practiced by the

management influences the culture.

Managers are not cultural leaders (Trice and Bayer 1993) mﬂess they influence how their
foilowers collectively think and act. In the case of Bob Noyce, he was a gifted person with
innovation, magnetic personality and an’ egalitarian. attitude. He bad the confidence of the
industry leaders and the US congress, and ‘succe_ssfully synchronized the different finrms in a
combined attack on the growing Japanese share. Turner Hasty, A TI executive who was to later

become the COO of SEMATECH described his first meeting with Noyce as personally exciting-
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like a teenager getting ready to meet Michael Jackson or Elvis Presley. He commented (Boyd and
Noyce 1990) the following “Bob really was 10 feet tall. He just appeared 5 feet 8 inches to the
untrained observer.” At Intel, he acted symbolically and made it a point to make his employees

“feel comfortable.

The new furniture was given to the subordinates while he used older forms (Wolfe and Noyce
1983). These actions helped him to win the trust of the employees throughout his dynamié career
and paid off when he wanted the support of people from diverse backgrounds. CEO focus on
climate, communication, HRM practices training and management attention on retaining high
performers. Noyce paid special attention to the training all the employees with the desired values
(Beyer 1993) and technical skills. Noyce was a strong believer in training to indoctrinate
employees with the desired values and accordingly, he brought a consultant named Bill Daniels to
work at SEMATECH after he had successfully done the same at Intel. All the top managers and
their secretaries were required to attend the training sessions. This gave a strong indication to the
fest of the employees and that belped in the flow of the values throughout SEMATECH.
Castrucci, the COC of SEMATECH, was known for his authoritarian nianagement style and he
continued to act in opposite ways to that desired by Noyce and his team. As the bopposition from
Castrucci increased, Noyce had to take the tough stance and fired his COO in due course of time.
This hard action was something uncommon to Noyce’s style of leadership, however it helped the
firm to grow in the intended direction. It also sent out signals to the whole consortium that Noyce
meant serious business whenever the values of the firm were into consideration. The training
program set forth well articulated norms and behaviors of democratic style of management at all

levels of the firm.
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Case Study Number 18: Asea Brown Boveri (ABB) (Kennedy 1992)

Business: - Engineering, Electronics and Technology

Leadership: The Builder

Culture: Executive — Operator to Engineering to Evolving Cultures
Organization and Management Model: The Institution Organization

CEO: Percy Barnevik (Beyer and Browning 1999

ABB was formed in 1987 through the transnational merger of Asea of Sweden and Brown Boveri
& Company of Switzerland. At the time of its operations; ABB was spread over 140 countries,
with a workforce of 2,40,000 people and annual turnover of over USD 17 B. ABB emerged as the
metaphor of a new kind of organization- a stateless, borderless organization growing under the
guidance of its CEQ, Percy Barnevik. The leadership (Kapstein and Reed 1993) has been
responsible for not only the financial gains, but also the integration and coordination of the
extreme diversity of its products, operating regiofxs and national markets. Structure and Hierarchy
Influence, Managément Style, the Role of the CEO in Building organization visions. According to
Barnevik, “ABB is an organization with three internal contradictions. We want to be global and
local, big and small, radically decentralized with centralized reporting and control. If we resolve
these contradictions, we create real organizational advantage.” ABB has set the path of
continuous transformation that is made a benchmark by many they leading firms. ABB’s size and
range of markets enables it to access a larger variety of resources, taleﬁts and solutions than many
of its competitors. ABB insists to get zero-defect and just-in-time deliveriés from its suppliers at
highly competitive rates. Barnevik emphasized that the diversity of the firm should be leveraged

so that the problems of integration’s can be solved within practical domains.
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Barﬁevik has been famous for his accuracy, speed and maverick style of working throughout his
career. Once the merger was announced, the CEO announced a task force of five top managers
and gave them just tWo months to design a new structure. The main features including breaking
ABB in four business segments, 40 business areas, setting the matrix were put in place in the
réquired time. Also, “Bamevik 7-3 formula”, its better to make swift decisions and be right 7 out
of 10 times than to waste time trying to achieve perfection all the 10 times, was implemented
throughout the firm. The Role of the CEO/leader in regard to strategy, processes, technology and
people actions and leader’s influence in the existence of specific types of cultures. The “razor-
thin” organization present in ABB makes it possible for smooth communication at all the levels.
Between the top management team, consisting of Barnevik and the executive committee
mémbers, and about 2,00,000 shop floor employees, there are never more than 5 Bierarchical
levels. All the 1,300 ABB companies around the world are separate legal entities and have
different balance sheets, and solely responsible for their respective cash flow and dividends.
Barnevik has never tried to limit the powers of the employees at any levels, and therefore this
empowerment has augmented the motivational levels of the work face bringing about higher
commitments, accountability and performances. The structure of ABB is on two-axis, one is
based on the country and the other is based on Business Areas (BAs). There are about 65 BAs
(including transformers, Iocomotives, robotics, etc.). The countries and BAs intersect at the level
of ABB’s member companies. The local cross-product coordination helps to synergies common
distribution networks sharing resources and offering integrated packages to clients worldwide.
The shuttling of managers in different units is also carried out so that uniformity is achieved.
Often the support or services functions are brought nearer to the line functions so that the
lmowlédgc generating functions know what is actually needed at the user levels. For example,
R&D specialists are at times made to work outside their modern and spacious labs and brought to
the various business units so that they value and understand the actual needs of the customers and

develop goods accordingly. ABB spends about USD 1.3 B on R&D every year (7% of its sakes)
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and wants it to be channeled in the right direction so that the value of the shareholders can be

maximized throngh delivering the required products to the customers.
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Case Study Number 19: British Airways (BA)

Business: Hospitality, Transportation and Airlines

Leadership: The Technbcrat

Culture: Executive — Operator and Evolving Cultures

Organization and Management Model: The Mechanistic Organization

CEO: Colin Marshall

In the late 1970s, BA was a loss-making, inefﬁcient, state-owned enterprise that was
characterized by lethargy and insensitivity to its customers. However, by 1983, the carrier had
cleaned it up and started to become the preferred flier for many of its customers. In 1992, the
airline generated about USD 500 M as profit on a turnover of USD 9 B. The turnaround was
made possible through some drastic measures led by the CEO, Colin Marshall. Before Marshall
came over, Lord King of the Thatcher government had made it possible to prepare BA for
privatization. When King recruited Marshall in 1983, the airline had already started making some
profits. However, it was due to the leadership of Marshall and his visionary attributes that BA
sustained its performance based on business strategies and customer-based quality service
policies. Structure and Hierarchy Influence, Management Style, the Rolé of the CEO in building

organization vision

Marshall brought with him a work ethics and style entirely new to the company. He was a
workaholic who regularly checked on the details with accuracy. This was opposite to the slow
and laissez-faire style of the earlier days. He was more directive and believed in making and
implementing decisions fast. He made the airline focus externally so that they could get the feel
of what the customers actually wanted from them. Recalls Marshall ... the airline has forgotten

that it was a service industry...”In 1986, the airline developed a corporate mission statement to
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guide its activities. The main goal was “to be the best and most successful company in the airline

industry.”

Marshall brought the much-needed professionalism in the company and started to make the
elﬁployees understand that the fo'cus on customers is imperative for success. BA now boats of
humane, personalized efforts to make customers feel cared for during the whole duration of their
interaction with the carrier. This change in the culture has been brought about slowly through
means of various efforts. The whole lot of 35,000 employees go through a 2-day training course
called “Putting People First”, where the daily activities are undertaken keeping the interest of the
customers as the driving force. Leadership Style as practiced by the management groups
influences the culture. After ’the initiative pertainirig to "Putting People first", the next initiative
launched by Marshall was called "Managing People First". This was a course designed for BA's
2000 managers to help them learn how to motivate, to involve people in decision making, to
delegate responsibility and to plan an create vision at lower levels as well. This helped the firm
change from a hierarchical, operationally driven way to a way of nurturi;zg entrepréneurship and
customer focused initiatives. Also, to build organization-wide problem-solving orientation, the
airline started to disseminate relevant information across the organization. The progress on some
of the critical indicators is pl;blished monthly in internal journal, explaining the activities and
écﬁievements in different service areas. The airline has developed methods to tap the internal
,p‘rob}em solving potential and skills with group abased activities, TQM, etc. Also, o increase the
motivation and involvement, Marshall issued 74% of the stock of BA to its employees after the
privatization took place. CEO focus on- performance, climate, communication, and HRM
practices, _oﬁ monetary reward programs and influence over high performers, and management
attention on retaining high performers. BA works with over 200 separate performance/business
strategies, which are bbth qualitative and quantitative in nature. These are published and used

while gauging the performances of managers throughout the firm. BA has also generated awards
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Marshall also realized that as BA grew to diverse sectors, there was an urgent need of training . .

and development on the cross-cultural front as well. The crew and the staff weretra;ned
accordingly on the different cultures and customers' requirements. Also, as a large proponiéﬁ of
the workforce composed of women, the turnover was high due to family commitments. This led
to a continuous loss of trained skills and resources. The continuous flux meant that Marshall had
to keep track of the available resources in the firm and keep on updating the skills of the
workforce as per the requirements. In addition to the this, the airline offered a variety of a typical

choices for employees including part-time basis, split and share jobs, twilight shift, career breaks,

etc. that gave enough flexibility to share personal and work life for most of the employees.
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Case Study Number 20: General Electric (GE) (Noel and Charan 1992)

Business: Conglomerate

Leadership: The Builder

Culture: Executive — Operator to Evolving Cultures

Organization and Management Model: The Institution Organization

CEO: John F Welch

GE remains as one of the largest firms of the world with revenue of USD 65 B, and is the leading
producer of diverse items like light bulbs, dishwashers, locomotives and power plants. It has a
salary bill of USD 13 B for 3,00,000 employees and does the CEO, John Welch, lead a firm that
owes largely to the dynamic leadership and cultural transformation. Due to the enormous size of
the firm, there were immense dangers of potential failure as the integration of the whole GE
family was turning out to be quite challenging. GE was becoming a more bureaucratic mammoth,
difficult to manage in the times of growing challenges. Welch was aware of the problems and
started to revamp the firm with his leadership style and unparalleled business acumen. The leader
| influences the History and Tradition of the Organization. Welch (S Sherman 198‘9) believed that
working with customers is a useful way of anticipating and meeting their needs. Therefore, the
concept of boundarylessness was brought into the customers' arena as well. For instance, working
with BMW helped the firm innovate the first thermoplastic car body panel for the Z1 two seater.
In order to leverage on the customer requirements, GE started customer education programs that
continue to focus on the GE prodﬁcts, custoxﬁer needs and the future req,u_irem,er’itsr For instance,
the progtain with the Aeroflot help‘éd GE to learn more about the Soviét_ techniéal and business'
ways. This was a rﬁajor learning for the GE‘s-So&iet markets. Welch knew that GE needed to be
at ease with the local customers and their fequirements if they had to competé thh global or

strong local players.
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The business perspective was always kept in mind while growing in different regions or product
ranges as this assisted in the continuous improvement of GE as a truly global firm. The Role of
the CEO/leader in regard to strategy, processes, technology and peoplé actions and leader’s
influence in the existence of specific types of cultures. The initial focus was based on
restructuring portfolios. GE organized itself afong three interlocking circles representing its
businesses: the core business, high technology products and the high growth services. Businesses
outside these circles were sold off and the reshuffling, divestitures and acquisitions led to 43
SBUs consisting about 350 businesses and consolidated into 14 business divisions. GE eliminated
around 1,00,000 jobs and Welch acquired the nickname of "Neutron jack” for his actions that saw
- GE acquiring USD 16 B worth companies while selling USD 9 B between 1981 and 1987. He
categorically stated that GE would exit from business if it were not 1 or 2 in those businesses
across the globe. Leadership Style as practiced by the management groups influences the culture.
Welch always wanted the organization to grow along with its individuals. The corporate cultural
renewal program was initiated by him all across GE to infuse new ideas about managing itself,
people and bréaking the organizational boundaries to create and use the creative energies lying
latent all across the firm. As Welch very simply put "...for a large organization to be effective, it
must be simple...". Welch initiated attempts to create a boundary’s firm so that GE set afoot on
the new concepts like portfolio planning, decentralization, market research, action learning, MBO
andwork»outs that lead the indusﬁy into the next century. The idea of empowerment was central
to all the new. policies ﬁnplemented within GE. At GE's Plastics division, for over a decader
 researchers had béen» working on Ultem, a heat-resistant plastic. Without seeking or getting
approval from corporate headquarters, they invested USD 1 M to build a pilot project and the
corporate management was brought into the picture only when the unit was making samples and
discovered close to 200 applications for the product. This product has Im‘)w finally grown to a

mega-business for GE Plastics.
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Case Study Number 21: I B M Corporation

Business: Technology
Leadership: The Visionary
Culture: Executive —Operator to Engineering to Evolving Cultures

Organization and Management Model: The Competing Organization

One of the world’s lafgest and most successful firms of the pa$t fifty years found itself
floundering as it entered the 1990s. In 1991, IBM’s sales dropped 6.1 percent, to $64.8 billion, its
first decline in revenue since 1946. And, for the first time in its history, IBM incurred a loss-$2,8
billion. And that loss grew to $5 billion in 1992. - Its problem? IBM was operating as it always
had, but its environment had changed dramatically. The computer industry today is one of
continually accelerating change. For instance, the life cycle of a notebook computer may be as
short as three months. Many of IBM’s competitors, moreover, are aggressive, flexible, and
extfemely quick, garnering the rewards that accrue to those who are fist to the market witﬁ new -
technology. At the center of this dynamic environment stood huge, bureaucratic, centralized
IBM-a Company still dominated by its mainframe computer division. As it always had, IBM
required that all-major decision. As it always had, IBM required that all major decisions be made
at corporate headquarters at Armonk, N.Y. Those decisions were guided by policies that virtually
. forbade any internal competition with the mainframe division, subjected new product 'pnlan,s to
endless discuséion, and kept IBM divisions from competing unfettered with th‘eir, x-nore nil_nble
competitors. As a fes‘ult, IBM iﬁtroduced it pe.rsonél computer four years after -Apple‘.i did, entered’
the PC-compatiBIe. laptop market five years behiné Téshiba, and followed Digital Equipment into

the mini-computer market only after an eleven-year lag.
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- To turn the corporation around, top management unveiled an extensive structural reorganization.
Some of the major changes being implemented are: The creation of semiautonomous, business
units, each v&ith profit and loss responsibility, but also able to make its own manufacturing and
pricing decisions. Every business unit manager must sign an annual contract with corporate
management agreeing to goals and objectives in such areas as growth, profit, return on assets,
quality, and customer satisfaction. Each business unit decides for itself how it will meet those
goals and objectives. A drastic reduction in work force. Aﬁér avoiding involuntary layoffs for
over 70 years, IBM has pruned its work force by 160,000 and its payroll by about 40%. Most-but
not all-of this reduction has been accomplished by voluntary buyout and early retirement
programs. By design, the majority of these cuts were primarily in managerial and staff positions.
Reorganization of the research and development function. Insiders have complained that IBM
takes too long to get products outside the door, testing them repeatedly and delaying delivery. As
a result, top managers, ehgineers, and customer-service representativés worked together to create
a leaner department that emphasizes speed and eliminates useless paperwork and excessive
product testing.  Several obstacles to effective implementatioh of the restructuring remain. One
is the ongoing attempt to change IBM’s culturé, which, historically, has not encouraged
autonomy. A recent survey of many of the firm’s top managers revealed that many still do not
accept the need for changing the “old IBM.” Another is the challenge to maintain high—quality ,
standards while improving customer responsiifeness and speed to market. IBM officials have

always Bqasted that their products have always met or exceeded quality standérds. But IBM .must :

now. pursue with speed.
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Case Study Number 22: The New England Bank

Business: Financial Services
Leadership: The Driver
* Cultare: Executive ~Operator to Executive to Engineering

Organization and Management Model: The Performing Organization

The New England Bank —~ CEO Mr. Hari Sharma —

BUSINESS TODAY FEBRUARY 2002 ISSUE CASE STUDY

The painful silencc_a in the room was rudely brokén with the screeching back of the chair in the
furthest corner. A dozen hard-nosed British bankers sat still in their pin stripes. Board meetings
were increasingly ending like this at the over 100-year-old British Bank the New England Bank.
The man standing up from his chair to make an abrupt exit from the boardroom wés the CEO,
Hari Sharma. As he stood up he exchanged a lasting look with chairman of the bank Sir Richard |
' Adams. Three years ago Sir Adams and the other men in the room had given a hearty applause
when the same man Hari Sharma had entered the room. And why not - they had spent over two
years in convincing Sharma to join. At the time the Bank was at a critical junction. The Asian
crisis had just happened. Many of its competitors were pulling out of the region. The problem was
© New England was firmly :oqted in the Asian region. Unlike the others it did not make sense for
them to pull out of Asia and plough resoufceé into Europe and North Arnerica. The-léi_'ttet regions
‘were aiready over banked. New England-did not stand much of a chance besides ‘tﬁésérégi‘_ons
- were low growth ones. The bank believed in the long-term growth potential of the Asian region:
But Sir Adamg‘ knew they needed a champion for thé cause and that is why théy héd carefully
chosen Sharm‘a. An Indian by origin Sharma had worked for over two decades in a top American |

bank. He was a star performer there and according to many one of the strong contenders for the
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fop posts in the long run. In Sharma, Sir Adams saw a great combination - a gut feel for the
fegion and a background and experience that could get the job done. ﬁey knew he came from a
background where aggression was a norm. But at that point that is what they wanted. The Bank
went on an agg’ressiveAbuying spree in the region. The acquisitions resulted in it fast reaching the
top position in the region. The CEO and chairman formed a formidable dup. The strategy was
simple it kept liquidating assets of the bank in the developed world and moving them to the
developing world. It also started acquiring companies and building a strong presence on the retail

banking side. The expansion made sense to the market, which:responded well.

Sharma lived up to expectations. His joining the bank was well taken by market analysts,
institutional investors and shareholders. He sold the story of an aggressive Asian expansion plan
successfully. Overall he captained the ship well. During his stint he even warded off a couple of

takeover efforts. His shareholders firmly supported the charming CEQO's giowth story.

But internally problems began from day one. Sharma's aggressive style was out of place in the
new bank.” It was like implanting a large organization culture on to a smaller organization. It
began to ruffle feathers especially at the top. Cracks in the formidable 'team began. to emerge.
Soon they were developing into bigger disagreements between Sir Adams and Sharma over
management style. The very qualities Sir Adam had hired him for became a ptoblém. The rift
between the two men became larger by the day. Soon it was obvious both v‘couldﬁot last. Sir |
| Adams was due for retirement at the end of the financial year. But few on the bov'ardj wanted him
to go. The mindset of the board and Sir Adams was alike. Hence_they ha& begun to e’i(eﬁ piessure -
on Sharma. But at the back of their minds they all were.in a dilemma. The temptation was to
resist c:hange in a culture they all relished by backing their chairman. But that would mean letting

go of a CEO who was producing results.
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The New England Bank—- CEO Mr. Hari Sharma

Ne\y England Bank made a strategic selection. Horse for course. Changing market scenario,
criti‘cal business need and appropriate timing drove its decision. External factors and not internal
factors. They hired Hari Sharma because they needed a leader, a winner, with a leadership style
thét would influence sec';uring the current organizational business pcﬁommcc, consolidate and

grow. For our analysis we need to understand the organization model, the leadership style and the

organizational culture.

Hari Sharma in turn attempted the creation of a Performing Organization — Bottom line
paramount, financial focus primary objective, rigors of feedback high, low tolerance for failures,
survival driven beyond values, inability to work in team’s evident, non-negotiable goal
orientation. All indicators of a performing organization. The‘ organization was focused on the

external factors and demanded aggressive internal performance to keep pace with growth.

And his leadership style was that of a Driver driven by a performance system that overrides all
other considerations and makes targets an important eleﬁent for achieving results. Focus on
priorities that are determined quickly, followed through decisively and ensure thét different parts
of the organizétion are focused on their own deliverables. Action oriented to provide criteria for
‘S’HCCGSS and failurés and enSui‘es it is adequafely commiunicated and holds' accountability on
‘streamlined sysfenﬁc nerms. Long Term orier;téﬁ’én :to retain competitive advantage by providing

pr’oﬁtability and growth. As Hari Sharma acquired bariks he expected fast paced consolidation.

But, Hari Sharma now worked in a culture that was alien to aggression. That meant discomfort at

aggréssive deadlines, early mover strategies, propelling growth through acquisitions and mergers‘
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rather than an organic growth from within. People become sensitive to radical changes that were
not a part of the Bank and its culture in the last many decades, perhacs. Since cultures are
temporarily confinable to commercial compulsions, issues did not surface. However, attempts to
create a Performing organization, using a Driver leadership style was effective as long as the
intended hiring objectives were relevant. And as long as the native cultural issues could be
suppressed for commercial purposes, while establishing current business performance, building
critical mass in ferms of size and setting the organization to a path for consolidation. Thereafter,
the choice of another leader appeared very appropriate for the Sir Adams and the Board. For the

Board, Hari Sharma had served his time and their strategic selection goals very achieved.

Now they needed a Builder. A Builder leadership style, that would focus on building for the
future through institutioﬁal processes, demanding systems that connect organizational functions
and works through structures that are streamlined, regulated and planned. Action oriented through
appropriateness of actions driven by circumstance, enabling learning to be documented, creates
knowledge' sharing atmosphere, drives decisions through consensus and takes meaningful time to
accomplish tasks. Long Term desire to make lasting organizations that can stream through
economic and business life cycies and does not have the pressure to retain performance under all
circumstance. A builder, whc is driven by encouraging things to be worked out, provides job
clarity, coaches and rewards for performance. This Builder leader did best fit the culture that had
. all along existed in the culture of The New England Bank. And Sir Adams and the Board did not.

deem it appropriate to influence the culture with Hari Sharma’s leadership.
In summary, this is an open aﬁd shut case. Hiring of Sharma had nothing to do either with

influencing organizational change or facilitating an interpersonal congruence between Sir Adams

and Sharma.
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But in reality, organizations exist. So do cultures. And so do the leaders who have the
responsibility té understand, manage and inﬂuénce culture to enable a lasting change. Neither Sir
Adams nor Sh_arma were prioritizing it. As organization grows so do cultures. Yet growth in
* organization and change or impact in culture does not mean similarities or incongruent aspects of
the culture. As organizations grows so do its people and more particularly so do its leaders. As
time passes these leaders in turn begin to influence the organization culture. While it is possible
tﬁat homegrown leaders influence culture in a particular way, so do diréct and lateral hires that
bring in their concrete influences. Effectively, organizations, cultures and leaders co exists. If the
norms of influence had been followed, Sharma would have moved from a Performing
Organization to that of a Competing Organization and his leadership style would have
adapted situational from a Driver needed for performing organizations to. that of a

Visionary necessary in a competing organizations.
But, For New England Bank Hari Sharma, the leader, was not brought to change or influence the

- culture. He was brought for a strategic reason, turnaround, and once accomplished he was

dispensable.
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Figure: 49 Leadership Impact on Organizational Culture in an Organization Model and the

Transition Pattern.
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