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Every progressive organisat ion const ant ly endeavours t o
l ive for t he fut ure and ut i l ises present  moment s for i t s
fut ure glory.  Creat ing glorious fut ure is cert ainly a dif f icul t
t ask as f ut ure cont ains element  of  uncer t aint y.  Many
organisat ions cease t o l ive in fut ure mainly because such
organisat ions are st ruggling to survive in present  and planning
for fut ure is not  given due import ance by t he leadership.
The leadership role is looked wit h i t s bigger pict ure of
leading organisat ions t o magnif icent  fut ure.  Leading t o
future requires t ransformat ion process embedded with many

vit al  and import ant  st eps.  Set t ing vision of  a company is t he most  formidable
beginning of  looking int o fut ure and sharing vision has become imperat ive for
leaders t o carry forward t heir organisat ions t o achieve vision.  This also involves
def ining long-t erm goals which are broken int o short  t erm goals t o move in l ine
wit h t he vision of  t he company.

Changing environment  and market  scenario inf luence t he organisat ional st rat egies
and processes t hereof .  Organisat ions need t o t ake appropriat e act ions t o shape
their future under changing business environment .  It  can be facil i t at ed by visionary
leadership by t uning organizat ional  st rat egies and syst ems f rom t ime t o t ime t o
enable t he organisat ion t o cope wit h changes in fut ure.  Progress t owards fut ure
requires f lexibil i t y t o mould t he organisat ion as per needs of  business environment .
Leaders prepare t heir people wit h f lexible approach so t hat  people cont ribut e
as expect ed in view of  new organisat ional  priori t ies.  There are examples of  many
leading companies which involve managers through suitable intervent ions to deliberate
on fut ure and formulat e act ions t o lead t he company t o t he fut ure pat h of  growt h.

Fut ure-orient ed mindset  is t o be creat ed among people so t hat  t ransit ion t o
fut ure is smoot h.  Past  experience is an asset  and leaders should use t he learning
f rom past  for nurt uring t heir organisat ions for t he fut ure.  Past  can be guide when
t here is cont inuit y of  past ,  present  and fut ure.  Leaders have t o act  as guides
t o propel  organisat ions int o fut ure wit h such cont inui t y.  But  t he nat ure and
speed of change decouple future from past  and present  in many instances. Leadership
should be more of  t ransformat ional  and inspirat ional  when t he fut ure needs t o be
looked af resh.  Leading t o fut ure has emerged as chal lenging and prominent  role
now for managers in t heir leadership posit ions.

(Sushim Banerjee )
Execut ive Direct or (HRD)

Just  one Point
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Sustaining Leadership in Steel - A SAIL
Perspective

S. K.  Jain*

* Execut ive Direct or (Works), BSP, SAIL, Bhilai

○ ○ ○ ○ ○ ○ ○ ○ ○ ○ ○ ○ ○ ○ ○ ○ ○ ○ ○ ○ ○ ○

Abst ract

In t he emerging business cont ext ,  only t hose organizat ions wi l l  survive and prosper,
who have t he capabi l i t y t o visual ize what  l ies ahead and t he capaci t y t o develop t he
necessary st rengt h,  knowledge and resi l ience t o lead t he f ut ure.  St eel  indust ry has
made a remarkable comeback in recent  years.  Fuel led by high rat e of  t echnological
innovat ions and real  increase in compet i t iveness of  st eel ,  SAIL t oo st eered a spect acular
t urnaround. While passing t hrough this phase of  rej uvenat ion and cont inuous improvement
in al l  f acet s,  we drew our  ambi t ious growt h plan designed t o enhance our  hot  met al
product ion capaci t y t o 22.5 mi l l ion t ons by 2010.  SAIL t oday present s a pict ure of  a
dynamic and buoyant  business ent i t y moving ahead t o carve out  a niche f or  i t sel f .

Whi le capaci t y augment at ion is a signi f icant  par t  of  our  niche st rat egies,  t here are
several  ot her  chal lenges f acing st eel  indust ry in general  and SAIL in par t icular.  The
dynamism of  steel is dependent  on compet it ion between steel companies, driving excellence
and innovat ion.  Every st eel  company must  have i t s own st rat egy based on i t s part icular
ski l l s and st rengt hs and t he leadership of  f ut ure wi l l  go t o t he companies t hat  are
most  compet i t ive in t erms of  cost ,  innovat ion and dynamism.

We have brushed up our  f undament als and t he organizat ion is wel l  poised t o f ace t he
compet i t ive environment  of  t he f ut ure.  The mant ra f or  leading t he f ut ure is sust ained
t echnological  upgradat ion,  wel l  f ormulat ed business st rat egies,  a work envi ronment
t hat  promot es creat ivi t y and innovat ion and mul t i f acet ed development  of  our  people
whi le working in harmony wi t h societ y,  envi ronment  and nat ure.   We have a hand on
t he pulse of  market  and we have chalked out  our  growt h t raj ect ory accordingly.  And,
we are cont inuously working t o creat e an envi ronment  t hat  promot es creat ivi t y and
innovat ion and develops people t o t hei r  highest  pot ent ial .  This ar t icle elaborat es on
t he plans and st rat egies t hat  wi l l  not  only sust ain our  posi t ion as t he leader  of  st eel
indust ry in India – but  also as an organizat ion which wi l l  l ead t he Indian st eel  indust ry
int o f ut ure.

Key Words :  Cost  compet i t iveness,  Turnaround,  Qual i t y Improvement s,  Mergers &
Acquisi t ions.
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1. 0 Int roduct ion

In t he emerging business cont ext ,
most  organizat ions have t o grapple
wit h ever int ensifying compet i t ion.
Wi t h t he recent  development s in
i nf ormat i on t echnol ogy,  i nt ernet
market ing and e-commerce,  whole
world has become a common global
market pl ace and no modern day
organizat ion can seek t he shel t ers
of  t radi t ional  business advant ages.
Cust omer is t he real  king,  wit h each
and every organizat ion vying for a
piece of  smi l e on his f ace.  Many
organizat ions having set  t he wrong
foot  forward, have lost  this opportunity
t o cat er t o a wider,  in fact  a global ,
cust omer base and have been pushed
out  of  business.  In t oday’s complex,
chaot ic and rapidly changing business
environment ,  only those organizat ions
wi l l  survive and prosper who have
t he capabi l i t y t o visual ize what  l ies
ahead and are f lexible and resi l ient
enough t o mould t hemselves t o lead
t he fut ure.

St raddl ing t he Indian st eel  indust ry
for nearly four decades,  SAIL,  t oo,
has experienced t he winds of  change
and weat hered t he t umul t uous
upheaval s of  a rut hl ess business
environment .  In part icular,  t he last
t wo decades wi l l  be remembered as
one of  t he most  t urbulent  phases of
Indian st eel  indust ry.  This per iod
wit nessed sweeping changes in Indian
st eel  arena – t ransformat ion of  sel f
contained nat ional markets into linked
global market s and consequent  f ierce
compet it ion;  steep rise in input  costs;
a fat al  slowdown in growt h of  st eel
int ensive indust ry leading t o reversal
of  f or t unes of  many st eel  makers

and t hen a giant  upsurge in demand
(see t able 1),  bringing about  some
of  t he most  spect acular t urnarounds
ever wit nessed by t he Indian st eel
indust ry.

Riding t he waves of  an upbeat  market
and fuelled by its renewed enthusiasm,
SAIL,  t he Indian st eel  maj or  has
recorded good performance in past
few years.  SAIL’s st eady ascent  has
been f aci l i t at ed by al l  around
improvement  i n i t s product i on,
product ivi t y and cost  ef fect iveness.
Af t er  achievi ng an impressi ve
turnaround, the company took further
st r ides,  consist ent l y adding t o i t s
cumulat ive prof its. SAIL today presents
a pict ure of  a dynamic and buoyant
business ent it y moving ahead to carve
out  a niche for i t sel f  in t he domest ic
and global  st eel  market .

2. 0 The Future of Steel

The last  t wo decades of  last  cent ury
wi t nessed a dramat ic slowdown in
rat e of  growt h of  st eel  demand.  It
was a period of  reconst ruct ion and
rat ional izat ion in t he indust ry.  There
were closure of  many st eel  works in
West ern Europe and Nort h America.
Wit h t he int roduct ion of  new cut t ing
edge t echnologies in st eel  making,
cast i ng and rol l i ng,  t here were
dramat i c i ncreases i n l abor
product ivi t y,  but ,  t here cont inued
t o be excess product ion and fal l ing
prices for steel.  Many steel companies
suf fered considerable losses in t his
per i od,  as t he st akehol ders saw
destruct ion in value of their businesses.
By beginning of  t he new mil lennium,
t here was a posit ive change in t he
business at t i t ude of  st eel  makers.
The increases in ef f iciency in t he
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i ndust r y were passed on t o t he
cust omers and t his increased t he
compet i t iveness of  st eel ,  enabl ing
i t  t o recapt ure t he market  lost  t o
compet i ng mat er i al s.  Al so,  t he
st eelmakers real ized t hat  i t s fai lure
to match its product ion to real demand
for st eel and t he t empt at ion t o chase
marginal  busi ness at  l ow pr i ces
dest royed t he business for al l .

Cont rary t o t he opinion of  many
business pundit s,  t he st eel  indust ry
resurged wit h vengeance.  The past
f ive years have seen st rong growt h
in demand of  st eel ,  not  only in j ust
a few segment s,  but  worldwide.   The
prof i t abi l i t y of  st eel  companies is at
accept able level  for t he f i rst  t ime
in a generat ion.  And,  t o t op t hat
of f ,  t he last  year was an except ional
year.  However one quest ion st il l  looms
large in t he minds of  st eel  makers
al l  around t he world – “ Is t his period
of  upsurge going t o last  or are we
j ust  exper iencing a br ief  st opover
at  t he peak of  cycl ical  st eel  business
curve? Are we real ly moving t owards
becoming a rel iable and dependable
business for st akeholders?”  The way
we approach our fut ure wi l l  answer
t hese quest i ons.  Paul  Val ery,  an
eminent  French poet ,  had once said:

“ The t rouble wi t h our  t imes is t hat
f ut ure is not  what  i t  used t o be”

In a world,  where change is t he only
const ant ,  i t  is not  an easy t ask t o
chalk out  our fut ure st rat egies,  let
alone predict  t he fut ure.  But ,  one
t hing is for cert ain – t he choices we
make t oday wi l l  det ermine our place
in fut ure as an organizat ion.  We have
already set  a foot  in t hat  direct ion
wi t h our  ambi t i ous growt h pl an

designed t o enhance our capacit y t o
22.5 Mill ion Tons by 2010. But  capacit y
enhancement  is only a part  of  our
mul t idimensional  st rat egy t o widen
our market s,  expand our cust omer
base and be a world class corporat ion.
Today,  we are wel l  poised t o f ace
t he compet i t ive environment  of  t he
fut ure and we have t o t ake furt her
st r i des i n t he r i ght  di rect i on t o
consol idate our posit ion as t he leader
of Indian steel business. In this context ,
i t  i s imperat i ve f or  us t o t ake a
syst emic view of  t he current  st eel
business scenario t o def ine t he key
chal l enges and how we pl an t o
out maneuver t hem.

3. 0 The Key Challenges

Whi l e addressing t he India St eel
Summi t ,  on March 29t h,  2007,  Ian
Chr i st mas,  secret ary general  of
Int ernat ional  Iron and St eel  Inst i t ut e
point ed out :

“ The key chal lenges t hat  st eel  makers
ar ound t he wor l d f ace can be
ident if ied around six t hemes – capacit y
invest ment ,  raw mat er ial s,  market
devel opment ,  compet i t i veness of
st eel ,  envi r onment al  impact s and
peopl e. ”

True t o t he views expressed in t his
statement ,  t he Indian and global steel
landscape is t ransforming very rapidly.
In the new landscape, the steel makers
wil l  have t o compet e in a complex
and chal lenging context ,  t hat  is being
t ransformed by many fact ors – f rom
st rat egic consol idat ions,  invest ment
i n new raw mat er i al  proj ect s,
t echnological developments,  infusion
of  new t echnology as new capacit ies
come up t o t he development  and use
of  knowledge in st eel  making and
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market ing st rat egies.

The key to succeed in this environment
is t o develop t hat  acumen to perceive
these challenges as opportunit ies. The
opport unit ies for leadership always
come in disguise of  chal lenges and
t he pat h t o fut ure is ful l  of  t hem.
SAIL l eadership has evol ved a
mult ipronged st rategy to excel in face
of  mul t i t ude of  t hese chal lenges –
right  f rom growt h orient ed capacit y
invest ment ,  an aggressive market ing
pl an,  t hrust  on new product s
devel opment ,  i nvest ment  i n raw
mat erial  proj ect s t o st rat egic social
responsibi l i t y measures.

4.0 Growth Plan

Our nat ional  st eel  pol icy envisages
a growt h of  around 3 % i n st eel
consumpt ion in t he world.  The rat e
of  growt h i n domest i c st eel
consumpt ion during t he past  f i f t een
years have been around 7 % and given
the proj ected nat ional income growth
rat e of  approximat el y 7-8 %,  t he
proj ect ed st eel  consumpt ion growt h
rat e in India would be around 7.3
%. The st rategic goal of  nat ional st eel
policy is that  India should have a modern
and ef f icient  st eel  indust ry of  global
standard,  catering to diversif ied steel
demands.

In l i ght  of  t he proj ect i ons and
expect at ions of  our Nat ional  St eel
Policy,  we have st ructured our growth
plan f or  achieving organizat ional
growt h and ret ain our  posi t ion as
t he leader of  Indian st eel  indust ry.
This wil l  also cont ribut e signif icant ly
t o our nat ional  int erest s given t he
st rong forward and backward l inkages
of the steel sector. Changes in business
environment  call for periodical review

of  long-t erm plans and set t ing of  new
goals.  Wi t h buoyancy now having
ret urned t o t he st eel  market ,  and
wit h encouraging growt h proj ect ions
emerging for st eel  on a global  level ,
re- f ormat i on of  SAIL’ s l ong- t erm
out look was a nat ural  out come.

SAIL’s Corporat e Plan 2010 has been
f ormulat ed wi t h t he obj ect i ve of
enhancing t he company’s posit ion in
growt h market .  This plan is blueprint
of  t he company’s act ivi t ies over t he
next  few years.  The company’s long
t erm st rat egi c or i ent at i on i s f or
bui lding a robust  organizat ion wit h
st rong fundament als.  Corporat e Plan
2010 aims to bring the company closer
t o t his goal  by bui lding sust ainable
compet encies based on growt h by
opt imal ut il izat ion of  available assets,
di f ferent iat ion t hrough qual i t y and
services,  prof i t abi l i t y by excel lence
in operat ions and cost  reduct ion and
leveraging t he ski l l  and knowledge
base of  t he company’ s human
resources.

Planning an invest ment  of  around
Rs.  38000.00 Crores,  t he plan aims
at  increasing the hot  metal product ion
t o 23 MT,  crude st eel  t o 22 MT and
saleable st eel  t o 21 MT (See t able
2).  This would be achieved t hrough
opt imal  ut i l izat ion of  asset s coupled
wit h marginal  capacit y expansion in
growth segments. Addressing 34th AGM,
SAIL Chairman Mr.  S.K.  Roongta stated
t hat :

“ The expansion plans are not  aimed
at  volume gains alone. Benef i t s would
come by way of  al l - r ound
improvement  in product ivi t y l evels
i n al l  ar eas of  oper at i on.  Issues
per t ai ni ng t o el i mi nat i on of
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t echnological  gaps,  energy savings,
yield improvement ,  pol lut ion cont rol ,
mat ching inf rast ruct ure f aci l i t i es,
et c. ,  wi l l  be f ul l y addressed.  Wider
product -mix wi t h emphasis on value-
added product s,  improved product
qual i t y,  enhancement  i n t erms of
grades and dimensions, wil l  be ensured
wi t h l at est  aut omat ion. ”

The SAIL Chairman added t hat  wit h
f ocused ef f or t s i n areas of  cost
compet i t i veness and qual i t y
improvement ,  t he company’s sol id
f i nancial  f oundat i on and ski l l ed,
commit t ed and experienced human
resources,  SAIL is wel l  set  on i t s way
t o a glor ious f ut ure.  Taking a cue
from past ,  we have planned to f inance
t he ent ire proj ect  wit h our int ernal
accruals and market  borrowings i f
necessary,  while maintaining the debt
equi t y rat io at  1:1.  The plan also
f ocuses on i nt roduct i on and
augment at ion of  new and energy
ef f icient  t echnologies whi le phasing
out  t he obsolet e ones complet ely.

5.0 Gear ing up for  Future

The Corporate Plan 2010 will def initely
provide us a higher pedest al  and t he
necessary leverage t o lead t he st eel
indust ry in India,  but  t here are some
formidable chal lenges ahead and i t
i s necessary t o combat  t hem
ef fect ively.  The f i rst  and foremost
amongst  t hese is t he cont inuous rising
cost  of  input s including raw materials
(See Figure 1) and power.

India has large i ron ore reserves,
but  t he qual i t y of  i ron ore and coal
is very l ow.  India’ s i ron ore have
relat ively high alumina and low iron
cont ent  which causes adverse slag
chemist ry.  In addit ion,  ores are less

cl osel y si zed and cont ai n l arge
amount  of  undesirable f ines t han in
ot her count ries.  Similarly,  t he coking
coal  avai lable indigenously has high
ash cont ent  and being met al lurgical ,
i t  is not  suit able for making coke for
reduct ion of  i ron and i ron ore.  As
such,  t he indigenous coking coal  has
to be blended with the required amount
of  import ed coking coal .  We need
t o develop new t echnologies and ore
benef iciat ion schemes t o use t he raw
mat er ial  at  hand and ut i l ize t hem
ef fect ively for our purpose.

The Raw Mat erial  Division (RMD) of
SAIL manages f i ve envi ronment al
f r i endl y ore mines at  Ki r i buru,
Meghahat uburu (in Jharkhand) and
Bolani,  Barsua and Kal t a (in Orissa)
whi ch cat er  t o t he raw mat er i al
demands of eastern sector steel plants.
In addit ion t o t his,  some of  t he unit s,
l ike Bhi lai  St eel  Plant  owns capt ive
iron ore mines. In view of the proposed
capacit y expansion program, RMD has
ini t i at ed proj ect s l i ke capaci t y
expansion of  Bolani,  development  of
Maghahat uburu cent ral  bl ock and
Kiriburu’s sout h block,  development
of  Taldih block and opening a new
mine at  Thakurani .

Corporat e Pl an 2010 i ncl udes
development  of  t wo mechanized iron
ore mines at  Rowghat  in Chat t isgarh
and Chiria mines in Jharkhand.  It  is
proposed t o use st at e-of -ar t
t echnology in bot h t hese mines t o
ensure assured supply of  requi red
quant i t y of  qual i t y i ron ore t o SAIL
plants.  Also incorporated in Corporate
Plan is set t ing up of  pel let  plant s one
by Bhi lai  St eel  Plant  and anot her by
Raw Mat erials Divisions t o ut i l ize t he
large amount  of  undesirable ore f ines
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generat ed dur i ng t he mini ng
operat ions.  This in t urn wi l l  br ing
down t he overal l  cost  of  input s.  The
capacit y expansion plans would also
increase t he demand of  coking coal
f rom current  level  of  15 mil l ion t ons
t o 28 mil l ion t ons.  The SAIL –BCCL
(Bharat  Coking Coal  Limi t ed) MoU
for development  of Moonidih coal mine
seam is one concret e st ep t aken by
SAIL leadership t owards ent ering int o
st rat egic i nvest ment s/ t i e-ups f or
coking coal blocks in India and abroad.

Yet  another maj or issue is t he present
round of  mergers and acquisi t ions
occurring in our indust ry.  Our past
experiences suggest  that  steel demand
wi l l  grow wit h increment al  dips in
demand.  In order t o secure our raw
mat er ial  sources and expand our
market  base,  whi l e remaini ng
unaf fect ed by t he cycl ical  nat ure of
st eel  market ,  we need t o consol idat e
our st rengths. Mergers and acquisit ions
are considered as a maj or vehicle
of  fast er growt h,  and t hey are also
an ef fect ive means of  consol idat ing
and building synergies in an otherwise
fragmented steel indust ry.  The merger
of  IISCO wit h SAIL is a milest one in
our company’s march int o t he fut ure.
It  is a bold step towards st rengthening
the company by building bet ter synergy
and creat i ng a great er  val ue f or
shareholders.  SAIL is al so l ooking
forward t o provide opport uni t y for
synergy and growt h by merger  of
Neelanchal Ispat  Nigam Limited (NINL)
and Maharasht ra Elect rosmelt  Limited
(MEL) wit h i t sel f .  Merger of  MEL,  a
subsidi ary of  SAIL,  wi l l  resul t  i n
backward int egrat ion by t he way of
manufact ure of  ferro-al loys – a key
input  for st eel  making.

Ent ering int o i t s largest  j oint  vent ure
wit h a privat e sect or company,  SAIL
signed a MoU wi t h M/ s Jaiprakash
Associat es Limit ed (JAL) t o f loat  a
j oint  vent ure company for producing
2.2 MT of  cement  per annum.  This
j oint  vent ure is formed as a part  of
SAIL’s environment al  f r iendly ef fort s
t o dispose t he Blast  Furnace Slag.
The Joint  venture will enable the plant
t o gainful ly ut i l ize t he slag generated
in i t s blast  furnaces.

In addi t i on t o t hi s,  SAIL,  NMDC
(Nat i onal  Mineral  Devel opment
Corporat ion) and RINL (Rasht riya Ispat
Nigam Limit ed) have agreed t o ent er
int o a st rat egic business relat ionship
by f orming a j oint  vent ure t o set
up an int egrat ed st eel  plant  of  four
mil l ion t on capacit y in t he st at e of
Chat t isgarh.

6. 0 Cont inual Learning

Business st rat egies are focused t ools
in t he sense t hat  t hey are aimed at
a par t icular  obj ect ive,  but  in t he
long run,  t he only sust ainable source
of  compet i t i ve advant age i s an
organizat ion’s abi l i t y t o learn fast er
than it s compet it ors.  No outside force
can t hrow away t he moment um of
t hat  advant age away f rom us.  As
Arie De Guess,  t he former coordinator
of  Royal  Dut ch said:

“ Any insight  or  invent ion,  whet her
i t ’s a new product  or  process and
even a new way of  market ing is real ly
a learning process.  And,  we do not
have t o be secret ive – provided t hat
we do not  st and st i l l .  If  we cont inue
t o learn and innovat e and generat e
new ideas and incorporat e t hem int o
our  work,  t hen by t he t ime anyone
had copied us,  we woul d be t hat
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much f ur t her  along. ”

Wit hout  cont inuous learning about
t he business,  as wel l  as about  t heir
own t asks,  t he employees cannot
cont ribute what  they are t ruly capable
of .  This requires learning ef fort  on
part  of  bot h,  t he f ront l ine people,
who are closest  t o t he place of  value
addit ion and t he senior managers –
who plan and perceive t he act ivi t ies
i n and around t he organi zat i on.
Individuals must  learn to act  in interest
of  whole ent erprise and t he senior
managers must  learn t o ext end sel f
mastery and determinat ion throughout
t he organizat ion.  At  SAIL,  we have
promot ed learning in subt le ways,
but  t here is a long way t o go before
we t rul y become a l earni ng
organi zat i on.  The t heme of  t he
recent ly concluded Chairman’s t rophy
for young managers (A t op leadership
ini t iat ive t o encourage t he br ight
young minds t o cont r i but e t hei r
t houghts on contemporary issues) was
“ Unlearning and relearning for building
compet i t i ve advant age i n SAIL” .
Around 83 research papers were
submit t ed by young managers f rom
al l  around t he SAIL,  and t he
recommendat ions l ike – Knowledge
Management  ini t iat ive,  Ent erpr ise
Resource Pl anning,  expanding
leadership role to suit  the future needs
and enhancing lateral communicat ion
to facilitate organizat ion wide learning
are being implemented SAIL wide after
a series of  del iberat ions.

7. 0 Fusing Technology and Business

Learning is prequel  t o act ion.  We
cannot  possibly derive benef i t s f rom
our learning experiences,  unt i l  and
unless we put  i t  int o act ion.  While

t he market  accept abi l i t y and
prof i t abi l i t y of  our  product s and
services are our prime concern,  we
al so need t o ensure st rat egi c
int ervent ions in t erms of  speci f i c
t echnol ogi cal  advancement s and
product  at t r ibut es t hat  wi l l  sust ain
and augment  our compet i t iveness in
fut ure.  Technology cannot  be viewed
only as aut omat ion – as machines
t hat  can save t ime and money.  There
is l i t t le vision t o t his perspect ive.
We need t o explore t he ways in which
t echnology wi l l  t ransform t he work
and creat e a sust ainable fut ure for
us.

Discussions about  t echnology of t en
t urn int o cost  benef i t  analysis.  The
main problem wit h t his approach is
t hat  i t  l imit s t he opt ion.  It  prevent s
people f rom exploring t echnological
t rends.  It  avoids proj ect ion of  what
might  happen i f  a new innovat ive
technology catches on or how it  might
change customer’s requirements.  The
real  chal lenge for t he organizat ional
leadership in t his cont ext  is t o look
beyond t he quot at ion cost  benef i t
analysis and explore new ideas and
t rends.

Technological ly,  t here have been no
maj or breakt hroughs in process of
st eel  making since last  5 decades.
SAIL as t he largest  producer of  st eel
in India need t o make a subst ant ial
i nvest ment  i n research and
development ,  not  only in steel making
processes,  but  also in developing new
steel t o enhance it s compet it iveness.
Al t hough our  growt h plan aims at
embracing new technologies (See table
3) in areas of  ore ref inement ,  st eel
mel t ing,  cast ing and rol l ing,  we also
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need t o use our  exper t i se and
experience t o t ake st eel  making t o
next  generat ion level .

8.0 Market  and Product
Development

Hist or ical ly,  t he st eel  indust ry has
been poor in i t s market  development
act ivi t ies.  In a cost  driven business,
t here is cont inuous pressure on st eel
companies to reduce long term market
development  act ivit ies.  This may help
short  term prof itabil it y,  but  may prove
to be disast rous in the long run. Whilst
t here are some st eel  makers t hat  are
cent ers of  excel lence,  most  st eel
companies see t hemselves as st eel
producer and expect  t he product  t o
sel l  i t sel f  or,  leave i t  t o ot her st eel
companies t o develop t he market
which they then will seek to capitalize.
Wit hout  a doubt ,  t his approach wi l l
prove to be suicidal in a market  driven
st eel  indust ry – where t he rule of  t he
game is t hat  t he one who arrives f irst
usual ly wins.  There are fant ast ic new
opport unit ies for st eel  t hat  are not
being exploit ed because of  fai lure t o
do good market  devel opment
act i vi t i es.  In India,  t he great est
opportunit y for steel is in const ruct ion
and rural  areas.

The use of steel in resident ial buildings
and const ruct ion is very low.  We are
already plagued wit h t he problems
of  def orest at i on and t he rel at ed
adverse ef f ect  on our eco-syst em.
Our count ry is running out  of  t imber.
Simi lar l y in urban areas,  t he high
cost  of land requires flexible and speedy
construct ion. Steel is the natural answer
t o bot h t hese problems and we need
t o promot e t he use of  st eel  i n
const ruct ion aggressively.  Even in t he

poorest  societ ies,  people requi re
secure housing and in areas of  high
seismic act ivi t y st eel  bui ldings are
t he only safe solut ion.  Because t he
market  for st eel  in const ruct ion is so
f ragment ed and supply chain is so
import ant ,  t here is great  reluct ance
for st eel  companies t o work t oget her
t o devel op t he market .  It  i s not
somet hi ng t hat  can be achieved
overnight .  People use t radi t i onal
mat erials f or const ruct ion and are
very rel uct ant  i n adopt i ng new
mat erials.  The overal l  percept ion of
st eel  as a cost ly mat erial  also act s
as a maj or det errent .   Therefore,
i t  wi l l  t ake considerable t ime t o
increase t he int ensi t y of  st eel  use
in const ruct ion,  but  t he bright  side
is t hat  when t hat  happens – bot h
t he st eel  makers and t he cust omers
wil l  be immensely benef i t t ed.

Rural  Indi a,  wi t h per  capi t a
consumpt ion of  st eel  of  only 2 Kg.
i s a huge market  wai t i ng t o get
t apped.  The rural  sect or,  especial ly
in prosperous st at es l ike Guj arat ,
Maharasht ra,  Raj ast han and West ern
UP,  has bui l t  up st rong inst i t ut ional
bases.  We need t o bui ld up a st rong
dist ribut ion network, including retailers
and sub-retailers exclusively for rural
regions.  Current ly t he main use of
st eel  in rural  areas is GC sheet s for
roof ing and GP sheet s for household
and agricul t ural  equipment  st orage.
But ,  we need t o widen t he product
base and j oi n hands wi t h l ocal
fabricators to manufacture and market
grain silos, stainless steel water tanks,
t ruck bodies, steel doors, door frames,
window frames, furniture, agricultural
equipment s,  st eel  scaf foldings et c.
The idea is to unlearn – unlearn thinking
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about  rural markets in it s stereotyped
f orm and t ake cognizance of  t he
change in demands in prosperous
pocket s,  t o begin wit h.

Yet  anot her avenue where we have
t o change our st rat egy is market ing
st eel  as a commodit y.  At  SAIL,  we
have good processes,  t echnology,
peopl e,  management ,  market i ng
pract ices and a wonderful  product
mix.  So why not  posit ion t hat  in t he
market place and creat e t he correct
percept i on i n t he mind of  t he
cust omer? SAILMA,  SAILHARD,  SAIL
Jyot i  and SAIL TMT bars are some
of  our popular brands,  but  we also
need t o go t o t he market s and
communicat e t his t o our pot ent ial
customers.  It  has been also suggested
by t he expert s t o t rain t he chain of
dist ribut ors and ret ai lers for channel
management ,  so t hat  t hey maint ain
t he di sci pl i ne of  t he channel  -
geographically,  territ orially and price-
wise,  and also ensure t ransparency
of  t ransact ions.

Final ly,  i t  must  be underst ood t hat
there wil l  be no future for steel unless
our  cust omers and cust omer ’ s
cust omer cont inue t o buy and specify
st eel .  If  t he need arises,  we must
be able to develop applicat ion specif ic
product s for our cust omers.  SAIL has
successful ly developed product s for
nucl ear  appl i cat i ons,  boi l er
manuf act ur i ng,  moul ded vessel s,
sugar indust ry,  f lyover const ruct ions,
wind mi l ls,  ATM safes,  equipment s
for eart hmoving t ools and payloads
and def ense sect or.  SAIL is proud
t o be t he onl y manuf act urer  of
DMR249A pl at es f or  Indi an naval
ai rcraf t  carr iers and DMR249B f or
Indian naval  submarines.  SAIL is not

only t he producer of  cleanest  st eel
rai l  in India,  but  i t  has successful ly
developed t hick webbed asymmet ric
rai ls as wel l .  We are very good at
developing customized product  which
meet  t he requi rement  of  our
cust omers,  but  let  us,  for a change,
develop a new product  and creat e
an appet ite for it  amongst  it s potent ial
cust omers.

9.0 Delight ing Customers

If  t here is one t hing about  businesses
that  hasn’ t  changed in t hese changing
t imes – i t  is t he fact  t hat  cust omers
are t he key t o f ut ure of  t he
organizat ion.  However,  wit h changing
t imes,  t he cust omers t oo have
changed. Today, customers have many
purchase al t ernat ives wit h t he world
of  informat ion at  his f ingert ips.  Gone
are t he days,  when i t  was relat ively
easier t o at t ract  cust omers t hrough
dist inct ive product  feat ures,  pricing
st rategies and brand loyalt y programs.
A modern day cust omer  val ues
dependabi l i t y,  honest y,  i nt egr i t y,
corporat e reput at i on and mut ual
empat hy.  We need t o keep reminding
ourselves t hat  unl ike t echnology or
process,  a cust omer  cannot  be
managed.  Bui lding bet t er cust omer
relat ionship is much more di f f icul t
t han bui lding dist inct ive product s.

SAIL has t he honor of  cat er ing t o
some of  t he most  reput ed corporat e
names in Indian and global  business.
Indian Railways, the largest  rail network
of  t he world and our armed forces
are our  valued cust omers.  Tot al l y
oriented t owards customer care,  SAIL
has recent ly int roduced new processes
l ike Key Account  Management  (KAM)
in i t s market ing funct ions t o furt her
st rengt hen cust omer relat ions and
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provide qualit y service.  With long and
f l at  product s being market ed by
separat ed groups,  cust omers now
recei ve f ocused at t ent i on and
improved services.  Every requirement
of key customer is fulf il led by specially
f ormed groups compr i si ng of
market ing and plant  personnel  who
have the responsibil it y of  st reamlining
operat ing f rom order processing t o
order ful f i l lment .  This ensures t hat
customer receives the desired quant ity
and qualit y of supplies in desired t ime.

Al t hough SAIL has a wide cust omer
base and a range of pleased customers,
we need t o underst and,  t hat  our
compet i t ors are gaining on us and
we need t o t ake our  cust omer
relat ionship t o a new level .  We need
t o di scover  what  cust omers are
t hinking,  f eel ing and needing.  We
al so need t o grasp t he
interdependencies between customer
and company and be in his/ her shoes.
We also need t o develop t hat  abi l i t y
to read between the lines and t ranslate
t he value of  cust omer int o a new
product  or  servi ce.  Organi zat i on
leaders need t o fact or t hat  visceral
sense of  customers into t heir decision
making and establ ish a more int imate
and t rust ing relat ionship wit h t heir
cust omers.

10. 0  Unl imit ed Potent ial

SAIL’ s work cul t ure uniquel y
characterized by pursuit  of excellence,
ent erpr i se,  l oyal t y,  l earni ng and
dedicat ion – is replete with posit ivism.
It  is t his qualit y t hat  helped us survive
t he rough weat hers and i t  wi l l  be
t he biggest  weapon in our arsenal
as we march int o t he fut ure.  SAIL
has demonst rat ed t ime and again,

t hat  i t ’ s creat i ve,  commi t t ed,
ent erprising,  loyal  and det ermined
employees have unl imit ed pot ent ial .
SAIL can easi ly boast  of  i t s t op not ch
human resource development  program
and t he opport unit ies i t  provide t o
i t s employees for sel f  development .
However,  wit h changing t imes,  t he
expect at ions of  our employees t oo
have changed.  They are no longer
j ob secur i t y,  f inancial  rewards or
promot ion at  t he cost  of  qual i t y of
life. Their new priorit ies are autonomy,
i nvol vement ,  chal l enge,  j ob
sat isfact ion and personal growth.  The
message is clear:

“ If  t he companies don’ t  give i t ,  t hey
won’ t  get  i t ”

Tot al  people involvement  is t he need
of hour.  The best  thing about  employee
part icipat ion and employee involvement
is t hat  i t  makes employee feel  a real
sense of  wort h in t he organizat ion
and i t  gives more power  t o t hem
wi t hi n t he ent erpr i se.  Empl oyee
involvement  and part icipat ion is t he
most  effect ive way to make employees
work smart er and harder f or t heir
benef i t  and hence f or t he benef i t
of  t he organizat ion.  That  is why t he
import ance and scope of  employee
part icipat ion and involvement  are
crucial to the success of the enterprise.
The human resource development
st udies in past  t wo decades have
cl ear l y est abl i shed t hat  a di rect
relat ionship must  exist  bet ween t he
empl oyee and management  t o
emphasize individualism and promote
t eam work for bui lding a compet it ive
organizat ion that  can withstand rough
weat hers and t roubled wat ers.

The leadership requirements too have
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changed wit h changing t imes.  Wit h
indust ry evolving at  an ever quickening
pace,  leaders are facing chal lenges
t hat  require t hem t o t hink out side
t he box and look for solut ions in most
unusual  places.  To be ef fect ive and
drive business success,  leaders must
use ski l l s t hat  are f orei gn t o
“ t radi t ional  managers” .  They must
be f ar -si ght ed vi si onar i es who
cont inual ly look for innovat ive and
creat ive ways t o develop people and
expand t he business.  Pet er M.  Senge
in hi s f amous work,  The Fi f t h
Discipline, points out  the skills required
for leaders of  t he fut ure :

” The capacit y t o orient  t owards
what  t hey want  t o creat e :
Aspi rat ion

” The capacit y t o ref lect  on and
learn about  sel f :  Ref lect ion

” The capaci t y t o engage i n
meaningf ul  communi cat i on:
Conversat ion

” And,  t he capacit y t o const ruct
coherent  view of  t he whole:
Concept ual izat ion

Vi rgin Thomas,  Pl ant  Manager  of
Kel loggs Lancast er cereal  plant  says:

“ Leaders have t o paint  a pi ct ure,
make people bel ieve t hat  t he pict ure
i s cor rect ,  and t hen dr i ve peopl e
t oward t hat  pict ure.  Leaders are t he
individuals who are wi l l ing t o l ead
t he t roops up t he hi l l ,  so t o speak.
They real ize t hat  indust ry is operat ing
in a changing wor ld and t hey must
be capable of  l eading people t o t he
change. ”

Dave Maxwell Execut ive Vice President
at  Brazeway agrees :

“ Leaders are t he ones t hat  wi l l  al low

people t o be al l  t hat  t hey can be. They
t end t o pick t he best  al t ernat ive and
people nat ural ly f ol low. Managers are
f ocused on shor t -t erm,  immediat e
resul t s. ”

A chal lenging piece of  t he vision t hat
leaders must  develop is t he impact
of  rapid change.  In t he face of  t his
change,  successful leaders wil l  be t he
ones t hat  rely on ot hers t o help t hem
achieve desi red business resul t s.
Leaders wi l l  have t o t ake more of  a
coaching role in t he upcoming future.
Decisions wi l l  have t o be made by
t hose who are closest  t o t he work
and workplace.  The resul t s of  t his
t ype of  decision making:  great er
impl ement at i on success due t o
increased buy-in and pract ical i t y.
Leaders also need t o devot e more
t ime t o focus on st rat egic planning
and l ong-t erm goal  development ,
cri t ical  fact ors t o business success.

Leaders have got  t o give people t he
correct  informat ion and t ools t o do
t hei r  j obs.  They also have t o get
people commit t ed t o t he l i f e-t ime
learning process.  Leaders who do not
support  and encourage a const ant
learning environment  st unt  employee
devel opment  minimi zi ng t he
cont r ibut ions t hey make t o keep a
business ahead of  t he compet i t ion.
To ef f ect i vel y encourage an
environment  of  cont inual learning and
accept ance of  change,  leaders must
possess and apply int erpersonal  and
t echnical  ski l ls.  In addit ion t o t hese
skil ls,  t he leaders must ,  “ be st rategic
t hinkers and innovat ive.  They must
t ake calculat ed risks wit hout  wait ing
for t he compet i t ion t o make a move.

At  the cusp of the 21st Century,  leaders
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are f aced wi t h a growing l i st  of
chal l enges:  rapi dl y changing
t echnol ogy,  downsi zi ng,  gl obal
compet i t ion,  and higher cust omer
demands.  They cannot  ef f ect ively
handle t hese demands on t heir own.
Truly successful leaders who t ranscend
t heir t echnical  niche or indust ry of
expert ise have two things in common.
Maxwel l  says:

“ Ef fect ive leaders hire good people
around t hem and t hen leave t hem
alone t o do t heir j ob.  As a leader,
you also must  have t he abil it y t o keep
yoursel f  in perspect ive. ”

11. 0  Sustaining t he Future

Forging a st rong and prosperous
fut ure is simply not  possible unless
our st rat egies produce sust ainable
weal t h – i .e.  creat es product s,  goods
and services t hat  can be sust ained
social ly – and in t urn leads t o general
wel l  being of  societ y in which i t
operat es.  SAIL chairman,  Mr.  S.  K.
Roongt a emphasizes:

“ We cannot  l i ve as an i sl and of
prosper i t y.  Our  per i phery has t o
develop in t andem”

True to our credo statement ,  we value
t he opport unit y and responsibi l i t y t o
make a meaningf ul  di f f erence i n
people’s l ives.  SAIL’s maj or t ask was
to spread prosperit y through economic
and social development  in and around
al l  places where i t s plant s were set
up.  It  has been st r iving hard t o do
so as an ideal corporate social cit izen.
SAIL,  t hrough i t s various peripheral
development al  act ivi t ies,  has been
support ing educat ional charit able and
welfare inst itut ions within and outside
t he st eel  t ownships.  These act ivi t ies

i ncl ude heal t hcare programs,
educat ional  ini t iat ives,  promot ion of
sports and cultural act ivit ies, ancil lary
development ,  building inf rast ruct ure
l ike roads,  providing drinking wat er
and sanit at ion faci l i t ies et c.  SAIL is
acutely conscious of  it s environmental
f oot pr i nt s.  We are commi t t ed t o
minimizing the environmental impacts
of  our  operat i ons t hrough l egal
compl iance,  cont inual  improvement
and volunt ary ini t iat ives.

We are moving in r ight  di rect ion,
but  we have t o t ake care t hat  our
corporat e social  responsibi l i t y (CSR)
ini t iat ives do not  become cosmet ic
or ornament al  in nat ure.  We must
st rive hard t o make our CSR st rat egic
and operat ional .  It  is clear t hat  a
compet it ive organizat ion needs healthy
society, educated workforce, effect ive
ut i l izat ion of  nat ural  resources and
a safe accident  free work environment .
In t urn t he communit ies need j obs
and empl oyment ,  t he weal t h,
prosperi t y and improved st andard of
l i ving.  CSR act ivi t ies must  aim at
mut ual  benef i t  of  communi t y and
the organizat ion and we need to focus
on t hat  common space.  Companies
must  integrate social perspect ive into
t he core f ramework i t  uses t o
underst and compet i t ion and guide
it s business st rat egy by f inding ways
t o reinforce corporat e st rat egy by
advancing social  wel fare.

CSR should also aim at  improving t he
overal l  image of  company and st eel
as such.  SAIL is proud of  cont ribut ion
t hat  st eel makes in sculpt ing t emples
of  modern India.  It  is indispensable
i n t he wel f are of  t he mankind.
However,  some of  t he recent l y

16

GROWTH, VOLUME 35, NO. 1, APRIL - JUNE, 2007

Companies must
integrate social

perspective into the
core framework it
uses to understand
competition and
guide its business

strategy by finding
ways to reinforce

corporate strategy by
advancing social

welfare.

Feature
Art ic le



Summary of  apparent  consumpt ion of  f inished steel 1 999 t o 2008

(Mi l l ion Tonnes)

Re gi on 1 9 9 9 2 0 0 0 2 0 0 1 2 0 0 2 2 0 0 3 2 0 0 4 2 0 0 5 2 0 0 6 2 0 0 7 2 0 0 8

European 152. 9 160. 0 156. 5 156. 7 158. 8 162. 0 164. 0 167. 0 167. 3 166. 5
Union 25

European 138. 0 143. 4 140. 0 138. 6 140. 0 142. 5 144. 0 145. 8 146. 2 145. 5
Union 15

Ot her Europe 18.2 22.1 20.6 20.7 24.1 25.0 26.0 27.0 28.7 29.5

Former  USSR 31.0 38.8 41.2 38.3 43.4 45.0 48.0 50.0 51.5 53.0

NAFTA 142. 4 149. 2 132. 1 135. 1 132. 9 138. 5 141. 5 145. 5 145. 5 143. 5

S America 24.8 28.1 28.4 27.4 28.1 30.5 31.5 33.5 34.5 35.5

Africa 15.4 15.0 16.3 17.4 17.1 17.5 18.0 18.5 19.0 19.0

Middle East 16.6 18.4 19.1 20.9 21.6 22.5 24.0 25.5 26.5 27.5

PR China 122. 6 124. 6 153. 4 185. 6 230. 9 257. 5 273. 5 284. 0 290. 5 296. 5

Japan 68.9 76.1 73.2 71.7 73.8 73.7 74.7 75.0 75.5 75.0

Ot her Asia 109. 0 119. 5 118. 9 129. 5 133. 3 138. 3 140. 8 143. 0 143. 5 145. 5

Asi a 300. 5 320. 2 345. 5 386. 8 438. 0 469. 5 489. 0 502. 0 509. 5 517. 0

Oceania 6.7 6.4 6.3 7.1 7.5 7.5 8.0 8.0 8.5 8.5

W O RL D 7 0 8 . 5 7 5 8 . 2 7 6 6 . 0 8 1 0 . 4 8 7 1 . 5 9 1 8 . 0 9 5 0 . 0 9 7 7 . 0 991 . 0 1000 . 0

(Annual  report  2007,  MEPS Int ernat ional  Limit ed)

Table 1 : Summary of apparent consumption of finish ed steel

conduct ed st udies indicat e t hat  most
of  t he populat ion is ignorant  of  t his
cont ribut ion.  A poor image of  st eel
in society ult imately affects the choice
of  st eel  in product s.  A poor image
of  st eel  in young people af fect  t heir
career choice.  A poor image is st eel
in government  af fect s t he choice of
pol icies made on issues which af fect
our abi l i t y t o serve t he societ y at
large.  Last ly a poor image of  st eel
in t he f inancial  communit y af fect s
t he valuat ion of  our businesses and
avai labi l i t y of  invest ment  capi t al .
Therefore,  i t  is a maj or chal lenge
for SAIL t o ensure t hat  image of  st eel
and SAIL in the general public matches
t he new vision for st eel  t hat  we hold
in indust ry.

12. 0  Conclusion

The path to future is all about translat ing
bel iefs int o business.  A vision – t hat
is deeply ingrained in t he mind of
our  people and l ooks beyond t he
horizon.  An opt imism - t hat  st ret ches
t he boundar ies of  possibi l i t i es.  A
commit ment  – t hat  is driven by t he
passion t o excel  and a dest inat ion –
t hat  is ahead of  t he best s of  t he best .
We have al l  t he right  ingredient s t o
be what  we want  t o be.  However,  t his
pat h is ful l  of  unexpect ed chal lenges
and we bet t er st and prepared for i t .
Our  glor ious past  i s behind us as
we l ook f orward t owards l eading
Indian st eel  indust ry int o fut ure.
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Description Technology Technologies Corporate

World Over in SAIL plants Plan 2010

BOF st eel  Making 100 % 80 % 100 %

Cont inuous cast ing 100% 60 % 100 %

Iron ore benef iciat ion Yes No Yes

Pellet isat ion Plant Yes No Yes

Coke dry quenching Yes No Yes

Top pressure recovery t urbine Yes No Yes

Auxi l iary fuel  inj ect ion in BF Yes CDI Part ly CDI ful ly

Copper st aves (closed loop DM Wat er) Yes Part ly Fully

Desulphurizat ion of  Hot  Met al Yes Part ly 100 %

Thin Slab Cast ing Yes No Yes

Compact  st r ip mil l Yes No Yes

Round cast er for wheels Yes No Yes

Beam blank Cast ing Yes No Yes

Coupled pickl ing and t andem Mil l Yes No Yes

Hot  rol led galvanizing Yes No Yes

Plant Hot Metal Crude Steel Finished Steel

Bhilai  St eel  Plant 7.00 6.70 6.20

Durgapur St eel  Plant 3.20 3.00 2.84

Rourkela St eel  Plant 2.99 2.80 2.55

Bokaro St eel  Limit ed 6.50 6.20 5.79

IISCO St eel  Plant 2.91 2.50 2.37

Alloy Steel Plant - 0.47 0.43

Salem St eel  Plant - 0.18 0.36

Visvesvaraya Iron & St eel  Limit ed 0.33 0.23 0.22

Total 22. 93 22. 08 20. 76

Table 3 :  Plan for  int roduct ion of  new t echnologies  in

Corporate Plan 2010

Table 2 : Projected Plant Wise Production in Corpor ate Plan 2010
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Figure: 1: Cost of Iron ore and Coking Coal in US Do llar
per Metric Ton
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1. 0 Leadership Defined

Management  t ext s have elaborat ely
def ined t he feat ures and role of  a
leader.  A few individuals f locked for
t he purpose of  achieving a goal  may
select  a leader based on some t ime
t est ed charact erist ics :  a role model,
wit h unblemished int egri t y,  et hical
values, good communicat ion and above
all a team man who is able to mot ivate
everyone and navigate the team under
dif f icult  circumstances. Extending the
concept ,  a community leader occupies
hi s posi t i on based on t he same

percei ved val ues by t he group
members.  This wel l  est abl ished norm
of  choosing a leader regret t ably fai ls
quite of ten and there have been cases
of  hist orical  blunder when a leader
occupies t he highest  chair by virt ue
of  a brute maj orit y in a parl iamentary
democracy or  muscl e power  i n
aut ocracy.  Leadership by maj or i t y
may also at t ain legit imacy wit h t he
help of a series of convenient  all iances
which last  for a specif ic t ime period.
The pol i t i cal  and economic
consequences of  such shor t - l i ved
leadership are wel l  known.

* Execut ive Direct or (HRD), MTI, SAIL, Ranchi

○ ○ ○ ○ ○ ○ ○ ○ ○ ○ ○ ○ ○ ○ ○ ○ ○ ○ ○ ○ ○ ○

Abst ract

The sust ainabi l i t y of  growt h of  manufact ur ing indust r ies highly depends upon t he speed
of investment  in infrast ructure indust ries. SAIL has the compet it ive edge having infrast ructure
suppor t  f or  capaci t y expansion having i t s own capt ive source of  Raw Mat er ial s.  To
sust ain leadership at  al l  levels,  SAIL would have t o adopt  innovat ive business pract ices.

Keywords :  Leadership,  Compet i t ive,  Innovat ive

Leading for the Future : SAIL Story

Sushim Banerj ee*
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2. 0 Industrial Leader

Looking asi de,  t he concept  of
leadership in a indust r ial  segment
is much more concise and focused.
One has a whole lot  of  measurable
paramet ers t o perceive and select
a leader of  t he segment .  The market
percept i on of  a segment  l eader
somet imes t ranscends the measurable
indices and brings in feat ures t hat
depend on qual i t at ive measurement .
The current  concern of  t he indust ry
on business et hics,  corporat e social
responsibi l i t y and envi ronment
management  have become the primary
det erminant s f or  t he choice of  a
leader.

2. 1 Market  Share :  A Pr imary
Indicat or

Wit h a marginal ly higher t han
22 per cent  of  market  share,
SAIL cont inues to enj oy the status
of  t he market  leader in Indian
St eel  Market .  Ot hers are :  Tat a
(8.1) Rasht riya Ispat  (6.0),  Essar
(4.5),  Jindal  (3.6),  Ispat   (5.0),
Bhusan (1.6),  Import s (8.9) et c.
Cur rent l y SAIL i s market i ng
around 10.1 mt  of  f inished st eel
in t he market  out  of  a t ot al
consumpt ion of  45.5 m. t .  Wit h
more number  of  produces
emerging i n t he scene,  t he
market  share of  est abl i shed
producers get s t hreat ened and
if  t he rat e of  growt h of  t ot al
consumpt ion goes up at  a rat e
higher t han t he growt h rat e of
f i ni shed st eel  sal es by an
individual producer,  t he market
share of  each world undergo a
change. This scenario is a dist inct

possi bi l i t y as an i ndi vi dual
producer cannot  always plan for
capaci t y expansion at  a rat e
equal  t o or more t han t hat  of
t he t ot al  and one need not  get
unduly wary of  losing market
share on t hat  count .

2. 2 On a futurist ic note, Indian Steel
demand is proj ect ed t o grow
at  an annual  average rat e of
not  less t han 10 percent  per
annum.  At  t his rat e,  t he t ot al
f inished st eel  consumpt ion may
reach around 155 m. t .  by 2019-
20.  At  t he current  proj ect ion
of  180 – 200 m. t .  of  crude st eel
product i on by 2019-20,  t he
f inished st eel  product ion in t he
count ry comes t o approx.  162
– 180 m.t . The surplus availability
(product ion over consumpt ion)
can be pl anned as expor t .
However,  t he sust ainabi l i t y of
st eel  demand at  a secular rat e
of  10 percent  per  annum i s
f raught  wit h uncert aint y.  While
GDP growth in t he recent  period
is quit e signif icant  reaching 9.4
percent  i n 2006-07,  t he
cont inuat ion of  st eel  demand
at  an annual  average rat e of
10 percent  per annum hinges
cruci al l y on t he growt h of
manufacturing and const ruct ion
segments.  Manufacturing sector
has grown by an impressive 12.3
percent  in 2006-07 as against
9.1 percent  in t he previous year
t hereby cont r ibut ing t o a 16
percent  growt h i n st eel
consumpt i on i n 2006-07 as
against  13.3 percent  in 2005-
06.  The sust ainabil i t y of  growt h
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of  manufact uring sect or in t urn
depends on t he i nvest ment
t empo in inf rast ruct ure sect or
(Power,  Port s,  Roads,  Airport s,
Pet ro-chemicals. Oil & Gas etc.).
This alone would provide a much
needed boost  t o secondary
sect or ’ s (manuf act ur i ng,
elect r ici t y,  gas,  wat er supply
and const ruct ion) cont ribut ion
to GDP in place of tert iary sector.
This can only happen under a
pol i t ical l y st able government
which should work for a lower
inequality of income and a robust
economic growt h t hat  would be
incl usi ve wi t h benef i t s of
economic growt h percolat ing
down t he lowest  st rat a of  t he
society.  Agriculture that  engages
more t han 60 percent  of  our
popul at i on must  grow at  a
minimum rat e of  4 percent  per
annum and manuf act ur i ng
growth to generate employment .

2. 3 SAIL has t he unique advant age
of  possessing t he basi c
inf rast ruct ure   requi red f or
brownf ield capacit y expansion
as wel l  as t he capt ive sources

of  iron ore t hat  provides a huge
compet i t ive edge.  One of  t he
basi c obj ect i ves of  SAIL’ s
Corporat e Plan is t o upgrade
t echnol ogy,  make 100%
product ion t hrough cont inuous
cast ing and increase f inished
st eel  percent age by drast ical ly
cut t ing down semi-f inished steel
f or  sal e.  By 2010-11 SAIL i s
planning t o increase product ion
of  crude st eel  f rom t he current
level  of  13 mt .  t o 24.90 mt .
wit h a f inished steel component
of  21.7 m. t .  By adding a f resh
greenf ield expansion of  10 mt .
and ot her brownf ield expansion
amount i ng t o 5 mt . ,  t he
proj ect ed level  of  crude st eel
by SAIL can be t aken as . 40
mt .  by 2019-20.  This impl ies
that  by the end of second decade
of  2000,  SAIL woul d market
approx.  38. 0 mt .  of  f inished
steel which yields a market  share
of  22.3 percent .

Thus in t he long t erm also,  SAIL
can remain a leader with  regard
t o market  share index t o be
closely f ol lowed by Tat a and

(Rs.  In Crore)

Company                Net sales           Operat ing Profit        Net Pro fit

2006-07 Growth % 2006-07 Growth % 2006-07 Growth %

St eel Aut horit y

of  India Lt d 33923.12* 21.79 10966.23 48.58 6202.29 54.56

Tat a St eel  Lt d 17552.02 15.36 7254.84 18.17 4222.15 20.41

JSW St eel  Lt d 8594.44 38.27 2812.95 35.78 1292.00 50.84

Jindal  St eel  &

Power Lt d 3519.81 35.89 1431.37 35.66 702.99 22.70

* Excluding Excise Dut y,  Source:  Media report s /  Unaudit ed Account s.

22

GROWTH, VOLUME 35, NO. 1, APRIL - JUNE, 2007

SAIL has the unique
advantage of

possessing the basic
infrastructure
required for

brownfield capacity
expansion as well as
the captive sources of
iron ore that provides

a huge competitive
edge.

Feature
Art ic le



Jindal s.

2.4 High vol ume ref l ect s hi gh
t urnover.  The fol lowing t able
summarizes t he producer-wise
st at us f or  2006-07

An organizat ion wi t h massive
turnover enjoys an excellent  edge
over ot hers in t erms of  a st rong
bargaining power on pricing of
raw mat erials,  expanding t he
cust omer base and has a maj or
i nf l uence on t he  pr i ces of
f i ni shed product s and t he
relevant  pol icy formulat ion by
t he Government .  Net  prof i t  as
a percent age of  net  sales is a
broad ref lect ion of  t he product
real izat ion.  Higher sale of  value
added product s or  market ing
in a value-added segment  may
only add t o prof i t s.  SAIL needs
t o lay more emphasis on t his
aspect .

3. 0 Niche Market

Creat ion of  a niche market  has
been one of  t he f oremost
market i ng st rat egies of  a
successf ul  organi zat i on.
Commensurate with the product
l i f e cycle,  a cont inuous and
serious ef fort  on R&D is a pre-
requisite for compet it ive success.
Hist ory of  global  st eel  indust ry
has amply demonst rat ed t hat
many leading st eel  producers
in Northern America and Western
Europe have either disintegrated
or merged wit h t he newer ones
due primari ly t o t heir inabi l i t y
t o make drast i c changes i n
product -mi x,  organi zat i on

st ruct ure,  raw mat erial  sources
that  the compet it ive compulsions
demanded. Having been confined
to t radit ional sectors with bloated
cost s of  product ion and being
out  of  t une wit h t he changing
pat t ern of  demand,  many large
producers of  yest er years have
made inglorious exit .  Thus, value
addit ion in t he product  range
by ef f ect ive reengineering of
t he process and st ruct ure is an
essent ial  hal lmark of  a leading
organizat ion.

3. 1 Product -wise,  SAIL has a maj or
share in HR Coi l  /  Sheet ,  plat e
and Railway materials and closely
fol lows Tat a in CR Coi l  /  Sheet .
In al l  t hese product s new
producers are emerging and are
l ikely t o t hreat en t he current
market  share held by SAIL.  For
inst ance,  new capacit ies in HR
by Essar,  Jindals,  Bhushan and
Ispat  and t he l ikely addit ion by
POSCO & Arcelor-Mi t t als may
bring t hem closer t o a higher
market  share in HR and plat es.

3. 2 It  i s wel l  appreci at ed t hat
market i ng hi gh vol umes i n
ordinary st andard grade and
holding on t o market  share in
t radit ional  sub-segment s is an
out dat ed st rat egy and should
not  f ind place in t he corporat e
mast er plan of  a leader.  There
is an urgent  need to bring qualit y
upgradat ion in t he whole gamut
of  product  range and i t  i s
heart ening t o not e t hat  most
of  t he f ut ur i st i c changes
envi saged i n t he pat t ern of
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demand are being duly t aken
care of  in SAIL’s modernizat ion
plans.  Thus,  AP1 grade of  sheets
and plat es for t he booming oi l
and gas sector, wide width plates
(4. 5 met er  in t he minimum)
for shipbuilding and power plant
equipment  manufactures, higher
grades of  Boi ler qual i t y plat es,
t hinner sizes of  cold rol led and
galvanized product s t o cat er t o
automobiles, consumer durables,
rural  households,  cold heading
/  high carbon wi re rods f or
fast ener indust r ies,  TMT bars
wi t h more t ensi l e  /  yi el d
st rengt h,  uni versal  beam /
paral l el  f l ange beam f or
mult istoried /  heavy const ruct ion
and longer  l engt h Rai l s wi t h
improved propert ies t o cat er
to high speed /  high load bearing
capacit y of  rai l  wagons,  higher
grades of  CRNO et c.  are some
of  t he sect or-specif ic demand
t hat  would be t aken care of  in
the proposed product -mix of SAIL
under modernizat ion.  It  would
enable SAIL to enter t hese niche
/  value added markets and enrich
t he product  component s.  In our
t radit ional sectoral analysis,  t he
volume of  t he product s t o be
marketed by SAIL may not  enable
it  t o hold on t he current  market
share in t he fut ure as wel l .  But
f ur t her  anal ysi s of  t he sub-
segment s wit hin a broad sect or
woul d ref l ect  t hat  SAIL i s
gradual l y creat ing a marked
presence in t he sub-sect or by
having more sales real izat ion
and a sat isf ied  cl ient ele.

3. 3 The changes in t hese regards
are al ready perceived.  In some
of  t he t radit ional  segment s l ike
const ruct ion,  even t hough SAIL
market  share is much lower than
t he secondary re-rol l ing sect or,
t he product  qual i t y of  SAIL
fet ches a mark-up in t he eyes
of  t he consumer and t herefore
in t he proj ect  const ruct ion sub-
segment ,  t here i s a marked
preference for SAIL mat erials
and i t s capacit y is ful ly being
ut i l i zed t o meet  proj ect
requirement s.  There is a need
t o f ur t her  rei nf orce t hese
st rengt hs and cont inue t o serve
the mega proj ects in the massive
rebui l di ng ef f or t s cur rent l y
underway.  The t rust  and t he
conf idence reposed by the maj or
proj ect  aut hori t ies in deal ing
wi t h SAIL are t o be f ur t her
car r i ed f orward.  This i s t he
credibilit y of a producer planning
t o lead f rom t he f ront  in t he
f ut ure.  Whenever,  t here is a
natural calamit y and large scale
devastat ion with loss of innocent
l i ves,  SAIL had always come
forward to reach steel (GC sheet
/ TMT Bars f or  house
const ruct ion) at  af fected places
l ike Bhuj ,  Jammu & Kashmir
& ot her places.

4. 0 Business Pract ices

This brings us to the third crucial
paramet er of  t he choice of  a
leading organisat ion.  Business
et hi cs,  set t i ng up of  a high
st andard in deal ing wi t h t he
publ ic and conformance t o wel l
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laid-out  systems and procedures
are some of  t he maj or hallmarks
of  a business leader and SAIL
t akes pride in excel l ing i t sel f
in al l  t hese paramet ers.  St rict
pursuance of  st andard met hods
and pract ices irrespect ive of  the
needs of a fast  changing scenario
would not  t ake a commercial
organizat ion up in t he ladder
very fast .  Being in public sector,
uni f ormi t y i n pract i ces
par t i cul ar l y i n commerci al
mat t ers,  is much sought  af t er
and SAIL has been following these
pract i ces wi t hout  any
discr iminat ion.  In t he coming
years,  however,  commercial
compul si on i n a f i er cel y
compet it ive scenario wit h many
global  players having emerged
on t he scene,  may force SAIL
t o opt  for innovat ive business
pract ices not  exercised hitherto.
To t he ext ent  possible,  non-
di scr iminat i on,  f ai r  and
t ransparent  deal i ngs woul d
cont inue t o guide SAIL’s pol icy
and t hereby reaf f i rm t he fai t h
of  t he “ Aam Aadmi”  t o approach
SAIL for meet ing t heir needs.

4. 1 This is where t he issue of  rural
penet rat ion comes in.  It  has
now been st rongly felt  that  urban
concent rat ion of  steel use would
not  take the count ry much ahead
and India’s rural populat ion must
be exposed t o st eel  use.  The
massive pot ent ial  hidden in t he
rural  and semi urban areas in
terms of  steel use in rural roads,
bridges,  communit y bui ldings,

hospi t als,  schools and houses
can be t apped so t hat  st eel
consumpt ion in t he count ry is
progressed signi f icant l y.  It  is
heart ening t o not e t hat  SAIL
has al ready embarked on
creat ing a wide supply chain
network t hroughout  t he count ry
for reaching steel at  t he remote
par t s.  Thi s i s a uni que
exper iment  cover ing al l  604
dist r ict s of  t he count ry wi t h
appointment  of at  least  one small
dealer in each dist rict  to instant ly
meet  maj or rural  requirement s
of galvanized steel and reinforced
bar.  SAIL has appreciat ed t hat
sheer avai labi l i t y of  basic st eel
in l imit ed t onnages is t he f i rst
st ep t owards making rural
populat ion aware of  the benef it s
of  st eel  use.  The af fordabi l i t y
of  st eel in comparison t o local ly
avai lable and ot her compet ing
mat er i al s l i ke concret e,
aluminum,  asbest os,  PVC et c.
is t aken into account  by of fering
various incent ives to the dealers
who would act  as t he agent  of
change and ambassador of  SAIL
product s and would go a long
way t owards creat ing a brand
image for SAIL wit h abundant
mi l eage i n corporat e
communicat ion and publ ici t y.

5. 0 In t his age of  knowledge-based
economy and f ree f l ow of
i nf ormat i on,  t he growt h of
industry is inseparably linked with
t he wel l  being of  t he societ y.
Pure obsession wit h commercial
success can persist  f or  some
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t ime for a small player.  A leading
organizat ion wi t h an eye f or
t he fut ure must  cont ribut e for
the larger interest  of the society.
Corporat e social  responsibi l i t y
i s t o become an essent i al
compet ent  of  t he growt h
st rat egy of  a l eading
organizat ion.  SAIL has al ready
made elaborat e plans in t his
regard by adopt ing model vil lage
development  programmes and
var i ous ot her  per i pheral
development  works including
laying down of  wat er pipe l ines
t o remot e areas,  bui lding of
school ,  communit y and heal t h
cent ers,  rural  houses,
programmes f or  woman
empowerment ,  supply of  st eel
bul l ock car t s i n vi l l ages,
promot ion of  sport s act ivi t ies,
sani t at ion programmes et c.

6. 0 Conclusion

To ret ain t he role of  a leader
in t he most  dynamic and fast
changing environment  l ike st eel
is a di f f icul t  proposit ion.  The
market  is going t o be ext remely
demanding wi t h highest  level
of  cust omer service.  India is
al ready on t he t hreshol d of
global izat ion where every other
count ry i s eyi ng t he Indian
market  for i t s vast  pot ent ial .
The t ask of  int egrat ing t he rural
economy wit h t he fast  pace of
urbani zat i on requi res a
metamorphosis of cultural values
and aspirat ions. SAIL as a market
l eader  i s f ul l y geared up t o
galvanize i t s manpower t o be
at  t he t op of  t he waves of
changes while fulf i l l ing it s social
responsibi l i t y as a great
corporat ion.

26

GROWTH, VOLUME 35, NO. 1, APRIL - JUNE, 2007

SAIL as a market
leader is fully geared
up to galvanize its
manpower to be at
the top of the waves

of changes while
fulfilling its social
responsibility as a
great corporation.

Feature
Art ic le



Product ivi t y becomes t he measuring
scale of  t he growt h and development
or t he st rengt h of  an indust ry or a
company.  It  can be done by various
syst ems of  Management  .But  in al l
syst ems we f i nd t hat  i ncrease in
product ivity depends upon Man, Money,
Machine,  Mat er ial  and Market ing.

Who manages a Company ?

In every Inst i t ut ion whet her i t  is a
company,  fact ory,  bank or any Govt .

or Non-Govt .Of f ice,  t here is one or
more Execut ives who manage man,
money,  mat er i al ,  machines and
market ing.  It  needs an Execut ive wit h
qual i t ies of  Management .  Managing
machines,  mat er i al ,  money and
market ing need some t echnical  and
managerial  ski l l  only.  But  t o manage
man is an art  and as wel l  as a science
whi ch has much l ess t o do wi t h
academic approach but  an approach
beyond t hat .  It  needs an enl ight ened

Transformation Leadership : The Inner
Experience

Swami Shashankananda*

* Secret ary, Ramkrishna Mission Ashrama, Morabadi,  Ranchi
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Abst ract

Man is a personif icat ion of  int el lect ual  and rat ional  t hinking shaped by educat ion which
gives him knowledge and moulds his personal i t y and not  a machine as claimed by
Taylor  & Gl ibret h.  The spi r i t ual  knowledge of  At man and merger  of  t hree gunas leads
t o  t he achievement  of  t ransf ormat ion leadership which aims at  sel f  enl ight enment
and overal l  posi t ive growt h.  Thus management  is a mani f est at ion of  spi r i t ual i t y and
ar t  at  one hand and scient i f i c t echniques at  anot her.

Key Words :  Management ,  Personal i t y,  Leadership
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personal i t y.  An awakened,  noble,
ef f icient  person of  commit ment .

Let  us now t ry t o underst and t he
devel opment s i n t he f i el d of
Management  Syst em in t he past  and
t ake lessons f rom t hese experiences
t o choose a right  st rat egy.

F. W. Taylor, the father of  the scient if ic
Management  was of  t he opini on
that

” The st rengt h of  an organizat ion
is i t s product ivi t y.

” Product ivi t y can be improved
endlessly.

”  Decl ine in product ivit y can also
be improved endlessly.

”  Decl ine in product ivi t y makes
all suffer – the individual,  worker
Group,  and Nat ion at  large.

Taylor t reat ed Man as machines,  raw
mat erials and ot her sources. .  In t he
process of  achievi ng maximum
product ivi t y he considered Man as
purely a physical  ent i t y.  To achieve
the highest  product ivit y,  management
is t he ef f iciency in using Man power,
Land,  Machines,  Raw mat erials and
other sources. He thought  that  machine
works best  when wel l  – lubr icat ed
and well maintained. Similarly workers
would work best  if  provided with good
working condit ions,  wel l  t rained and
properly paid.  Frank Glibreth’s system
Management  also shared t he same
opinion.

But  man is not  a machine or dead
insent ient  mat t er.  It  can not  be dealt
l ike machine and mat erial  .  Even a
worm is bet t er t han a machine.  A
huge locomot ive has rushed on over

t he l ine and a smal l  worm t hat  was
creeping upon one of  t he rai ls saved
it s l i fe by crawl ing out  of  t he pat h of
t he locomot ive.  Yet  t his l i t t le worm,
so insignif icant  t hat  i t  can be crushed
in a moment ,  is a l iving somet hing,
whi le t his locomot ive,  so huge,  so
immense,  i s onl y an engine,  a
machine.  You say t he one has l i f e
and t he ot her is only dead mat t er
and al l  i t s power and st rengt h and
speed are onl y t hose of  a dead
machine,  a mechanical  gadget .

To be more f ree is t he goal  of  al l
our efforts, for only in perfect  freedom
can t here be perfect ion.  This ef fort
t o at t ain f reedom underl ies al l  forms
of  evol ut i on -  physi cal ,  ment al ,
intellectual, social, cultural, educat ional
and spirit ual - down f rom the Darwin’s
Theory of  Evolut ion t o t he Highest
Phi losophy of  l i fe int ernal  ,  whet her
we know i t  or not .  Man is t he highest
physical  f orm  of  l iving being and
superior t o al l  ot her beings

Nature of Human Personality

” Let  us now discuss what  we
underst and by ‘ MAN’ .  Man is
super i or  t o any ot her  l i vi ng
being.

” What  makes him dif ferent  f rom
ot her beings ?

” Is Man only as he appears i .e.
t he physical  body or does he
has some ot her dimension ?

” Does man dies wit h t he deat h
of  a body ?

” What  is t he purpose of  t his l i fe?

Manomaya-kosha

” Man t hen merges in Mind and
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senses which i t s subt le body is.
This mind proj ect s t he world
of  dreams.  The subt le senses
exper i ence dream.  We see
people, animals, roads, buildings
and what  not .

” This is t he emot ional dimension
of  Man.  It  experiences pain and
pl easure,  l ove and hat red,
appreciat ion and condemnat ion.

” Act ual ly i t  is not  t he body t hat
experiences anything,  it  is mind
when at t ached wi t h any part
of  t he body t hrough senses i t
exper iences.

Vigyanmaya-kosha

” The Int el l ect  recognizes and
cert i f ies what  he sees,  hears,
t ouches,  t ast es or smel ls in t he
dream.  This int el lect  also is a
sheat h but  not  t he Real  Man.

” Chit t a is t he memory.  When he
comes out  of  t he dream,  he
remembers al l  what  happened
in t he dream.

” That  shows t hat  t hough he was
separat e f rom body but  mind,
senses and int el lect  and Chit t a
were wit h him in dream.

” This is t he Psychic dimension
of  Man.

” This Psychic body (Sukshma-
sharira of  mind wit h 5 senses,
Intel lect ,  Memory and ego) does
not  die wit h t he deat h of  t he
gross body.

Physical personality may be a loving,
beautiful and attract ive but he may
be a Fool

” A young man/ woman with robust

and very heal t hy body,  wi t h
handsome/ beaut i ful  at t ract ive
appearance may be put t ing on
nice dress,  but  i f  he/ she is not
educat ed his human personal it y
remains at  zero at  physical level.
This personal i t y is not  bet t er
t han an animal  or a bird.  Ahaar
nidra bhaya maithunamcha, t his
is t he nat ure of  animal  also .He
is t o be educat ed.

” Moreover t he physical  beaut y
perishes wit h t he age.  It  is very
t emporary.

” Man has Psychic body behind
t his physical  body.  He needs
educat ion since he has t hi rst
f or knowledge.

Which Educat ion makes Human
Personality ?

Today we consider  a man
educated if  he has a universit y degree.
Thi s educat i on brought  by Lord
Macauley is negat ive educat ion which
does not  enables a man t o st and on
his own feet  and does not  provide
st rengt h t o face t he st ruggles of  l i fe.
Knowledge t he f rui t  of  Educat ion is
power.  The Educat ion t hat  makes
us weak,  fearful ,  nervous,  a l i fe of
tension and frust rat ion is no educat ion.

” A man/ woman may be wel l
educat ed,  but  i f  he/ she has no
manners t o t alk wit h ot hers or
has no sweet ness in his t alks,
i f  he is not  gent le in nat ure
hi s personal i t y i s very l ow
because t he educat ion aims at
humi l i t y “ Vi dya dadat i
vinayam” He is st i l l  ignorant .
Educat ed means a man of
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charact er  and possessor  of
human values

It  is not  money that  makes Personalit y
but  cont ent ment

” He/ she may be earning crores
per mont h in a business or a
very high salaried person or on
a very high responsible post .
But  r ichness or a high post  or
worldly st at us  does not  make
a man happy.  We observe many
rich people commit t ing suicide
or leading a miserable l i fe ful l
of  f rust rat ion,  t ension,  suicidal
t endency and always shedding
t ears.

” He is not  poor who has no money
but  he who has money but  go
f or  br i bery.  Ri chness i s
cont ent ment  (Sant osha)

Industry is a Human Organizat ion

” Pract i ci ng Manager  OLIVER
SHELDON said Indust r y i s
pr imar i l y a HUMAN
ORGANISATION.

” This psychic dimension of  ‘ man’
t ranscends t he animal  nat ure
of  man.  Here he i s a social
animal .  He has a mind and
int el lect .

” He is creat ive.  He has feel ings
and emot i ons.  He has
imaginat ions.  He has t ast e and
choi ce.  He has power  of
independent  t hinking,  decision
making,  pl anning,  and
implement at ion.

” He want s f reedom t o work,
part icipat ion,  sel f -respect  and
dignit y,  a good behavior f rom

ot hers,  Job sat isfact ion and so
on.

This t ransformat ion in the Management
syst em based on Psycho-social
considerat ion needs TQM as managers
wi t h t ransf ormat i onal  l eadership
at t i t ude.

Leader is a bet t er word in place of
Manager or Execut ive

” This word awakens t he sense
of  part icipat ion in t he workers,
inspi rat ion f or  j oint  ef f or t s,
t eam spi r i t  and i nt ense
involvement  of other colleagues.

” It  el iminat es t he vi ces of
Employer employee relat ionship
or  t he bossing at t i t ude of
Manager and fearful ,  avoiding,
cri t icizing and non-cooperat ing
at t i t ude of  t he subordinat es.

” An Execut i ve or  Manager  i s
appointed by order and is obeyed
in fear but  a leader is fol lowed
by fai t h and conf idence.

Who is a Leader?

Leadership may be Const ruct ive or
dest ruct ive.  It  is det ermined by t he
virt uous or vicious obj ect  behind t he
act ivit y and t he qual it y of  t he leader.

A vi r t uous Leadership is based on
Principles and leads t o t he growt h,
devel opment  and wel f are of  t he
human society, but  a vicious leadership
is based on sel f -vest ed int erest  or
sense-enj oyment  and leads the human
societ y t o cont ract ion,  narrowness
and misery.

” We always have t he t endency
t o put  our t roubles as coming
f rom somebody else.  Especial ly
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in modern civi l izat ion t o-day,
t his is a common and const ant
at t i t ude of  mind:  al ways
complaining against  this situat ion
or t hat  person.  And t hen comes
resent ment s one af t er anot her.
Whole of  our energy is wast ed
and we are poor managers or
poor leaders.  Failure is t he fate.
But  f i nd a way out  t o work
successfully and eff icient ly under
all circumstances. Blame yourself.
Find f aul t s wi t h yoursel f  and
correct  i t .  Transform yoursel f
f i rst .

Three gunas- Sattva,Rajas and Tamas

” Supreme Real i t y has no form,
no gunas (Qual i t y) and Prakri t i
(Nat ure)  i s Hi s power  who
creat es t his Universe wit h t he
help of three gunas-Sat tva, Raj as
and Tamas born out  of  Prakri t i .

” “ Nibadhnant i  Mahabaho Dehe
Dehinam avvyayam. ”  —These
t hree gunas keep t he human
beings cont rol l ed and i n
bondage.Under t he inf luence of
t hese gunas one forget s one’s
own Real  Nat ure.

One should underst and t he inf luence
of  t hese gunas on one’s own nat ure
and behavior.

TAMAS

” Know Tamas t o be born of
Ignorance. It  is a type of delusion
f or  embodied beings t hrough
t hree par t i cul ar  moods :  1.
Pramada - want  of  at t ent ion
and alert ness.  2.  Alasya - sense
of  t i redness.  3.  Nidra - sleep

” People inf luenced by t his guna

due to inertness remain inact ive,
no interest  in any work.Smartness
and ef f iciency is zero.  He has
no vision-deluded and confused.

RAJAS

” This guna makes one at t ached
t o act ion.  Desi re is t he root
of  act ion.  When it  predominates
t hen one has an urge “ I must
do somet hing” .  A rest less mind
is t he resul t .  Unrest ,  greed,
act ivit y,  t ension,  worries,  anger
et c.  are t he f rui t s.

” Such man cannot  t ake r i ght
decisions and have no energy
lef t  t o implement  his work in
a bet t er way.

SATTVA

” It  makes at t ached t o happiness
and knowledge.  Such a man is
enlightened one. He is calm quiet
and balanced mind.  He can t ake
right  decisions.  He reserves his
energy in implement ing t he j ob
given to him perfect ly, eff icient ly
with one pointed mind and always
succeeds in achieving his aim.

Sat t va-predominant  Personal it y
i s t o be achieved by t he
Transformat ional   Leadership.
Al l  human beings have al l  t he
t hree gunas in t hem but  t here
may be a predominance of  one
guna or  t he ot her.
Transf ormat i onal  dynamic
Leadership would be the outcome
of  sat t va-predominant
personal i t y.  He is t o be careful
t o keep Sat t va guna cont rol l ing
hi s Raj as and Tamas.  Sr i
Ramakrishna used t o say t hat
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i f  a man has worked wit h 25%
mind in work and 75% in God,
he woul d do much more
ef f icient ly t han him who has
done wit h whole mind.

The Man beyond three Gunas

” There are Transcendent al
Personal i t ies who are al ike in
Pain and Pleasure,  Sel f  abiding
(swa-st ha) .  They regard a clod
of  eart h,  a st one and gold al ike.
They are same t o agreeable and
disagreeable event s.

” He/ she i s said t o have gone
beyond t he gunas who is same
in honour and disgrace,  same
t o Foe and Friend and who has
rel inquished al l  undert akings.

The knowledge of  t his At man is t he
most  powerful  weapon t o dispel  al l
t hat  lowers t he personal i t y of  Man
and grows him i n t o a man of
character. This spiritual st rength makes
a man dynamic, efficient  and excellent .
It  given the power of right  imaginat ion,
right  decision,  right  t hinking,  t o move
on the right  path developing the sense
of  dut y,  calm and unsel f ish,  here t he
mot ive force behind the work is higher.

Management  is very much concerned
with the behaviour guided by spirit ual
force.  It  can not  be by legislat ure,
pol ice force,  punishment s,   scolding,
or even beat ings.

It  is also not  a good method of inducing
behaviour in Self   or in others t hrough
fear – Fear t o ones social and rel igious
emot ions – Fear of Police, social Boycot t
or going t o Hel l .

The posit ive and helpful  met hod is
t he sense of  sel f  respect .  Just  as

we t el l  a chi ld t his conduct  of  yours
is not  f i t  f or you.  I expect  you t o
be bet t er.  Modern psychol ogy
recognizes sel f  regard or sel f  respect
as the foundat ion of character building.

Wit h t his spi r i t ual  st rengt h of  t he
knowledge of  At man,  we can achieve
t he best  met hod of  management ,
Transformat ional  Leadership

” Leadership t hat  br i ngs
t ransf ormat ion in t he people
around,  which brings a change
in t he at t i t ude of  t he people
and aims at  t he growt h and
development  of  t he societ y or
an Organizat ion or a Company
and even a f ami l y i s
Transf ormat ional  Leadership.
The j ourney is ment ioned in t he
script ures as fol lows:

” Asat o ma sadgamaya

” Tamaso ma Jyot i rgamaya

” Mri t yo ma amri t am gamaya

” Let  us march f rom Unt rut h t o
Trut h,  Darkness t o Light  and
Mort al i t y t o Immort al i t y .

KUTASTAWA KASMALM IDAM VISAME
SAMUPASTHITAM.

ANARYAJUSTAM ASVARGYAM
AKIRTIKARAM ARJUNA.

It  brings t he sense of  dut y,  t he sense
of  loyal t y.  In si t uat ion when we are
puzzl ing,  can’ t  decide what  t o do
or what  not  t o do.  This slok a very
power f ul  weapons t o remove
weakness.

Mental st rength and intense calmness
is t he f irst  condit ion of  Management .
 Because I am t he At man of  al l
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Ishavasyamidam sarvam yat kincha
j agat yam Jagat (Isha Upanishad ch-
1. 1) .

Unit y of  al l  soul .This Met aphysics is
t he basis of  al l  et hics,  which is t he
some of  al l  human relat ionship.

ADVESTA SARVA BHUTANAM MAITRAH
KARUNA EVA CA.

MIRMAMO NIRAHAMKARAH
SAMADUHKHASUKHAH KSAMI.

Wit h t his spi r i t ual  st rengt h of  t he
knowledge of  At man,  we can achieve
t he best  met hod of  Management ,
and a good Transf ormat i onal
Leadership.
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INTRODUCTION

The f orces of  gl obal i zat i on,
l i beral i zat ion and t echnology are
fundament al ly changing t he global
economic order. Technological advances
have resulted in the death of distance,
t ime and locat ion and l iberal izat ion
and global izat ion have led t o reduce
barr iers t o ent ry,  short er  st rat egy
and product  cycles,  commodit isat ion

of products and increased compet it ion.
These factors have impacted f inancial
services market  considerabl y and
coupled wit h t he rapid evolut ion of
the elect ronic world have led to easier
product ion and global  dist r ibut ion of
al l  f inancial  services.

The Indian f inancial sector is impacted
by t hese developments.  The f inancial
sect or reforms over t he past  decade

Leading Through Customer Service : The ICICI
Bank Way

Dr.  Alok Kumar Rai*

* Reader, Facult y of  Management  St udies, BHU, Varanasi
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Abst ract  :

In t he age of  f ast  changing market  dynamics in t he banking indust ry,  st icking t he neck
out  has become more and more complex.  It  had been more complex f or  a pr ivat e bank
as t here are a lot s of  suppor t  provided t o publ ic sect or  bank.  ICICI Bank has been one
t hat  f ound t he way out  and key was wi t h t he cust omers of  t he bank.  The bank pursued
t he pol icy of  keeping t he cust omer happy and in a very short  per iod of  t ime,  i t  became
second largest  bank of  t he count ry.  The bank is a role model  f or  many of  t he new
banks.  The present  paper at t empt s t o elaborat e t he cust omer cent r ic ini t iat ives t aken
by ICICI Bank which made i t  l eader  in Indian banking space and is t aking t he bank t o
places.

Key Words :  Cust omer  Service,  Ini t iat ives
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coupled wit h t he impact  of  t he above
ment i oned uni versal  f orces have
resul t ed in a great er int egrat ion of
t he Indian f inancial  market s wit h t he
global markets.  As a result ,  t he Indian
f inancial  sect or part icipant s are also
seeking a new f ramework t hat  has
emerged across t he gl obe t hat
successful ly addresses t he needs of
t he highly compet i t ive and rapidly
changing environment  is t he Universal
Banking Model.  This Universal banking
Model wil l  provide a clut ch of  services
f rom ret ai l  and corporat e banking
t o indust rial  lending,  invest  banking
t o insurance.  ICICI Bank has emerged
as t he t orch bearer in t he indust ry
and has proved t o be a t rue leader.
The bank has at t ained t his leadership
posi t ion out  of  sheer emphasis on
cust omer service and made ot her
market  players real ize t he power of
cust omer  and t he advant ages a
company can achieve by servicing
cust omer bet t er.

ICICI BANK: THE CHANGE LEADER

ICICI was f ormed i n 1955 at  t he
ini t i at i ve of  t he Wor ld Bank,  t he
Government  of  Indi a and
represent at ives of  Indian indust ry.
The principal obj ect ive was t o creat e
a development  f inancial  inst i t ut ion
for providing medium-t erm and long-
t erm proj ect  f i nancing t o Indian
businesses.  In t he 1990s,  ICICI
t ransf ormed i t s busi ness f rom a
development  f i nancial  i nst i t ut ion
of f er ing only proj ect  f inance t o a
diversi f ied f inancial  services group
of fering a wide variet y of  product s
and services, both direct ly and through
a number of subsidiaries and aff il iates.
One such aff il iate was ICICI Bank which

was original ly promot ed in 1994 by
ICICI Limi t ed,  an Indian f inancial
inst i t ut ion,  and was it s whol ly owned
subsidiary.   The name “ The Indust rial
Credi t  and Invest ment  Corporat ion
of  India Limit ed “  was lat er changed
t o “ ICICI Limi t ed” .

ICICI Bank has been leading f rom t he
f ront .  Once development  f inancial
inst i t ut ion is t oday of fering a wide
range of banking products and f inancial
servi ces t o corporat e and ret ai l
customers through a variety of delivery
channels and t hrough i t s special ised
subsidiaries and af f i l iates in t he areas
of  i nvest ment  banking,  merchant
banking,  commercial  banking,  l i f e
and non- l i f e i nsurance,  vent ure
capi t al ,  asset  management  and
informat ion t echnology.   ICICI Bank
is India’s second-largest  bank wit h
t ot al  asset s of  over Rs.  1 t r i l l ion and
a net work of  about  540 branches
and of f ices and over 2,000 ATMs and
largest  cal l  cent er wit h 1700 seat s.

As a part  of  i t s endeavour of  being
the change leader, the bank int roduced
several  new t hings for t he f i rst  t ime.
To name few are as fol lows:

” ICICI was t he f i rst  int ermediary
t o move away f rom single prime
rat e t o t hree-t ier prime rat es
st ruct ure and int roduced yield-
curve based pricing.

” ICICI became t he f i rst  Indian
Company in Indian Financial
sect or t o raise GDR.

” ICICI becomes t he f i rst  Indian
Company t o l ist  on t he NYSE
t hrough an issue of  American
Deposi t ary Shares.
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” ICICI Bank became t he f i r st
commercial  bank f rom India t o
l ist  i t s st ock on NYSE.

” ICICI launched ret ai l  f inance -
car loans,  house loans and loans
for consumer durables.

ICICI BANK : LEADERSHIP THROUGH
CONSOLIDATION

Many of  t he development  f inance
inst i t ut ions (DFIs) creat ed wit h t he
intent ion of  providing f inance to long-
t erm i nf rast ruct ure t o st imul at e
indust rial  act ivi t y t hrough long-t erm
concessional loans, have become beasts
of  burden saddled wi t h huge non-
performing loans (NPLs) as a resul t
of  t he l egacy of  t he past .  In t he
l iberal ised and deregulat ed f inancial
sect or,  di st i nct i ons bet ween
commercial  banking and invest ment
banking have been blurred and a stand
alone t erm-lending inst i t ut ions st ood
at  a serious disadvant age.

The bank was quick t o recognize t hat
the advent  of  universal banking would
lead t o gradual  decl ine and demise
of  t erm-lending inst i t ut ions in India.
ICICI Bank real ized very early t hat
t he key would be in t he size,  hence
t he bank went  in for a consol idat ion
drive in t he indust ry.  ICICI Bank has
been leading the wave of consolidat ion.

In 1996 ICICI merged SCICI.

In 1997 ICICI t ookeover ITC Classic
Finance.

In 1998 ICICI t ookeover  Anagram
Finance.

In 2000 ICICI Bank merged Bank of
Madura.  This merger has given t he
bank,  t he advant ages of  a l arger
bal ance sheet  si ze,  ext ensi ve

geographic reach t hrough enhanced
branch net work,  increased cust omer
base wit h cross-sel l ing opport unit ies,
increased threshold to f inancing small
and medium ent erpr i ses (SME)
segment s and an oppor t uni t y f or
expanding agro-based lending and
micro credit .  More specif ical ly,  t he
merger  has enabled ICICI Bank t o
gain an addit ional  cust omer base of
12 lakhs.

In 2002 ICICI reverse merger wi t h
ICICI Bank t ook place .  This reverse
merger move heralded a new chapt er
in t he Indian banking sect or.  The new
ent i t y wit h asset s of  over Rs 95,000
crore became the second largest  af ter
St at e Bank of  India.  The bank was
sure that  this would create the opt imal
legal  st ruct ure for t he ICICI group’s
universal  banking st rat egy.

In 2002 ICICI Bank merged ICICI Capital
Services Ltd and ICICI Personal Financial
Services Limit ed.

ICICI BANK: LEADER IN RETAIL
BANKING

Bank is ful ly aware of  t he pot ent ial
lying in t he ret ai l  market  of  banking
product s and servi ces.  Consumer
f i nance i s growing at  60% CAGR
(Compounded annual  growt h rat e).
The f igure of  t his i s expect ed t o
cont inue to be around Rs 75,000 Crore.
This has become new driver of  t he
economy.  The bank feels t hat  over
t he years,  banks have been funding
product i on,  t hey never  f unded
consumpt ion. Besides, bank also knows
t hat  credi t  penet rat ion in India is
j ust  2% of GDP against  20% in Southeast
Asian Count r ies.

Thi s has f orced ICICI bank t o go
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aggressively for retail  business.  Retail
business not  only in form of  ret ai l
f inancing but  also in ret ai l  deposit s
as ret ai l  deposit s are considered t o
be cheaper by at  least  200 basis points.
At  t he t ime of  merger of  ICICI and
ICICI bank,  t he ret ai l  deposit s were
cont r ibut ing 30 % whi le rest  70 %
used to come from corporate deposits,
which has now been reversed,  and
ret ai l  deposit s const i t ut e 60% while
corporate deposits and bonds const itute
only 40%.  The banks ret ai l  market ing
has proved t o be quit e f rui t ful .  On
t he ret ai l  lending side,  ICICI bank is
market  leader in credit  cards business,
#1 in aut o loan #1 in onl ine t rading
and is moving very fast  in home loan
segment .  Now t he bank is t arget ing
at  cross sel l ing t hrough which bank
knows i t  wi l l  cut  down i t s cust omer
acquisi t ion cost  massively.  For,  bank
i s cont i nuousl y br i nging out  new
product s.

ICICI Bank,  in t he recent  past  has
fol lowed t he st rat egy of  bui lding up
it s ret ai l  presence and diversi f ying
away f rom proj ect  f inancing.  ICICI
Bank in 2006-07 has over 14 mil l ion
retail  customer account s.  Retail  Loan
comprises of  over 65% of  ICICI Bank’s
t ot al  loan port fol io.

ICICI BANK: LEADERSHIP THROUGH
CUSTOMER SERVICE

Cust omer  Servi ce i n ICICI Bank
essent ially focuses on providing opt imal
value t o cust omers t hrough t he way
t he bank communicat es wit h t hem,
how it  sells to them, and how it  services
them as well as through the t radit ional
means of  product ,  price,  promot ion
and place of  dist r ibut ion.  ICICI bank

recognizes that  customers make buying
decisions based on more t han j ust
pr i ce….  more t han j ust  product .
Customers make their buying decisions
based on their overarching experience
t hat  includes product ,  price,  service
recogni t ion and support .  The bank
bel ieves t hat  i f  ICICI bank can get
al l  t hose fact ors r ight  consist ent ly
i t  wi l l  be rewarded wi t h ongoing
cust omer loyal t y and value.

I.  PRODUCT CUSTOMISATION

In order  t o st rengt hen Cust omer
Service, ICICI Bank has designed several
product s keeping in mind exclusive
requirement s of  cert ain sect ions of
t he societ y.

1.  ICICI Bank Pr ivate Banking
Program:

 In order t o give special  and dist inct
t reat ment  t o precious cust omers a
special  program has been designed
by t he bank under Exclusive Banking
Program.  Cust omers in excess of  a
level  of  deposit  are of fered a whole
lot  of  personal ized services named
as ICICI Bank Private Banking Program.
There are several  Personal ised of fers
which are as fol lows:

” Exclusivi t y and Convenience

” Dedicat ed of f icer at  t he Bank

” Separate interact ion area in t he
branch

” Anywhere banking faci l i t y

” Exclusive Banking faci l i t y

Compet it ive Pricing

” Reduced rat es for product s and
services.

” Several  complement ary of fers.

” Value l inked benef i t s.
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Offers

” At  Par cheque Faci l i t y

” Personal ised Pay in sl ip Book

” Personal ised Phot o Signat ure
Debi t  cards wi t h enhanced
wit hdrawal  l imit .

2.   Roaming Current  Account :

Roaming current  account  is for business
personnel who t ravel extensively. They
are provided a chequebook where
cheque can be t reat ed at  par across
the count ry. These cheques get  cleared
at  what ever locat ion i t  is deposit ed
at .  So,  i t  does not  get  st uck wi t h
t he bank clearing for 15 days inst ead
get s cleared in regular period of  2
days as t he case i s f or  any l ocal
cheque.

3.  Students @ Campus:

Real ising t hat  st udent ’s l i fe is not  a
9-5-l i fest yle bank has int roduced t his
product  t hat  of fers t ime and locat ion
independent  banking solut ions t o t he
st udent s communit y.

4.   Kids-e-bank:

This product  t eaches children banking
and e-commerce t ransact ions through
an int eract ion on-l ine int erface.

5.  E Cheques:

    For  met ro based hi gh val ue
business cust omer,  ICICI Bank has
launched   a product  called e-cheques.
By using RBI’s elect ronic fund t ransfer
(EFT) mechani sm,  ICICI Bank
cust omers can t ransfer funds using
e-cheques t o any account  in 8 maj or
ci t ies.

Technological Initiatives for Customer
Service in ICICI Bank:

Customer Service in ICICI bank is hugely
t echnology driven.  Bank’s phi losophy
behind CRM i s massi ve use of
t echnology.  The use of  t echnology
might  push cust omers away f rom t he
branch and get  most  of  t he
requirements fulfilled through machines
out side t he branch.  Bank bel ieves
t hat  t his ef fort  of  bringing cust omer
least  t o t he branch might  help in
reducing t he f act or  of  cust omer
ignorance,  poor employee behaviour,
inadequat e parking and so on.  ICICI
Bank has inst al led SIEBEL sof t ware
in al l  i t s branches which t akes care
of  cust omer requirement s.

1 . SIEBEL software:

To accompl ish t he above obj ect ives
t hrough specif ic sof t ware,  ICICI bank
has rol led out  Cust omer Relat ionship
Management  sof t ware,  SIEBEL.
Cust omer t ouches ICICI Bank f rom
a number of  channels namely Cal l
Cent er,  Bank Branch,  ICICI Cent er,
ATM,  Web or SMS.  SIEBEL provides a
common plat form,  so as t o have an
int egrat ed single view of  t he end
cust omer across product  l ines and
channel s.  To begin wi t h,  i t  wi l l
aut omat e process-f low t racking in
t he product -sales process,  and be
able t o generat e cust omised report s
and promot e cross sel l ing.  It  wi l l  also
enabl e ef f i ci ent  campaign
management  by providing a sof t ware
int er f ace f or  def ini t ion,  t racking,
execut ion and analysis of  campaigns.
Similarly,  even t he cust omer service
and support  funct ion also has wel l
def ined processes depending on t he
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nat ure and t he t ype of  query and
complaint s.

SIEBEL primarily addresses:

” Complaint  and Query
Management :  SIEBEL addresses
compl ai nt s i n a syst emat i c
manner.  Any case requiring t he
aut hor i zat i on of  an of f i cer
aut omat i cal l y goes t o t he
of f i cer ’ s mai l box and goes
f orward onl y af t er  hi s
authorizat ion.  In SIEBEL, service
request  (SRs) and complaint s
can be rout ed t o t he respect ive
departments t hrough an in-buil t
escalat ion mat rix,  which means,
if SRs/ complaints are not  resolved
within the prescribed turn around
t ime (TAT),  i t  wi l l  get  escalat ed
t o t he hi gher  l evel s i n t he
hierarchy.  This in t urn ensures
ef fect ive cont rol  and redressal
of  complaint s.

” Customer  Retent ion:  The
sof t ware has got  t he propert y
which enables t he branch head
of  any of  t he branch t o know
exact ly when and which account
is showing any abrupt  behaviour.
The branch head can t hen be
able to know the reason for such
abrupt  behaviour and ult imately
check his/ her det achment  f rom
t he bank.

I l lust rat ion:  If  a par t i cul ar
customer withdraws a signif icant
amount  f rom his account  or he
is gradually reducing his deposits
into his bank account , the branch
head may immediately take note
of  i t  and i f  i t  i s because of

dissat isfact ion wit h t he bank,
it  could be immediately checked.

” Cross selling and up selling:
The sof t ware can also be used
for cross sel l ing and up sel l ing
purpose.  In t he above
i l lust rat ion,  i f  t he branch head
comes t o know t hat  a part icular
cust omer  has wi t hdrew
signi f i cant  money f rom hi s
account  f or  purpose of  some
invest ment ,  i t  can immediat ely
ask his sales t eam t o reach t he
cust omer  and of f er  t he
invest ment  avenues t hat  t he
bank has as;  f i xed deposi t
schemes, bonds,  insurances etc.
If  t he cust omer  i nt ends t o
purchase a propert y or car,  t he
sales t eam may even pursue for
t heir own home loans or aut o
loans.

” Customer  contact
management:  SIEBEL enables
t he bank t o record complet e
prof i le,  cont act  hist ory of  i t s
cust omers.  The sof t ware can
even be used in greet ing t he
cust omer at  various occasions
as his Bir t hday,  wedding day,
insurance premium submission
dat e et c.  These help t he bank
in inducing personal  t ouch wit h
t he cust omers.

” Sales Force Automation:  SIEBEL
endeavors t o t rack al l  banking
account s relat ed opport unit ies
f rom the point  where a prospect
expresses interest  in the product
t i l l  t he t ime t he sales process
get s l ogi cal l y cl osed.  Thi s
sof t ware even cal cul at es
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incent ive compensat ion for t he
out bound sales t eam (OBST).

2.   Call Center

To facilitate CRM, bank has an effect ive
cal l  cent er t o support .  So,  for most
of  t he banking requirement s and for
al most  al l  t ypes of  cust omer
compl ai nt s,  cust omers are onl y
required t o cal l  t o t he cal l  cent er of
t he bank and rest  is bank’s j ob.

3.   Automated Teller Machines:

ICICI Bank ICICI Bank has one of  t he
largest  net work of  ATMs in INDIA.
Al l  t he ATMs are net worked.  These
ATMs not  j ust  act  as a point  t o reduce
cost  of  set t ing up of  many of  branches
but  helps in reducing operat ional costs
as for ICICI Bank;  cost  of  t ransact ion
t hrough ATM is 70% lower t han branch
banking.  The bank int ends t o get
at  least  45% of  i t s t ransact ions t o
get  rout ed t hrough ATMs.  These ATMs
also act  as means of  promot ion.  ICICI
Bank’s ATMs also help in cross sel l ing
and up sel l ing.  On an ICICI Bank ATM,
a cust omer  can ask f or  more
informat ion on product s.  Current ly,
six opt ions are avai lable:  Car loan,
Home loan, Credit  cards, Mutual Funds,
Life Insurances and Onl ine Trading.
So,  i f  a part icular cust omer whi le
t ransact ing through ATMs search about
a par t icular  product  of  t he bank,
t he informat ion aut omat ical ly get s
recorded t o t he bank’ s cent ral
command.  This informat ion is passed
on t o t he concerned branch head who
is supposed t o ensure visi t  of  a sales
st af f  t o t he cust omer and enquire
about  his int erest  on t hose product s.
ICICI Bank’s ATM st rat egy is mul t i -
lingualism. Its ATM displays informat ion

in f our regional  languages besides
Hindi and Engl ish.  These are Marat hi,
Kannada,  Tamil  and Malyalam.  The
bank want s t o int roduce t r i -l ingual
int erfaces in each st at e.

4.   Net  and Phone Banking:

In order t o leverage t echnology,  t he
bank want s t o provi de t he most
super i or  servi ce.  Net  and Phone
banking opt i ons are par t  of  t hat
st rat egy.  This furt her reduces bank’s
operat ional cost  and provides another
opt ion t o do banking even f rom t heir
home or of f ice.  “ Present ly net  and
phone banking t ransact ions account
for only 15% of  t ot al  t ransact ion.

III.  GRIEVANCE HANDLING
MECHANISM:

1. Bank’s SIEBEL software effect ively
takes care of  customer’s queries
and complaint s.  The sof t ware
aut omat i cal l y records t he
complaint s and forwards i t  t o
t he person concerned.  If  t he
complaint  is not  redressed within
t he set  Turn Around Time (TAT),
the mat ter reaches to the person
up in hierarchy.

2. The bank real ized t hat  great er
at tent ion to customer problems;
query and complaint  should be
segregat ed.  Earl ier every t el ler
was handl i ng quer i es and
complaints.  This resulted in lack
of  cont rol  over act ivi t y and at
t imes i t  was dif f icul t  t o t race
who received complaint  and who
redressed i t .  It  was also f el t
by t he bank t hat  i t s segregat ion
would clear ly demarcat e t his
act i vi t y and woul d hel p i n
ident ifying those responsible for
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redressal wit hin set  Turn around
Time (TAT).

3. For bet t er implement at ion of
t he Bank’ s CRM program at
branch level ,  t he bank has put
cust omer  sat i sf act i on as a
paramet er  i n t he st af f ’ s
performance appraisal.  A regular
survey of  Cust omer sat isfact ion
i s car r i ed out  by cer t ai n
independent  Research agency.
The st udy reveals sat isfact ion
branch wise as wel l  as at  t he
over al l  bank level .  This keeps
a check on i t s employees f rom
ref rai ni ng f rom t he banks’
expect ed service del ivery.  The
bank has even increased t he
weight age of  cust omer
sat i sf act i on i n empl oyee
performance appraisal .

IV. OTHER CUSTOMER SERVICE
INITIATIVES

1 . Contact Management :  SIEBEL
enabl es t he bank t o record
complete prof ile, contact  history
and account  management .  The
sof t ware can even be used in
greet ing the customer at  various
occasions as his Birthday, wedding
day,  i nsurance premium
submission date et c.  These help
t he bank in inducing personal
t ouch wit h t he cust omers.

2 . Flexible Timings :  In i t s Met ro
and Urban Branches t he bank
has increased i t s t imings f rom
8 AM to 8 PM, which helps of f ice-
going cust omers.

3 . Mobi le ATMs :  Bank has
int roduced mobi le ATMs.

4 . e-Lobby :  ICICI Bank has start ed
‘ e-lobby’ ,  a self  service banking
cent er.  The e-lobby’  showcases
most  innovat ive and user friendly
gadget s providing sel f  service
banking i n t he areas of  bi l l
payment s,  cash wi t hdrawal ,
videoconferencing with customer
service execut ive, online banking
and ot her  such t ransact i ons
wit hout  any assist ance.

6. Home delivery of offers:  Wit h
ef fect ive use of  t echnology of
customers,  t he bank has start ed
sending it s sale professionals t o
t he cust omers’  of f ice or home.

7 . ICICI Bank’s ‘ e-lobby’  has t he
f irst  ATM for visual ly impaired
person.

Conclusion :

Through al l  t hese ini t iat ives,  bank
wants to have a compet it ive advantage
over ot her players in t he market  and
also has t he obj ect ive of  servicing
cust omers bet t er.  The bank aims t o
provide personal  servi ce t hrough
impersonal  medium and t o convert
a cust omer f rom being cust omer of
branch t o cust omer  of  bank.  The
Bank’s ret ai l  expansion was bui l t  on
a t echnology st rat egy t hat  focused
on t hree areas - developing a vast
Aut omat i c Tel l er  Machine (ATM)
net work,  using t he i nt ernet  as a
dist r ibut ion channel  for t ransact ions
with customers and telephone banking.
Through performance excel lence t he
bank has been t rying to lead the market
and show ot her  market  players a
wort hy pat h t o fol low.
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The f ut ur e Leader s cr eat e
ci r cumst ances f or  al l  f ol l owers t o
become l eaders

S. R. P. Shukla

Pragmat ically put ,  a leader is a person
whom people follow willingly. He, thus,
is equipped wit h qual i t ies which are
unique and t he good news is t hat
leadership is a ski l l  which can be
acquired by any one who seriously
desires,  is endowed wit h few basic

compet encies and is prepared t o put
in honest  ef f ort s.

For leading for t he fut ure one has
t o harness his kraal   cl inical  acumen
t o enable equit able success for t he
fol lowers of  his vision of  compet ing
t oday enrout e t heir present  on j ob
val ue addi t i on,  because t he
economical ly creat ive indust ries shall
be the winners, the one which develop
it ’s own model  of  ent erprise cul t ure

Leading for the Future

S. R.  P.  Shukla*

* Consult ant , OB, OD & HRD, Ranchi

○ ○ ○ ○ ○ ○ ○ ○ ○ ○ ○ ○ ○ ○ ○ ○ ○

ABSTRACT

Leaders have a vision – f rom t hat  ar ises a creat ive and a dest ruct ive leader.  Leaders

st r ive f or  value addi t ion,  f ut ur ist ic planning and creat ivi t y at  every level  which makes

t hem a t ool  f or  Human Resource Development .  Fut ure leaders act  wi t h a equipoised

vision of  l ong t erm planning and dual  t hinking t o achieve excel lence in publ ic sect or

organizat ions.  Thus leadership is a scient i f i c ar t  aiming f or  maximizing t he nascent

resources and operat ional izing t he lat ent  resources present l y avai lable.

KEYWORDS :  Fut ur ist ic Leadership,  Equipoised vision,  Dest ruct ive Leader,  Creat ive

Leader.
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and not  submi t  t o t he West ern
paradigms in i t ’ s preparat ion for t he
fut ure (Ramanat han S.  2006),  wit h
assert ive communicat ion based on
the basic paradigmat ic falt ering while
f acing def eat ,  a perennial  voyage
of  def eat i ng hi s def eat  t hrough
experient ial  learning accruing during
t he t raj ect ory of  present  pragmat ic
real i t y Assert ive communicat ion t o
f orge t he purpose of  work whi l e
precipi t at ing a quasi  – st at ionary
disequi l ibr ium in t he fol lowers “ I”
This can happen only when t he leader
is logical ly dis-eased,  i t  is t hen only
that  he can dare to disturb his universe
in which he is very l ikely t o become
a smug megalomaniac feat hering his
own nest .

The f i rst  quest ion such leader asks
himsel f  is “ do I dare t o dist urb my
universe” .  This ent ai l s harnessing
courage t o dist urb t he equi l ibr ium
of the life space around himself thereby
creat i ng percussi on’ s and
repercussions.  In order t o do so,  he
has t o be “ dis-eased wit h his “ SELF”
l iving in a perennial  st at e of  creat ive
dissat isfact ion wit h his l i fe space t o
repair,  for which he launches upon
a l i fe long voyage.  Let  us t ake few
examples- Gandhi j i  a physical ly f rai l
person was a great  universe dist urber
who brought  t he gigant i c Br i t i sh
Empire,  wi t h i t s aura of  invincible
power,  t o i t s knees by his unique,
t he t hen unknown,  met hod of  non-
voilent  policies. Anwar Sadat , Egypt ian
President ,  t oo t ried t o work for peace
in one of  most  di f f icul t  t imes in a
t urbulent  area,  ful ly aware t hat  by
disturbing that  small universe he might
die for i t .  And he did.  Take as many

leaders as you want  and you f ind
t his daring t o dist urb t he universe,
such as Gal i leo was a dist urber in
t he ast ronomical  world.  Alexander
Fleming,  Marie Curie were dist urbers
in t he scient i f ic world,  Jonas Salk,
the discoverer of Polio Vaccine, Mother
Teresa and Sunder Lal  Bahuguna t he
environment al ist s,  Vandna Shiva,  Dr.
Chr ist ian Barnard,  who perf ormed
t he wor ld’s f i rst  heart  t ransplant ,
have al l  been dist urbers for t he good
of  humani t y.

But  not  al l  t he leaders are creat ively
good.  Many in t he wor ld’s hist ory
have been rut hless and evi l .  The
conquistadors, aristocrat ic nobles from
Spain,  set  of f  for t he new world in
search of  t r easure.  The greedy
conquistadors systemat ically and cruelly
rout ed out  and dest royed an ancient
civil izat ion,  al l  for t he sake of  money;
t hey dist urbed and lef t  a gaping hole
in man’s hist ory.  Marant ,  Mohammad
Gaznavi,  Mohammad Ghauri ,  Taimur
Lung and Robespierre were spurred
solely by hate, Jealousy and a disparate
sense of  vengeance (Jesudasan 1997).

Al l  t he leaders have a “ VISION” ,  a
purpose in l i f e.  Whet her t hey are
creat ive or dest ruct ive depends upon
whet her t hey have a correct  vision
or a vision gone wrong.  Leaving t he
universe alone and leading a cushy
cocooned l i fe is playing i t  safe.  This
analysis is t hat  “ If  I’ m O.  K.  “ t hat ’s
O.  K.  The creat ive dist urber t hinks
quit e di f ferent ly.  He t hinks “ If  I’ m
O.  K.  t hen everyone else should be
so t oo:  And i f  I’ m O.  K.  and t hey
are not ,  what  can I do t o make i t
O.  K.  f or  t hem? This ent ai l s t hat
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t he creat ive leaders operat e f rom
t he l i fe posit ion of  I’ m O.  K.  and I
wi l l  make i t  O.  K.  f or you.  Let  us
both be O. K. Whereas the dest ruct ive
leaders operate f rom the l i fe posit ion
of  I’ m O.  K.  and I am going t o be
more O.  K. ,  whet her you are O.  K.
or not ,  I care less;  and t o hel l  wit h
you [ f  you dare t o disobey me .The
analysis is t hat  t he creat ive leaders
are “ soci o-cent r i c”  whereas t he
dest ruct ive leaders are “ Eccent ric” .
The creat ive leaders are t hus “ Value
adding”  t o t heir universe.  Each one
of us has the potent ial to be a universe
dist urber,  ei t her in a creat ive way,
or in a dest ruct ive way.  In our places
of  work,  of  l iving,  in our int eract ion
wit h ot her people,  we al l  have t he
abi l i t y t o quest ion what  is going on
around us? The leader quest ions values
and norms t hat  are so complacent ly
accept ed,  t hey can t hen t urn t hem
upside down and f ind new t rut hs,
new ways of  deal ing wit h si t uat ions,
new met hods of  worki ng,  new
syst ems,  new means of  pat hs t hat
lead t o value addit ion.  They t hrive
in chaos,  ushering in change,  t hey
encourage new ways of  doing t hing,
kindle lat ent  pot ent ial s in human
beings,  making ordi nary men do
ext raordinary t hings,  t hey pave t he
ways for new discoveries.  They are
highly creat ive t hemselves and t ap
the available creat ivit y lying dormant
in people around t hem and t hey do
so by disturbing everyone around them
t hrough inf usion of  dissat isf act ion
with the status-quo-ante—the present .
This commot ion is brought  about  by
t he proj ect ion of  t he disequi l ibrium
of  t heir mi l ieu int erior culminat ing

i n di sequi l i br i um of  t hei r  mi l i eu
ext er ior.

Being a fut ure leader means devot ing
your life or your t ime fully for a specif ic
cause.  It  means put t ing human beings
above t hi ngs and t reat i ng t hem
humanely.  It  means placing a value
on something more than j ust  yourself .
It  means having a fut urist ic vision.
Now you may ask me whet her t his
is wort h i t  – I would say,  “ Yes i t ’s
wort h i t .  Abundant ly wort h i t ” – i f
you want  t o be a leader.  What  do
you say?

Leadership is indispensable for our
sel f ,  family,  organizat ions and nat ion
and i s a proact i ve,  dynamic and
int eract ional  act ivi t y,  wherein t he
leader has role clarit y and goal clarit y
wit h energet ic perseverance for role
expansion.  Carving out  a role niche
in his funct ional  space.  Leadership
is not  a science,  i t  is a scient i f ic
ar t ,  hence learnt ,  developed and
pract i ced.   Leadership t hus can
maximal ly be “ learnt  or improved”
cont inual ly.  Leaders,  t herefore,  are
not  born;  t hey surely are made by
personal ef fort .  Leaders work through
people.  His sel f  concept ,  needs and
values move the fol lowers rather t han
marionet t e.  Leader vei ls power,  by
understanding power and it s dynamics
and learns t he nuances of  power,
be i t  char ismat ic,  inspi rat ional  or
t ransformat ional .  Leaders are able
t o make t hings happen,  inf luence
people and event s,  creat e changes
invariably,  and cont inuously produce
resul t s.  It  has t o be remembered
t hat  leaders are not  perfect  human
beings t hey are equipped wi t h
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weakness l ike al l  of  us,  t hey may be
quite subject ive, overly reckless, overly
caut i ous,  f ast i di ous and deepl y
at t ached,  t hese weaknesses produce
cat ast rophe i n t he execut i on of
t hemselves and of  t heir st rat egy.

Aggressiveness and Passiveness wit h
pessimism are t he key weaknesses.
The disadvant ages of  leadership are
lack of  complet e privacy,  t runcat ed
family l i fe,  cont inuous and long hours
of  work,  f ear  of  cr i t i ci sm and
det eriorat ion of  heal t h.  Personal i t y
t raits of leaders are known as dynamic;
hence requi re f l exible si t uat ional
abilit ies, shift ing standards and evolving
qualit ies, dif fering from organizat ion’s
f unct i onal  j ur i sdi ct i ons t o
organizat ional  Gest al t ,  si t uat ion as
per cont ext ual  paradigm .  No mat t er
how many leadership qualit ies a leader
has,  t hey are useless and wort hless,
i f  t he operat i ng mass (of f i cer ’ s
associat ion & t rade union) does not
properly recognise t hem – visibi l i t y
is invariably sought  by a leader – get

his horn t oot ed by t hose who are
per f orming.

The fact  that  the resources i.e. money,
machines,  materials and methods are
pot ent ly import ant  is not  t aken int o
cognizance because of  t hei r  being
t aken f or  grant ed.  These have t o
be pivot al ly operat ional ized by t he
COO.  The CEO t akes care of  t he
humane f act or.

Al l  successful  leaders are cognizant
of  Human Pot ent ial ,  al l  are Human
Resource Developers.  Let  us t ake
examples of  fol lowing such business
bi l l ionaires : -

1 . N.  R.  Narayanmurthy :
Chairman,  Inf osys.

“ Al l  8000 employees are real  asset s;
not  t he bui lding,  business or foreign
cont racts.  They walk of  the gate every
evening and I wait  for t hem t o come
back t o my company next  morning.

2 . H.  S.  Singhania :   Chairman,
J.  K.  Corporat ion.

Fol lowing are t he leadership qual i t ies: -

Behavioural Emot ional Skills

1. Assert iveness Ambit iousness dminist rat ion

2. Act ion or ient at ion Af f ect ion Communicat ion

3. Art iculat ion Aut hori t at iveness Creat ivi t y

4. Decisiveness Courage Inspirat ional

5. Ent husiasm Enl ight ement Int el l igence

6. Friendl iness Empat hy Int erpersonal

7. Flexibil i t y Endurance Organising

8. Fai rness Fai t h Ent repreneurship

9. Ini t iat ive Int egri t y St at us

10. Mot ivat ion Opt imism Expert ise

11. Obj ect ivi t y Risk t aking Concept ual
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“ My phi l osophy i s nur t ur i ng and
developing human capit al ” .

3 . Kishore Biyani :  M. D. Pantaloon.

“ My human Resources are my most
valuable asset s and play a crucial  in
t he success of  t he company.

Wit h t he above qual i t ies t he leader
for t he fut ure  act s wit h Equipoised
Vision – equipoised bet ween t he anvil
of  present  vision and t he vision of
st rat egi c f ut ure wi t h avai l abl e
resources possessed with an At t ribut ive
Stance and charismat ics int rapreneurial
behaviour (Shukla et  al  2007),

Equipped wi t h above enunciat ed
compet encies leading for t he fut ure
in Publ ic Sect or Ent erprises ent ai ls
slogging t he decaying non-evolvable
resources t oday for compet ing for –
t oday f or  t oday st rat egies,  whi l e
preparing for t omorrow – t oday for
t omorrow pract ices cryst al l ized in
f igure 1.  Leading for t he immediat e
fut ure,  wi t h avai lable resources in
Publ ic Sect or Ent erprises consist s of :

Maximizing present  organizat ional
capabil i t ies and developing new ones
in ant i ci pat i on of  t he f ut ure
charact erize t he high performer in
al l  f ields of  endeavour;  develop new
military st rengths to prepare for bat t les
st i l l  unfought .  This is not  happening

in Indian Publ ic Sect or Ent erprises
because we are engul f ed by t he
hurricane of polit ico economical f luxes
t hus cat ching t he waves of  change
culminat ing in a severe demoralisat ion
of  our  organi sat i on as a whol e.
(Shukla 2003).

Two Agendas :  (Abel l  1999)

Present  pl anning al so requi res
st rat egy-a vision of  how t he f i rm has
t o operat e now (gi ven i t s
compet encies t arget  market s) and
what  t he role of  each key funct ion
wil l  be.

The long-t erm plan,  by cont rast ,  is
based on a vision f or  t he f ut ure—
even more import ant ,  a st rat egy for
get t ing t here.  Where is t he present
plan in Public Sector Enterprises caught
up in rout ine j obs and playing a second
f iddle whi le dol ing away t he brain
t o t he mul t i  nat ional  and ot her out
sourcing agencies, this won’ t  do! Vision
for  t he f ut ure is t here in our PSE
but  t he st rat egy f or  get t ing t here
is not  operat ing.  Ej ect ing people,
who posses t he core compet encies,
on roads,  is an act  of  naivet y.

” Planning for t oday requires a
clear,  precise def ini t ion of  t he
business—a delineat ion of  target
cust omer segment s,  cust omer
servi ce f unct i ons,  and t he

12. Persuasiveness Responsibi l i t y Delegat ion

13. Role model Sel f  conf idence Helping

14. Cont inuous learning Sel f  t ranscendat ion Planning

15. Cont inuous Growt h Sel f  assurance Reorganising syst ems

16. Synergy Wil l  power Inf luencing Human beings

17. Group/ mass acumen Power Group/ Mass

(Kr ishnan 1997)
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business approach t o be t aken
as for planning for t omorrow is
concerned wi t h how t he
business shal l  get  redef ined for
t he fut ure.  Just  now we must
decide what  j obs to do present ly
and more import ant  what  j obs
not  t o do present ly.  Unless t his
is clearly underst ood we shal l
be busy wit hout  doing business
t o l ive in a mirage of  success
as is happening now a days in
some of  our uni t s.

” Planning for t oday focuses on
shaping up t he operat ions t o
meet  t he needs of  t oday’ s
cust omers,  wit h excel lence.  It
involves ident ifying the available
necessary resource redeployment
t hat  are cri t ical  t o success and
fat hering t hem wit h at t ent ion;
planning for tomorrow can entail
r eshaping t he resources t o
compete more ef fect ively in t he
fut ure.  We have t o reshape our
resources and st rat egies and
deploy t hem t o compet e in t he
f ut ure f or  which newer,  not
avai l abl e present l y,  core
compet encies need t o be
crystal l ised,  in t he crit ical mass
of  at rophying exper t s,  wi t h
paral lel  prof i t  cent res,  which
need t o f unct ion as a vi r t ual
organisat ion wit hin t he Publ ic
Sect or  Ent erpr i ses.  Not
happening so;  has t o be
cat apul t ed int o happening so.

” Operat ing f or  t oday seeks t o
achieve compliance in the f irm’s
f unct i onal  act i vi t i es wi t h
whatever resources are available,

involves Int rapreurial Leadership
(Shukla 2007),  St rat egies f or
t omorrow involves bold moves
away f rom exi st i ng ways of
conduct ion your SELF. The virtual
organi sat i on,  f or  emerging
competencies ought  to be forged
wi t h vast ly di f f erent  ways of
conduct ing business;  absolut ely
di f f erent  f rom t he prevai l ing
one virt ual organizat ion consist s
of  Bon home manoeuvres (Fig.
2) wit h our cri t ical  mass.

” Planning for t oday requires an
organizat ion that  mirrors current
business opportunit ies;  planning
f or  t omor row may requi re
reorganizat i on f or  imminent
fut ure chal lenges,  t he former
operat ion is about  managing the
avai l abl e resources wi t h
excel lence.  The lat t er is about
commissioning of  t he decaying
available nascent  competencies
t o evolve ahead of  t he peer
organisat ions.

Defining Leadership Responsibilities:

At  t he very t op,  some organizat ions,
recognizing t he dual  nat ure of  t he
top-management  challenge, have split
t he j ob i n t wo – one par t  bei ng
managed by the chief execut ive off icer
(CEO) and t he ot her part  by t he chief
operat ing of f icer (COO).  An –ot her
is t o look f or t he spl i t  in a single
individual ;  yet  anot her is t o have a
chief  execut ive who coordinat es t wo
t op managers – one responsible for
planning and del ivering excel lence
t oday (COO),  t he ot her responsible
for get t ing ready for t omorrow (CEO).
“ People are overworked and do not
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STRATEGIES
of

The Leader for the Future Compet ing

Today for t oday Today f or  t omorrow
High

Low

E
N
T
R
O
P
Y

Nascent Lat ent

Avai lable resources pot ent ial

Fig.  1

t hink much about  t omorrow;  many
managers are not  visionary by nature.
But  in a general  management  group
of  t en,  may be you only need one
or t wo visionaries.  You need at  least
four or f ive wit h hard noses! ”  Two
conclusions,  however,  st and out .

1. First ,  t he chief  execut ive must
be prepared t o pursue bot h
excel lence t oday and be uneasy

f or  t omorrow.  This readiness
shoul d be one of  t he
di st i ngui shi ng cr i t er i a f or
select ing candidat es f or  t he
company’ s busi ness cent res
heads.

2. Second,  in t he t op-management
team, all managers must  be able
t o wear bot h hat s.  Solut ions at
t he very t op,  however,  are only
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ATTRIBUTIVE MANOUVERS
of

Leader for the Future

Operat ional St rat egic
High

Low

E
N
T
R
O
P
Y

Nascent Lat ent

Avai lable resources pot ent ial

Fig.  2

a part  of  the story. Dualit y is also
needed further down the l ine up
t o funct ional  head level .  Those
funct ional heads who are unable
t o wear bot h t he hat s should be
rot at ed,   t here is no problem
because most  of  t he
departments/ sect ions have more
t han one DGMs /  GMs in t he
congruent  f unct ions,  one can
do CEO’ S  and other COO’ S role.

One role of  leadership for t he fut ure
i s t o promot e t he need f or  dual
thinking at  all levels and communicate
the two agendas and their signif icance
for al l  levels of  t he enterprise through
resources al ignment .  Many employees
lower down and closer t o cust omers
and supply-chain partners are confused
by what  they interpret  as cont radictory
signals about  t oday and t omorrow.
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The t wo agendas can be int egrat ed
only i f  t hose who need t o implement
t oday and change f or  t omor row
underst and t he reasons behind each.
Cross-funct ional  or cross-level  t ask
forces aimed at  ret hinking st rat egies
or reengineer ing processes can be
impor t ant  mechani sms f or
communicat ing t hese reasons.

For get t ing result s,  leading for fut ure
in Publ ic Sect or Ent erprises ent ai ls
at t r ibut ive manoeuvres as shown in
f igure 2.

In t he ul t imat e analysis leading for
t he f ut ure consist s of  maximizing
t he nasent  resources and
simul t aneously operat ional ising t he
lat ent  resources present ly avai lable.
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Int roduct ion

Fort une magazine f i rst  publ ished i t s
l ist  of  America’s t op 500 companies
i n 1956.  Today f ewer  t han 30
companies f rom t he t op 100 in t he
original  l ist  are remaining t here.  The
other 70 plus have disappeared through

dissolut ion,  merger or downsizing.
But  could anyone have predict ed t he
fat e of  t hese companies 50-60 years
back.  Of  course not .  The fut ure can
never be predicted. We can only make
a guess about  how the situat ions could
become in t he fut ure.

Leading for the Future : Role of HR

Dr.  P.  K.  Banerj ee*
Shwet a Singh**

* DGM (P&A), MTI, Ranchi
** MBA St udent ,  XISS, Ranchi
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Abst ract

There are increasing number of  pressures t oday on an organizat ion l ike global izat ion,
changing technology, and changes in workforce including employees’ priorit ies, capabil it ies
and demographic charact er ist ics.  In t hese si t uat ions,  any organizat ion is bound t o go
t hrough a t ransi t ion.  During t his t ransi t ion t he design,  st ruct ure,  st rat egies everyt hing
of  t he organizat ion wi l l  change.  This present s a need f or  (and opport uni t y f or) t he HR
funct ion t o become more act ive and play a crucial  role in t he success of  t he organizat ion.
HR is t he most  impor t ant  resource in any organizat ion.  Wi t hout  i t  none of  t he ot her
resources can be managed ful ly and opt imal ly.  So, before going for any sort  of  t ransit ion,
t he HR f unct ion should be wel l  aware of  i t s responsibi l i t ies and chal lenges lying ahead
and also t he impor t ant  role i t  has t o play.  The t ransi t ion should be gradual  and wel l
planned.  It  should have t he f ocus on how i t  can lead t he organizat ion in t he f ut ure.
It  should f ormulat e new st rat egies whi le t aking int o account  al l  sor t s of  const raint s
l ike changing market  requirement s,  speed,  growing compet i t ion et c.  At  t he same t ime
it  should be more and more people or ient ed because only people capabi l i t y det ermines
t he success of  t he organizat ion.

Key Words :  Global izat ion,  Liberal izat ion,  St rat egies.
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The world is changing very fast .  The
organizat ions today work in a dynamic
si t uat i on.  They t hemsel ves are
changing cont inuously.  So,  bef ore
discussing any kind of  development
of  business we must  f i rst  have an
insight  look of  t he changing business
environment  and the direct ion of these
changes.

Changing Business Environment

In t he 19t h cent ury as t he pace of
indust rial izat ion t ook of f ,  new t rends
were seen in the business. Consequent ly
t he whole world ent ered int o t he era
of  LPG,  i . e. ,  Li beral i sat i on,
Privat isat ion and Globalisat ion. Today,
al l  count r i es are l i berat i ng t hei r
economic pol icy so t hat  foreign t rade
and global business can be encouraged.
The private ownership of organizat ions
is also t he current  t rend.  Right  now
many publ ic sect or companies are
being privat ized.  Disinvest ment  i .e. ,
sel l ing of  t he Government  share of
an organizat ion is also being done
l i ke t he Indi an Government  has
disinvest ed it s share in Marut i Udyog,
BHEL et c.

Global isat ion has made t he world a
smal l  gl obal  vi l l age.  Wi t h i t  t he
intercount ry boundary lines are fading.
The Economic,  social  and cul t ural
int eract ions of  t he count r ies have
increased manifold.  Their business
t oo is af fect ed.  Today t he business
houses f ace global  compet i t ion in
addit ion t o t he local  compet i t ions.
Wi t h mergers,  acqui si t i ons and
downsizing more and more MNC’s
are coming .They operate in dif ferent
count r i es,  compet i ng wi t h ot her
MNC’s.  Thus today’s Business Scenario
has become more compl ex and

uncert ain.  Compet i t ion get s t ougher
past  each day,  unl ike yest eryears,
t oday compet i t ion or t he enemies
can’ t  be locat ed.  It ’s impossible t o
assess how many compet itors are there
and where are t hey.  The chal lenges
and hardships of  any organizat ion
have become mult idirect ional and can
come f rom any di rect i ons.  The
chal lenges are hidden.  Somet imes i t
may be due t o ext ernal  fact ors l ike
evolving t echnology ot her t imes i t
may be due t o int ernal  fact ors l ike
unionizat ion,  f inancial  crunch et c.

Thus t he Business Environment  t oday
has become hi ghl y chaot i c and
ambiguous. In these situat ions, survival
even for the most  successful companies
can’ t  be t aken f or  grant ed.  They
can survive only when t hey have t he
capaci t y t o adapt  qui ckl y t o t he
changes.  Organizat ions t hat  don’ t
br i ng about  t imel y change i n
approximat e ways are unl ikel y t o
survive.  In f act  managing business
is more of  managing t he change.  It
is al l  about  change management .

Impact  On Corporate

We saw t hat  business environment
is changing rapidl y.  Global i zat ion
remains phenomenal in bringing about
t hese changes.  These changes i n
business envi ronment  has resul t ed
in massive changes in t he operat ions
and approaches of  t he organizat ion.
They t oo are get t ing a facel i f t .  The
impact  of  t hese changes is ref lect ed
in t he fol lowing di f ferent  areas:

” Change in Workplace

The operat ions of  any organizat ions
have become diverse. They are spread
across t he world.  So,  t he employees
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are needed t o be locat ed global ly,
wherever t heir ski l ls and service are
required.  This changing workplace
creat es a need of  non-t radi t ional
employees who can adj ust  anywhere
and everywhere. They must  be tolerant
enough towards the cultural and other
changes whi le working out side t heir
home count ry.

” Change in Lifestyle

Today the business environment  being
dynamic and organizat ions get t ing
bigger, there is a change in the lifestyle
of  t he employees also.  Their l iving
standard has risen. Their expectat ions
in l i f e and t he cri t er ia for success
have also changed.  This af fect s t he
way t hey work,  t hei r  performance
and f inal ly t heir product ivit y.  Hence,
t he organizat ions f ace t his maj or
chal l enge t o adapt  t hemsel ves
accordingly t o mat ch t he l i fest yles
of  t he employee.

” Mount ing Employee
Expectat ions

Employee expect at ions have al so
changed.  Now people t ry t o be more
visible and act ive in t he organizat ion.
They want  t o be rewarded for t heir
good work.  They are more aware
of  t he global standards and want  t heir
wages and perks accordingly.  The
skil led and t alent ed lot  of  employees
is not  ready to set t le down for anything
less or t o make compromises.

” Changing Administ rat ive
Systems

In addit ion to policies, reward st ructure
and t he goals,  t he management  st yle
and administ rat ive systems also needs
const ant  changes t o increase t he
ef f iciency and improve the company’s

image. The administ rat ive works today
are most ly outsourced as a cost  cut t ing
measure.

” Changing Organizat ional
St ructure and Size

Corporat es have considerably grown
in si ze wi t h more mergers and
acqui si t i ons t aki ng pl ace.  Thi s
possesses addit ional challenges before
t he organi zat i ons.  They have t o
address issues l ike bet ter pay,  healthy
work environment ,  safet y and heal t h
of  t he employee,  employee wel fare
et c.

There is a shif t  in t he organizat ional
st ruct ure also.  Vert ical  division of
labour is taking place of the t radit ional
horizont al  division of  labour.

” Introduction of New Technology

There is an inf low of new and advanced
t echnol ogy i n business.  The
int roduct ion of  int ernet  and mobi le
phones has t ransformed t he face of
business.  Now i t ’s popularly known
as e-business,  al l  t ransact ions being
perf ormed onl ine.  Wi t h change in
t echnology,  demands in j obs have
also become compl icat ed.  Now more
t rai ned and ski l l ed workers are
required.

” Changing Employee
Demographics

There i s a shi f t  of  demographi c
charact erist ics.  The composit ion of
t he workforce has changed in context
of  sex,  cast e,  rel igion,  populat ion
et c.  Earl ier i t  was male dominat ing
corporat e world but  now t he number
of  females ent ering t he organizat ion
has increased.  Earl ier t he j obs were
rest rict ed t o part icular cast es.  But
now wi t h scarci t y of  j obs,  people

54

GROWTH, VOLUME 35, NO. 1, APRIL - JUNE, 2007

In addition to
policies, reward

structure and the
goals, the

management style
and administrative
systems also needs

constant changes to
increase the efficiency

and improve the
company’s image.

Feature
Art ic le



are ready t o do what ever j obs t hey
are of f ered.

” Global Compet it ion

Post  global izat ion,  business is not
rest rict ed wit hin t he boundaries of
any one count ry only.  Businesses are
becoming diverse.  The companies are
growing into mult inat ional companies.
Thus companies operat e in di f ferent
count ries and face global compet it ion.

” Change In Organizat ional
Culture

With change in demographic characters
and t he companies becoming
mult inat ional the organizat ional culture
is bound t o change.  It  cannot  be t he
same as earl ier.  People coming f rom
dif ferent  cul t ural  background af fect
the organizat ion.  Also,  when the same
company is operat ing in di f f erent
count ries,  i t  has t o abide dif ferent
set s of  rules and regulat ions t here.
So,  i t  is a maj or chal lenge before
t he organizat ions t hat  i t  develops
it s organizat ional  cul t ure in such a
way t hat  i t  sui t s everyone.

Importance Of  HR

Business organizat ions have become
dynamic and are changing constant ly.
To cope up wi t h t his change t hey
need a wide var iet y of  resources.
There is an inf low of  newer and more
advanced t echnology whi l e ot her
resources are more or less l imit ed.
These resources have t o be managed
eff icient ly and effect ively so that  they
increase the product ivity and the profit
of  t he company even whi le working
under several  ot her const raint s.  At
t his point  of  t ime human resources
comes int o play,  because t o manage
all other resources, human intelligence,

skil ls and competencies are required.
No t echnology,  however advanced i t
may be,  can ever replace t he human
brain,  i .e. ,  why st i l l  t he man behind
t he machine i s considered more
import ant  t han t he machine i t sel f .

It ’ s not  j ust  t hat  t o manage t he ot her
resources,  we requi re t he HR.  To
promot e t he vision of  organizat ion
t o t he masses,  communicat ion i s
required for which we require HR.
For  probl em sol vi ng and conf l i ct
resolving also,  we require t he HR.
The import ance of  HR has been wel l
est abl ished in t he past  and can’ t  be
overlooked in t he fut ure also.

Transformation of The HR Function

As t he business and organizat i on
evolve,  HR also faces new challenges.
Right  now t he old and convent ional
HR pract ices no longer remain fruit ful.
It  should also adapt  i t sel f  t o cope
up wit h changes and f i t  i t sel f  in t he
fut ure.  So,  we need a t ransformat ion
in t he role of  HR f rom past  t o present
keeping t he fut ure in mind.

Earl ier HR most ly revolved around
administ rat ive dut ies l ike st af f ing,
t raining,  employee benef i t s et c.  t he
whole approach was act ivi t y-based
i . e. ,  concent rat ed on t he
administ rat ive syst em.  As business
and social  dynamics changed,  so t he
role of  HR evolved. It  always st ruggled
t o meet  new chal lenges relat ed t o
government  rules and regulat ions,
l aws,  empl oyment  oppor t uni t i es,
occupat ional safet y,  healt h and other
employee benef it s.  These t radit ional
roles and responsibilit ies of HR funct ion
are namel y HRP,  Recrui t ment ,
Select ion,  Induct ion/ Or ient at i on,
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Mot ivat ion,  Handl ing Unions,  Wages/
Salary et c

These t radi t ional  HR pract ices and
t he roles played by t he HR managers
t i l l  now.  But  t he current  si t uat ions
are changing.  In addi t ion t o t hese
responsibil it ies,  the HR managers face
new chal lenges for which t hey have
t o t ransf orm t hemselves.  Now let
us have a look on new chal lenges
ahead of  t he HR pract i t ioners and
t he role t hey are required t o play.

New Challenges Ahead Of HR

Wayve Brockbank and Dave Ulrich says,
“ If  HR has t o cont ribute t o    business,
i t  has t o break out  of  t hat  way of
t hinking,  i t  has t o fal l  in love wit h
business rat her  t han human
resources. ”

This suggest s t hat  t oday HR requires
t o break f ree f rom t he t radi t ional
mindset  and develop a whole new
out look about  how it  could cont ribute
int o developing and enr iching t he
business.  At  present  i t  faces several
new challenges. These can be summed
up as fol lows:

” Managing Diversity

The composi t ion of  workf orce has
changed rapidly.  People are ready t o
cross boundaries and go anywhere
in t he world were t hey get  bet t er
prospect s,  growt h opport unit ies and
challenging j ob. When they cross their
boundaries and are placed elsewhere
in world,  t hey may feel  a cul t ural
shock since t he cul t ures of  di f ferent
count r i es vary great l y.  Al so,  t he
numbers of  young workers are
increasing in t he workforce.  These
young employees often have a different
way of  t hinking.  They analyze and

perceive t he si t uat ions in a dif ferent
manner which may not  be same as
t hose of  ol d and exper i enced
execut i ves.  Even t hei r  st yl e of
performing a j ob is also di f f erent .
Managing this diversity and dif ferences
ef fect ively is a big chal lenge before
t he HR manager.  They should manage
t o creat e a harmonious and heal t hy
envi ronment  on j ob so t hat  each
employee could give his 100% t o t he
j ob.  They should be able t o manage
t he di f f erences and di versi t y
ef fect ively so as t o avoid clashes of
dif ferent  generat ion,  communicat ion
gap and even t he cul t ural  gap.  It
should of fer compet i t ive advant age
t o t he f orm.

” Technological Advancement

 At  present  t echnology is no more a
synonym t o gizmos and gadget s only.
The scope has widened enormously.
We have dif ferent  t ypes of  t echnology
like communicat ion technology, process
t echnology,  and human t echnology.
Almost  al l  organizat ions are af fect ed
by t hese changing and evol vi ng
technologies. The changing technology
af fect s global izat ion by connect ing
t he organizat ion wor ldwide.  They
af fect  t he speed of  decision making
and pace of  implement at ion.  It  also
af fect s t he speed of  market  change
by reducing t ime lags between distant
point s.  The t ime reduct ion increases
t he market  volat i l i t y which resul t s
i n demand f or  rapi d product
innovat ion.

Changing t echnology also af fect s t he
knowledge capi t al  because human
know-how is int imately and int ricately
l inked to using technology ef fect ively.
Today every informat ion is avai lable
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on int ernet .  Any proceedings in any
part  of  t he world,  smal l  or big,  come
on t he int ernet .  Thus t echnology
af f ect s each organizat ion in a big
way.  However,  t his t echnology comes
with a price. They also require t rained
and skil led people who can use t hem.
So,  whi l e goi ng f or  advanced
t echnology t he managers should be
qui t e caut i ous about  t he cost
const raint .  At  t he same t ime t hey
should not  lag behind t he t echnology,
ot herwise ot her companies wi l l  gain
compet i t ive advant age over t hem.

” Outsourcing of HR Act ivit ies

Half  of  t he HR work is administ rat ive
t ransact ion work l ike hiring,  st af f ing,
t raining, benefit  facilit ies management
et c.  That  t akes almost  80% of  t ime
and at t ent ion.  So,  at  present  many
f irms are opt ing for out sourcing of
t hese administ rat ive j obs as a t ime
saving and cost  cut t ing measure.  In
out sourcing t he f i rms get  t heir HR
act ivi t ies done out side by suppl iers
or  agencies on a cont ract  basi s.
Empl oyee hi r i ng,  t rai ni ng and
devel opment ,  maint enance of
st at ut ory records are t he usual
funct ions cont ract ed t o out siders for
example P&G has a signed a 10 year,
$400mil l ion deal  wit h IBM t o handle
employee services.  Out sourcing also
results in increased eff iciency & bet ter
services.

However  out sourci ng of  j obs i s
beneficial only at  the operat ional level.
At  higher levels where t he st rat egies
are formulat ed,  t he st rat egic plans
and ot her  l ong t erm pl ans are
devel oped,  act i vi t i es can’ t  be
out sourced.  Ot herwise t he glory and
import ance of  t he HR depart ment

wi l l  be endangered.  Even now many
f irms don’ t  maint ain HR depart ment
as t hey out source t heir HR act ivit ies.
So,  i t  is a big chal lenge before t he
HR pract i t i oners t o prove t he
import ance of  t he HR funct ion and
save i t  f rom ident i t y crisis.

” Business Process
Reengineering

Now a days more and more
organizat ions are going for Business
Process Reengineering i .e. ,  reducing
t he business processes t o t ransform
t hem and improve t he l evel  of
performance. The main purpose behind
Business Process Reengineering is t hat
it  should address to issues like customer
sat isfact ion, compet it ion and changing
economic cl imate.  In Business Process
Reengineer i ng several  j obs are
combined int o one.  The employees
are empowered enough t o t ake t heir
own decisions.  Also,  t he cont rols and
checks and ot her non value works
are minimized.  The implement at ion
of  t his reengineering process is also
a big chal lenge for HR pract i t ioners.
They must  t ake a rat ional  decision
i f  t hey requi re Business Process
Reengineering for t heir organizat ion
or not . While going for Business Process
Reengineering it  requires redesigning
and reorchest rat ing of  t he present
syst em.  So,  t he HR managers should
have a clear underst anding of  t he
current  inst al led base of  informat ion
syst em appl icat ions and dat abases.
They shoul d al so benchmark t he
t echnology and procedures of  t heir
f i rm against  t he best  compet i t or.
They should al so have passionat e
leadership qualit ies and organizat ional
commit ment .  They are also required
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to balance the business process changes
wit h simul t aneous cul t ural  changes.

” Knowledge Management

The knowledge asset  of  t he company
and its people is becoming increasingly
crucial  t o i t s compet it ive wel l -being.
As st at ed by one expert  part icipant
in A 21st  Cent ury Vision (Rot hwel l ,
1996d),  “ Business goes where ski l ls
and knowledge are available-‘ t he new
capi t al ism’ . ”

Right  now product ivi t y of  knowledge
and knowledge workers has replaced
capital and technology as the decisive
f act ors f or  t he success of  t he
organizat ion.  Anot her expert  opinion
about  t he changing business
environment  is that  “ Technology based
compet i t ion would be replaced by
people based compet i t ion because
people cant  be imit at ed in cont rast
t o t echnol ogy,  management  and
business processes” .

Knowl edge gi ves creat i vi t y and
innovat ive ideas. It  also provides logical
base for decision making and increases
t he speed of  execut i on of  t hese
decisions.  So,  i t  is a big chal lenge
for HR managers t o manage t his asset
or  resource ef f ect i vel y i n t he
organizat ion.

Changing Role of  HR

“ Organizat ions are ent ering int o an
era of  near l y const ant  t urbul ent
changes,  and in t hi s “ permanent
whi t ewat er ” ,  individual s must  be
imaginat ive,  creat ive and cont inuous
learners”

In fut ure t he HR pract i t ioners wi l l
be conf ront i ng wi t h compl i cat ed
si t uat ions and bigger  chal l enges.
Accordingly,  t hey wi l l  be assuming
new roles and responsibi l i t ies.  As t he
approaches and t rends are changing
in t he corporat e world,  so t he HR
pract i t ioners are also requi red t o

Changing Role of HR

Yesterday Today T omorrow

Success Business j udgement Informat ion Flexibil it y
factors Intuit ion St rat egic Plan Agil it y

Mission Speed

Organizat ional Paternalist ic Professional Empowered
Style Learning Vibrant

Employees Hungry,  Naked & Thinking and Fully evolved,
considered Defenseless Rat ional  being complet ely sat isf ied,
as . . creatures mat ure human beings

Mot ivat ional Driving people Driving people People drive
Met hods t hrough basic t hrough social  & Themselves

needs intel lectual needs

Role of Provide people wit h Mot ivat e by As a Change Agent
HR food,  clot hing and providing ef fect ive As a Innovat or

shelter fair appraisals and As a St rat egic
compensat ion syst em Partner
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change t hei r  vision and approach
t owards t heir work.  Today,  i t s highly
chaot ic si t uat ion in t he market  and
t he managers t hriving on chaos can
only survive.  So,  t hey need t o adapt
t hemselves t o t he changing business
environment  for which t hey should
have t he clear underst anding of  what
roles and responsibi l i t ies t hey are
expect ed t o perform.

 HR Pract i t ioners   î    HR Leaders

       (Now)                 (Fut ure)

Ti l l  now t he HR managers were HR
pract i t i oners who f ocused on t he
t radit ional  HR funct ional  areas.  But
now onwards t hey have t o play t he
role of  HR Leaders who can f i t  t he
HR funct ions t o business st rat egies
and business st rat egies t o t he
advant ages provi ded by t he
organizat ion‘ s people.

In t oday’s corporate we don’ t  require
mere managers rat her leaders who
have t he capabi l i t y t o conquer t he
sea.  Wit h t he business becoming hi-
t ech and changing rapidly,  we require
dif ferent  set  of  leadership qual i t ies
t o be on t he success side.

Albert  A. Vicere of Pennysylvania State
Universi t y present ed his f indings on
t he 10 most  import ant  compet encies
of  HR leaders as fol lows:

Ü He is commit t ed t o t he success
of  t he organizat ion.

Ü He act s in a manner t hat  inst i l ls
t rust .

Ü He is an ef fect ive leader.

Ü He exhibi t s high st andards of
per f ormance.

Ü He can manage conf l i ct s
effect ively.

Ü He works ef fect ively wit h ot her
members out si de t he HR
funct ion.

Ü He recrui t s and select s high
qual i t y professionals.

Ü He communicat es ef f ect ively
bot h oral ly and in wri t ing.

Ü He underst ands t he overal l
corporat e mission.

Ü He develops t he HR plans t hat
are clearly l inked t o t he mission
and st rat egy of  business unit s.

From t he f indings of  Albert  A.Vicere
we can ident i f y and out l ine cert ain
qual i t ies and compet encies of  t he
HR managers as fol lowing:

Ü Leadership

Ü Highly assert ive

Ü Risk t akers

Ü High int erest  in business

Ü High int erest  in HR issues

Ü Opport uni t y sensing

Ü Flexible

Ü Wealt h creat ing mind

Ü Quest  for knowledge

Ü Emot ional  connect edness

The role of  t he HR managers wi l l  be
mult i facet ed.  Apart  f rom playing t he
role of HR leaders, they will be required
to perform many more responsibilit ies.
The next  import ant  role t hey wi l l
be playing is t hat  t hey wi l l  serve as
t he Change Agent s.  They shoul d
facil it ate the change in such a manner
that  it  does not  create any hindrances
in t he pat h of  success of  t he
organizat ion. Only then they can assure
bet t er product ion levels and bet t er
services.

The HR leaders should develop an
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int egrat ed approach t o management
because t he HR is regarded as a core
act ivi t y rat her t han being a single
funct ion.  It  af fect s al l  other funct ions
of  t he management .  Be i t  planning,
organizing,  leading or cont rol l ing,  t he
HR is crucial  t o every f unct ion.  It
also shapes t he company’s values.
In part icular,  t his can have an impact
on cust omer services.

The HR managers are also required
t o act  as Mediat ors or Consul t ant s.
They have t he responsibi l i t y of
bal ancing t he new and emerging
aspirat ions and requirement s of  t he
company and t he individual .

The HR managers wi l l  also be playing
a leading role in t he organizat ion as
t he St rat egy Builders.  New st rat egies
and innovat ive st yles wil l  be required
in t he organizat ion t o address issues
like globalizat ion, changing technology,
speed, cost  containment  etc.  This wil l
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Some t hi ngs ar e hur r yi ng i nt o
exist ence,  and ot hers are hur rying
out  of  i t .  And t hat  which is coming
i nt o exi st ence,  par t  i s al r eady
ext inguished.  Mot ions and changes
are cont inual ly renewing t he world….

Roman Emperor  Marcus Aurel ius
Medi t at i ons (A.D.  f our t h cent ury)

The f undament al  purpose of  al l

economic act ivi t y is t o creat e value.
The economic value is creat ed by
t he f i rms and simul t aneousl y
somewhere i t  is being dest royed.

. . . t he …process of  i ndust r i al
mutat ion….incessant ly revolut ionizes
t he economic st ruct ure f rom wit hin,
incessant ly dest roying t he old one,
incessant ly creat ing a new one.  This

Value Creation and Sustainable Competitive
Advantage for Corporate Leadership

B. Chowdhury*

* Sr. Manager (Acad.) & Sr. FM, MTI, SAIL, Ranchi
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Abst ract

Two f i rms compet e in t he same indust ry and bot h have many st rengt hs in a var iet y
of  funct ional areas: operat ions, logist ics and so on. However, one of  these f irms outperforms
t he ot her  by a wide margin over  a long per iod of  t ime.  The f i rm being in t he same
market  makes dissimi lar  prof i t s,  and t his happens because t he f i rm i t sel f  is dissimi lar.
Several  st udies show t hat  t he f i rm is a more import ant  source of  prof i t  t han t he market
.A f i rm is an inst i t ut ion t hat  organizes product ion by int ernal izing t he t ransact ions
requi red t o produce an out put .  The process of  product ion requi res t he cooperat ive
ef f or t  of  a number of  owners of  product ive resources,  and in t his process t he f i rm can
manage the resources more ef f icient ly t han the market  result ing into superior performance
and corporat e leadership.

Key Words :  Value chain,  l ogist ics,  propr iet ary
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process of  Creat ive Dest ruct ion is
t he essent ial  fact  about  capit al ism.
It  is what  capit al ism consist s in and
what  every capit al ist  concern has got
t o l ive in (Schumpet er,  1938).

In t wo maj or st udies,  publ ished in
2002 and 2005 respect ively,  Robert
Wiggins of  t he Universit y of  Memphis,
and Tim Ruef l i ,  of  t he Universit y of
Texas,  show t hat  whi l e many
companies can manage short -t erm
burst s of  high performance,  only a
few sust ain i t  in t he longer run.  The
aut hors st rat i f ied a sample of  6,772
companies over 23 years into superior,
modal  (middl e) ,  and i nf er i or
performers in t heir indust ries.  Only
5 percent  of these companies remained
in t he superior st rat um for 10 years
or more.  Furt hermore,  t he superior
per f ormers exper i ence l i t t l e
composi t i on st abi l i t y i . e. ,  t he
performers change over t ime.

Wiggins and Ruef l i  concluded t hat
t he short -t erm performers lost  t heir
way when t he environment  shif t ed.
Al l  sources of  compet it ive advant age
are t emporary,  and very f ew
companies can creat e new sources
of  advant age af t er  t hei r  hi st or i c
sources decl ine (Beinhocker,  2006).

Taking anot her angle on t he issue,
Foster and Kaplan point  out  in Creat ive
Destruct ion that  only a small populat ion
of  companies has endured for a long
t ime:  f or example,  of  t he or iginal
Forbes 100 companies,  in 1917,  only
13 have survived independent ly t o
t he present  day.

Two f i rms compet e i n t he same
indust ry and both have many st rengths
in a var i et y of  f unct i onal  areas:

operat i ons,  l ogi st i cs and so on.
However,  one of  t hese f i rms
out per f orms t he ot her  by a wide
margin over a long period of  t ime.
The f i rms being in t he same market
make di ssimi l ar  prof i t s,  and t hi s
happens because the f irms themselves
are dissimilar.  Several  st udies show
t hat  t he f i rm is a more import ant
source of  prof i t  t han t he market
(Rumelt ,  1991 and Roquebert ,  Phil ips
and West fal l ,  1996).

Firm as a Source of Profit :  A f i rm
i s an i nst i t ut i on t hat  organi zes
product i on by i nt ernal i zi ng t he
t ransact ions required t o produce an
out put .  The process of  product ion
requi res t he cooperat ive ef f or t  of
a number of  owners of  product ive
resources,  and in t his process t hree
problems arise and t he f irm can of t en
deal  wit h t hem more ef f icient ly t han
t he market  (Alchian and Demest z,
1972) .

1 . Mobilizing,  coordinat ing and
motivating resources :  and t he
f irst  is t he issue of  mobi l izing,
coordinat i ng and mot i vat i ng
resources.  The f i rm deals wit h
t hese issues by est abl ishing an
architecture that  brings mult iple
owners of  product ive resources
into long-term relat ionships with
on anot her.

2 . Information asymmetry :  The
f i rm sol ves t he probl em of
i nf ormat i on asymmet ry by
building a reputat ion that  bridges
t he informat ion gap bet ween
t he f i rm and t hose who have
not  deal t  wi t h i t  before,  and
makes possible t ransact ions that
may not  t ake place ot herwise.
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3 . Know-how :  The f i rm solves
the issue of collect ive knowledge
of  product ion process.

Hence when t wo or more owners of
product ive resources have t o work
t oget her  t o produce an out put ,  a
f irm of t en becomes a more ef f icient
al t ernat ive t o t he market ,  because
i t s archi t ect ure,  reput at i on,  and
knowledge enable t he f i rm t o use
these resources more ef f icient ly t han
t he market .  The archit ect ure of  t he
f i rm reduces t he product ion losses
t hat  may arise i f  t he owners of  t hese
resources t ransact  wit h one anot her
t hrough t he market .  It s reput at ion
minimizes t he product ion losses t hat
would arise i f  product ion does not
t ake pl ace at  al l ,  because of  an
i nf ormat i on asymmet ry bet ween
buyers and sel lers.  And t he f i rm’s
knowledge of  how product ion should
be carried out  enables t he product ive
resources t o produce more t han t hey
would ot herwise (Kay,  1993).

Assets and Value:  As t he economist
def ines i t ,  t he f i rm is an inst i t ut ion
t hat  produces or  add val ue,  by
t ransforming a set  of  input s int o a
product , or a form considered valuable
by t he buyer,  and market i ng or
reaching t he product  f rom t he f i rm
t o t he buyer.  The f i rm does so by
using t hree t ypes of  product i ve
resources: its architecture, reputat ion,
and knowledge, or what  Richard Caves
calls its proprietary assets, its st rategic
asset s and non-propr iet ary f act ors
of  product ion (Caves,  1996).

” The def ining charact erist ics of
propriet ary asset s are t hat  t hey
are int angible,  creat ed by t he

f irm i t sel f ,  unique in t he sense
t hat  no ot her f i rm has t hem,
and avai lable for t he exclusive
use of  t he f i rm.

” St rat egic asset s are similar t o
propriet ary asset s in t hat  t hey
are also unique and avai lable
for the exclusive use of  the f irm.
But  t hey are also dissimilar in
t hat  t hey may be int angible or
int angible,  and are not  creat ed
by t he f i rm,  but  acqui red by
buying or hir ing t hem f rom t he
market .  Examples are an iron
ore mine owned or  t aken on
lease by a st eel  company.

” Non-propriet ary fact ors are not
unique,  in t hat  t hey are t he
same for all f irms and are equally
avai lable t o al l  f i rms who can
buy or  hi re t hem f rom t he
market .

A f i rm is dist inguished f rom ot her
f irms by i t s propriet ary asset s.  These
asset s do not  par t i ci pat e i n t he
product ion process direct ly,  but  work
t hrough t he non-propriet ary fact ors
employed by t he f irm.  Toget her,  t hey
determine the technology of  t he f irm,
or t he dist inct ive way in which i t
uses non-propr i et ary f act ors t o
produce an out put .  They al so
det ermine t he f i rm’s capabi l i t ies,  or
t he kind of  t hings i t  can do.  Most
import ant ly,  t hey can generat e an
economic prof i t  for t he f i rm,  even
when it  is not  prot ect ed by st ruct ural
or any other external ly imposed ent ry
barr iers.

Value-Chain Analysis :  Value-chain
analysis views t he organizat ion as a
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sequent ial  process of  value-creat ing
act ivi t ies.  The approach is useful  for
underst anding t he bui lding blocks of
compet it ive advantage. In compet it ive
terms, value is the amount  that  buyers
are wi l l ing t o pay for what  a f i rm
provides t hem.  Value is measured
by t ot al  revenue,  a ref lect ion of  t he
price a f irm’s product  commands and
t he quant i t y i t  can sel l .  A f i rm is
prof itable to the extent  that  the value
i t  receives exceeds t he t ot al  cost s
involved in creat ing i t s product  or
services.  Creat ing value for buyers
t hat  exceeds t he cost s of  product ion
(i .e.  margin) is a key concept  used
in anal yzing a f i rm’s compet i t i ve
posit ion. Porter described two different
cat egories of  act ivi t ies.  First ,  f ive
primary act ivit ies— inbound logist ics,
operat i ons,  out bound l ogi st i cs,
market ing and sales,  and service –
cont ribut e t o t he physical  creat ion
of  t he product  or service,  i t s sale
and t ransfer t o t he buyer,  and i t s
service af t er sale.  Second,  support
act ivi t ies — procurement  t echnology
devel opment ,  human resource
management ,  and f irm inf rast ructure
— eit her add value by t hemselves or
add val ue t hrough impor t ant
rel at i onships wi t h bot h pr imary
act ivit ies and other support  act ivit ies.

Primary Activities : Inbound Logistics

” Locat ion of dist ribut ion facil it ies
t o minimize shipping t imes.

” Excellent  material and inventory
cont rol  syst ems.

” Syst em t o reduce t imes t o send
“ ret urns”  t o suppl iers.

” Warehouse layout  and designs

t o i ncrease ef f i ci ency of
operat i ons f or  i ncoming
mat er ials.

Primary Act ivit ies: Operat ions

” Ef f icient  plant  operat ions t o
minimize cost s.

” Appropriate level of  automat ion
in manufact ur ing.

” Qual i t y product i on cont rol
syst ems t o reduce cost s and
enhance qual i t y.

” Ef f i ci ent  pl ant  l ayout  and
workf low design.

Pr imary Act ivi t ies:  Outbound
Logist ics

” Ef fect ive shipping processes t o
provi de qui ck del i very and
minimize damages.

” Ef f i ci ent  f i ni shed goods
warehousing processes.

” Shipping goods in large lot  sizes
to minimize t ransportat ion costs.

” Qual i t y mat er i al  handl i ng
equipment  t o increase order
picking.

Primary Act ivit ies: Market ing and
Sales

” Highly mot ivated and competent
sales force.

” Innovat i ve approaches t o
promot ion and advert ising.

” Select ion of  most  appropriat e
dist r ibut ion channels.

” Proper ident if icat ion of customer
segment s and needs.

” Ef fect ive pr icing st rat egies.
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Primary Act ivit ies: Service

” Ef fect ive use of  procedures t o
sol ici t  cust omer feedback and
t o act  on informat ion.

” Quick response to customer needs
and emergencies.

” Appropr i at e war rant y and
guarant ee pol icies.

Suppor t  Act ivi t ies:  General
Administ rat ion

” Ef fect ive planning syst ems t o
at t ai n overal l  goal s and
obj ect ives.

” Abil i t y t o ant icipat e and act  on
key environment al  t rends and
event s.

” Abil i t y t o obt ain low-cost  funds
for capex and working capit al .

Suppor t  Act ivi t ies:  General
Administ rat ion

” Abi l i t y t o coordi nat e and
int egrat e act ivi t ies across t he
“ value syst em” .

” Highl y vi si bl e t o i ncul cat e
organizat ional culture, reputat ion
and values.

Support Activit ies: Human Resource
Management

” Ef f ect i ve recrui t i ng,
devel opment ,  and ret ent i on
mechanisms for employees.

” Qual i t y work envi ronment  t o
maximi ze overal l  empl oyee
per f ormance.

Suppor t  Act ivi t ies:  Technology
Development

” Ef f ect i ve R&D act i vi t i es f or

process and product  init iat ives.

” Posit ive collaborat ive relat ionships
bet ween R&D and ot her
depart ment s.

Suppor t  Act ivi t ies:  Technology
Development

” St at e-of -t he-art  f aci l i t ies and
equipment .

” Cul t ure t o enhance creat ivi t y
and innovat ion.

” Ability to meet  crit ical deadlines.

Support  Act ivit ies: Procurement

” Procurement  of  raw mat er ial
input s t o opt imize qual i t y and
speed,  and t o minimize t he
associat ed cost s.

” Development  of  col laborat ive
“ win-win”  relat ionships wi t h
suppl iers.

” Effect ive procedures to purchase
advert ising and media services.

” Analysis and select ion of alternate
sources of  input s t o minimize
dependence on one suppl ier.

” Abi l i t y t o make proper lease
versus buy decisions.

St rategy and Business:  From a
business perspect ive,  st rat egy begins
wit h t he desire of  t he organizat ion
to outperform the market .  A st rategy,
in t his cont ext ,  is def ined as a set
of  concret e pl ans t o hel p t he
organizat ion accompl ish t his goal .
Fundament al l y,  a st rat egy i s a
commit ment  t o undert ake one set
of  act ions rat her t han anot her,  and
this commitment  necessarily describes
t he al l ocat i on of  resources
(Ost er, 1999).
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Two Primary Reasons for a Strategy:

First ,  if  what  you do is not  unique
in some respect  and everyone can
do i t ,  t hen you cannot  make money
at  i t  (Ost er,  1999).

Second,  no advant age i s
permanent l y sust ai nabl e i n a
compet it ive market  t hus sat isfact ion
wit h t he st at us quo is a recipe for
fai lure as compet i t or wi l l  event ual ly
f ind a means t o capt ure your market
share (Hunt er,  2000).

A Resource-based View (RBV) of
the Firm:  We have st ruct ured our
st udy on model  of  Resource-Based
View (RBV) of  t he f i rm (Penrose,
1959;  Barney,  1991).  The resource-
based view (RBV) of  the f irm combines
t wo perspect ives:  (1) t he int ernal
analysis of  phenomena within the f irm
and (2) an ext ernal  analysis of  t he
compet i t ive envi ronment  (Col l is &
Mont gomery,  1995;Barney,  1991).  It
is a very useful f ramework for gaining
i nsi ght s on why a f i rm i s more
prof i t able t han ot hers.

A firm possesses three key types
of resources:  Tangible resources,
intangible resources and organizat ional
capabi l i t ies.  It  is import ant  t o not e
that  resources by themselves t ypically
do not  yield advant age.  Sust ainable
advant ages are creat ed t hrough t he
bundling of several resources in unique
combinat ions.

The resource-based view (RBV) of
the firm combines two perspectives:

” The i nt ernal  anal ysi s of
phenomena wit hin a company
and

” An ext ernal  anal ysi s of  t he
indust ry and i t s compet i t i ve
envi ronment .

””””” It  goes beyond t he t radit ional
SWOT analysis by int egrat ing
i nt ernal   and ext ernal
perspect ives.

””””” It  i s a usef ul  f ramework f or
gaining insight s on why some
f irms are more prof i t able t han
ot hers.

Types of Firm Resources: Tangible
Resources

” Asset s t hat  are easy t o ident i f y
are cal led t angible resources.

” They i ncl ude physi cal  and
f i nancial  asset s t hat  an
organizat ion uses to create value
for i t s cust omers.

Types of Firm Resources: Intangible
Resources

” Much more di f f i cul t  f or
compet i t ors t o account  for or
imitate are intangible resources,
which are t ypical ly embedded
in unique rout ines and pract ices
t hat  have evol ved and
accumulat ed over t ime.

” A f irm’s cul t ure may also be a
resource t hat  provi ded
compet i t ive advant age.

Dist inct ive Capabilit ies: Intangible
Resources

” Dist inct ive capabi l i t ies are t he
glue t hat  holds t hese asset s
t oget her and enable t hem t o
be deployed advant ageously.

” Each of  t hese capabi l i t ies is a
complex bundle of  ski l l s and
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knowledge,  exercised t hrough
the organizat ional processes that
enable a business t o coordinat e
act ivit ies,  ut i l ize it s asset s,  and
cont inuously learn and improve.

” Capabi l i t ies di f fer f rom asset s
i n t hat  t hey are so deepl y
embedded in t he organizat ional
rout ines and pract ices t hat  t hey
cannot  be t raded or imit at ed
(Day,  2006).

Types of  Firm Resources:
Organizat ional Capabilit ies

” Firm compet ences or ski l ls t he
f irm employs t o t ransfer input s
t o out put s.

” Capaci t y t o combine t angible
and int angible resources,  using
organizat ional processes to at tain
desired end.  Examples:

” Out st anding cust omer service.

” Excel lent  product  development
capabil i t ies.

” Abil i t y t o mot ivat e and ret ain
human capi t al .

” Innovat iveness of  product s and
services(Barney,1991).

Firm Resources and Sustainable
Compet it ive Advantage :

” Resources alone are not  a basis
for compet it ive advantages,  nor
are advantages sustainable over
t ime.

” A resource or capabi l i t y helps
a f i rm t o increase i t s revenue
or t o lower cost  but  t he f i rm
der i ves onl y a t emporary
advant age because compet it ors
quickly imit ate or subst it ut e for
i t .

For a resource t o provide a f irm
wi t h pot ent i al  f or  a sust ai nabl e
compet i t ive advant age,  i t  must  have
four at t r ibut es.

””””” Fi rst ,  t he resource must  be
valuable in t he sense t hat  i t
exploi t s opport uni t ies and/ or
neut ral izes t hreat s in t he f irm’s
envi ronment .

””””” Second,  i t  must  be rare among
t he f irm’s current  and pot ent ial
compet i t ors.

””””” Thi rd,  t he resource must  be
di f f i cul t  f or  compet i t ors t o
imi t at e.

””””” Fourt h,  t he resource must  have
no st rat egi cal l y equi val ent
subst i t ut e.

Four  Cr i t er ia for  Assessing
Sustainabi l i t y of  Resources and
Capabilit ies:

Is the Resource Valuable?

” Organizat ional resources can be
source of  compet it ive advantage
only when t hey are valuable.

” Resources are valuable when they
enable a f i rm t o formulat e and
impl ement  st rat egies t hat
improve i t s ef f i ci ency or
ef f ect iveness.

Is the Resource Rare?

If  compet i t ors or  pot ent i al
compet i t ors also possess t he same
valuable resource,  i t  is not  a source
of  a compet i t ive advant age because
al l  of  t hese f i rms have t he capabi l i t y
t o exploit  t hat  resource in t he same
way.

Common st rat egies based on
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such a resource would give no one
f i rm an advant age.  For a resource
t o provide compet i t ive advant age,
i t  must  be uncommon,  t hat  is,  rare
relat ive t o ot her compet i t ors.

Can the Resource be Imitated Easily?

” Inimit abil i t y is t he key t o value-
creat ion because i t  const rains
compet i t ion.

” If  a resource is inimit able,  t hen
any prof i t s generat ed are more
l ikely t o be sust ainable.

” Physical Uniqueness: by definit ion
is inherent ly diff icult  to copy,e.g.
mining r ight s.

” Pat h Dependency:  This simply
means that  resources are unique
and t herefore scarce because
al l  t hat  has happened along t he
pat h f ol l owed i n t hei r
devel opment  and/ or
accumul at i on.  Compet i t ors
cannot  go out  and buy t hese
resources quickly and easi ly.

” Causal  Ambigui t y:  This means
t hat  t he would-be compet i t ors
may be t hwart ed because i t  is
impossible t o disent angle t he
causes of either what the valuable
resource is or  how i t  can be
recreat ed.

” Social  Complexi t y:  Examples
include int erpersonal  relat ions
wit h t he managers in a f i rm,
i t s cul t ure,  and i t s reput at ion
wit h suppl iers and cust omers.

Causal Ambiguity

” The compet i t or ’ s move t o
imit at e t he st rat egy of  t he f irm

is impeded if  t here is ambiguit y
about  t he causal  connect ions
bet ween t he act ions of  t he f irm
and resul t s.

” The f i rm’s capabi l i t y embodies
t aci t  knowl edge based on
l earni ng by doing or  usi ng,
accumulated through experience
and ref ined by pract ice.

” The knowledge base may be so
t acit  and impl ici t  t hat  i t  resist s
al l  ef f or t s at  codi f yi ng t he
rout ines,  decision rules,  and
prot ocols t hat  make t he syst em
work

” Causal  ambiguit y is deepened
when t he capabi l i t y requires a
complex pat tern of  coordinat ion
among di verse t ypes of
resources.

” This means t hat  few individuals
have t he complet e grasp of  t he
ent ire system. Thus a rival cannot
copy t hrough direct  observat ion
and may st i l l  not  grasp of  t he
funct ioning of the capability even
af ter hiring away key employees
(Day,  2006).

Time Compression Diseconomies

” Some resources can be developed
onl y painst akingl y over  l ong
per i ods of  t ime.  E. g. , a
reputat ion for except ional quality
requi res consi st ency and
cont inuous improvement  over
a long period of  t ime.

” A r i val  t hat  t r i es t o rapidl y
achieve t he same result  t hrough
a crash programme is l ikely t o
f ind it  has incurred much higher
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cost s t han i f  i t  had made t he
same expendit ure over a longer
per iod (Ghemawat ,  1991).

Are Substitutes Readily Available?

” A f irm resource is a source of
sust ai nabl e compet i t i ve
advantage when the st rategically
equivalent  resources are rare
or inimit able.

” Two valuable f irm resources are
st rat egical ly equivalent  when
each one can be expl oi t ed
separat ely t o implement  t he
same st rat egy.

Core Competence

” Core competencies are collect ive
learning of  t he organizat ion,
especial l y how t o coordinat e
diverse product ion ski l l s and
int egrat e mul t iple st reams of
t echnologies.

” Core compet ence i s
communicat ion,  involvement ,
and a deep commi t ment  t o
working across organizat ional
boundaries.

” Core compet ence does not
diminish with use. Unlike physical
assets, which do deteriorate over
t ime, competencies are enhanced
as t hey are appl ied and shared
(Prahalad and Hamel ,  1990).

Conclusion

Organizat ional Capabilit ies

The organizat ional  capabi l i t ies of  a
f i rm can be evaluat ed under  t he
f ramework of  Resource –Based View
of  t he f i rm.  Firm resources include
all assets,  capabil it ies,  organizat ional
processes,  f i rm at t r i but es,

i nf ormat i on,  knowl edge,  et c.
cont rol led by a f i rm t o conceive of
and implement  st rategies that  improve
it s ef f iciency and ef fect iveness (Daf t ,
1983).  As st at ed earl ier,  a f i rm has
three types of resources for evaluat ion:

(a) Tangible Resources

i . Financial

i i . Physi cal :  Modern pl ant  and
facilit ies, state-of-art  machinery
and equipment .

i i i . Technol ogi cal :  Innovat i ve
product ion processes

iv. Organi zat i onal :  Ef f ect i ve
st rat egic planning processes,
excellent  evaluat ion and cont rol
syst ems

(b) Intangible Resources

i . Human:  Exper i ence and
capabil it ies of  employees, t rust ,
managerial  ski l ls,  f i rm specif ic
pract ices and procedures.

i i . Innovat i on and creat i vi t y:
Technical  and scient i f ic ski l ls,
innovat ion capaci t ies.

i i i . Reput at ion:  Reput at ion wi t h
cust omers f or  qual i t y and
rel i abi l i t y,  r eput at i on wi t h
suppliers for fairness,  non-zero-
sum relat ionship.

( c) Organizat ional Capabilit ies

i . Firm compet ences or ski l ls t he
f irm employs t o t ransfer input s
t o out put s.

i i . Capaci t y t o combine t angible
and int angible resources,  using
organizat ional processes to at tain
desired end.
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Factors of Performance: A firm’s
performance is affected by three
broad factors or resources:

(a) Tangible Resources:  As st at ed
t hese are physical  and f inancial
asset s t hat  t he f i rm uses t o
creat e value for i t s cust omers.
Thi s i ncl udes t he pr imary
act ivit ies of  t he value chain i.e.
t he i nbound l ogi st i cs and
outbound logist ics (Porter, 1985).

(b) Intangible Resources:  Much
more di f f i cul t  f or  a f i rm t o
account  for or imit at e are t he
int angible resources,  which are
t ypical ly embedded in unique
rout ines and pract ices that  have
evolved and accumulat ed over
t ime.  These i ncl ude human
resources (e.g. ,  experience and
capabil it ies of  employees, t rust ,
ef f ect iveness of  work t eams,
managerial  ski l l s),  innovat ion
resources (e. g. ,  t echni cal
expert ise, ideas), and reputat ion
resources (e.g. ,  brand name,
reput at ion wi t h suppl iers f or
fairness and wit h cust omers for
rel iabi l i t y and product  qual i t y.
A f i rm’s cul t ure may also be a
resource t hat  provi des
compet it ive advantage (Barney,
1986) .

( c) Organizat ional Capabilit ies:
Organizat ional  capabi l i t ies are
dist inct ive capabil it ies that  glue
and hol d t he t angibl e and
int angible resources t oget her
and enable t hem to be deployed
advant ageously.  Each of  t hese
capabil i t ies is a complex bundle

of skills and knowledge, exercised
t hrough t he organi zat i onal
processes t hat  enable a f i rm
t o coordinat e act ivi t ies,  ut i l ize
its assets, and cont inuously learn
and improve.  Capabil i t ies dif fer
f rom asset s in t hat  t hey are
so deepl y embedded i n t he
organi zat i onal  rout i nes and
pract ices t hat  t hey cannot  be
t raded or imit at ed (Day,  2006).
Capabi l i t ies are obscured f rom
view because much of  t hei r
knowledge component  is t acit
and di spersed al ong f our
dimensions:

i . Accumul at ed empl oyee
knowledge and ski l ls.

i i . Knowledge embedded in
technical systems including
software l inked databases,
and formal  procedures.

i i i . Management  syst ems t hat
exist  t o create and cont rol
knowledge.

iv. The value and norms t hat
dict at e what  informat ion
is t o be col lect ed,  what
t ypes are most  import ant ,
and how i s t o be used
(Leonard-Bart on,  1992).

Anot her  at t r i but e of  di st i nct i ve
capabi l i t ies is t hat  t hey are robust
and can be used in di f f erent  ways
t o speed t he f i rm’s adj ust ment  t o
changes in environment  (Prahalad and
Hamel,  1990).  Sust ainable advant age
and corporat e leadership is creat ed
t hrough t he bundl i ng of  t hese
resources in unique combinat ion.

70

GROWTH, VOLUME 35, NO. 1, APRIL - JUNE, 2007

Organizational
capabilities are

distinctive
capabilities that glue
and hold the tangible

and intangible
resources together and

enable them to be
deployed

advantageously.

Feature
Art ic le



References :

””””” Al chian, A. A.  and H.
Demset z(1972),  “ Product ion,
Informat ion Cost s and Economic
Organi zat i ons” ,  Amer i can
Economic Review,  Vol .62

” Barney,  J B,“ Firm Resources and
Sust ai ned Compet i t i ve
Advant age” ,  Journal  of
Management  17(1991).

” Caves, R.E. (1996), Mult inat ional
Enterprise and Economic Analysis,
Cambridge: Cambridge University
Press

” Day,  G. S. (2006)  ,  Dynamic
Compet it ive St rategy, John Wiley
and Sons Inc.

” Ghemawat ,  Pankaj  ( ! 991) ,
Commit ment ,  Free Press new
York.

” Kay,  John (! 993),  Foundat ion
of  Corporat e Success:  How
Business St rat egies Add Value,
Oxford,  Oxford Universit y Press.

” Penrose,  Edi t h (1995) ,  The
Theory of  t he Growt h of  t he
Firm,  Oxford,  Oxford Universit y
Press.

” Por t er,  M. E. ( ! 985, ! 998)
Compet i t ive Advant age,  Free
Press,  New York.

” Prahalad,  C.  K.  and G.  Hamel
(1990),  “ The Core Compet ence
of  t he Corporat ion” ,  Harvard
Business Review,  May –June.

” Rocquebert ,  J.  A. ,  R.  L.  Phil l ips,
and P. A. West fall (1996), Markets
vs.  Management :  What  Drives
Prof i t abi l i t y?”  St rat egi c
Management  Journal ,  Vol .  12.

71

VALUE CREATION AND SUSTAINABLE COMPETITIVE ADVANTAGE FOR CORPORATE LEADERSHIP : CHOWDHURY

Feature
Art ic le

Capabilities differ
from assets in that
they are so deeply
embedded in the
organizational

routines and practices
that they cannot be
traded or imitated



For a long t ime management  t hinkers
and phi losophers have debat ed on
whet her leadership is an inborn t rai t
or can it  be taught  to people to become
leaders.  I am in no posit ion to conf irm
or deny ei t her but  i t  is my bel ief
t hat  t he t rut h l i es somewhere in
bet ween t hese t wo ext remes.  What
I mean is t hat  whi le some leadership
t rai t s come wit h an individual  some

need to be developed and some people
are able to develop these t raits quickly
and ef fect ively.  Furt her,  leadership
t rai t s of  pot ent ial  leaders who have
the abil i t y t o t ake on leadership t asks
needs to be ident if ied,  developed and
sharpened.

At  t he out set ,  I would l ike t o st at e
t hat  experience t el ls us t hat  large
bureaucrat ic organizat ions,  many a

Developing Leaders for the Future : What
large Organisation need to do
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ABSTRACT

Large bureaucrat ic organisat ions f aces t he chal lenge of  ret aining leaders across t he
organisat ional  hei rarchy as t hei r  roles and impor t ance are get t ing diminished in t he
st ruct ural  complexi t y.  A chal lenge t hat  can be overcomed by developing f ut ure leaders
who are al igned t o t he overal l  obj ect ive and vision of  t he company.  In t hr iving t o
achieve t his,  HR and Communicat ion syst ems comes int o play t hat  est abl ish leadership
power point s t hroughout  t he organisat ion. By inst i l l ing st rong  communicat ion channels,
st ruct ural  f lexibi l i t y is brought  and rules and pol icies are reduced resul t ing int o bet t er
decisions and wel l  inf ormed emloyees.The HR f ocuses on t he HR Development  viewing
employees as asset s t o be nur t ured,  appraised and mot ivat ed.

KeyWords :  Fut ure Leadership,  Communicat ion Syst em,  HR Syst em
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t ime, have been known for t he  abil it y
t o suppress t his pot ent ial .  This is a
management  paradox which ar ises
in al l  organizat ions as t hey grow in
size.  Wit h Size,  t he need for st ronger
cont rols and a more def ined st ructure
arises.  This leads t o t he organizat ion
becoming more st ruct ured and pol icy
and procedures st ar t  t aki ng
precedence over individual  drive and
ini t iat ive.  This slowly st art s t aking
away leadership ini t iat ive f rom t he
execut i ng managers as pol i ci es,
procedures and precedence become
t he guiding principles and st art s t o
choke t he process of  leadership and
innovat ions.  The paradox is t hat  as
t he organizat ion grows in size,  in
order to retain it s creat ive and cut t ing
edge,  t he need for ef fect ive leaders
at  different  levels of hierarchy becomes
more pronounced.  This is so because
the leadership ef fect  of  t he t op man/
t op management  diminishes as t he
organizat ion grows larger and more
of t en t han not  t he general  employee
st art s looking up t o his immediat e
superior for providing a leadership
role.  The role of  t he t op leader get s
primari ly focused on providing t he
l eadership vi si on.  Thus ,  as an
organizat ion grows,  i t s need t o have
a number of  leaders who are al igned
t o t he overal l  leadership vision of
t he company and at  t he same t ime
are able t o break it  up into act ionable
leadership ini t iat ives in t heir  area
increases.  However,  t he st ronger
cont rol systems & st ructures developed
by t he organizat ion t o manage i t s
size al so manage t o suppress t he
leadership ini t iat ive of  t he f ut ure
l eaders.  Thi s i s t he paradox t he

organizat ion has t o manage and t he
ones who are able t o do so ret ain
t heir compet i t ive edge over a longer
period of  t ime.  But  t hen management
is al l  about  managing paradoxes and
t his is where t he beginning of  t he
chal lenge t hat  an organizat ion has
t o face in i t s quest  for developing
fut ure leaders l ies.

The following issues need to addressed
careful ly for an organizat ion in t his
quest  for developing fut ure leaders: -

1. How do you ident i f y pot ent ial
leaders at  a st age early enough
t o be abl e nur t ure t hem t o
become leaders wel l  in t ime?

2. How t o you develop a pot ent ial
leader int o a leader.  What  kind
of  t raining and development
process is needed?

3. Can t hese be done only af t er
you have given him/ her a chance
at  leadership assignment  and
t herefore,  run t he risk and cost
of  a fai lure i f  t he accuracy of
t he f i rst  t wo st ages is low?

4. How do you ensure t hat  t he
st ruct ured operat ional  st yle of
l arge organizat i ons provides
enough f lexibi l i t y for pot ent ial
leaders t o show their leadership
ini t iat ive?

To a l arge ext ent ,  t he answer  t o
t hese l ies in t wo t hings: -

a) Highly evolved and ef f ect ive
communicat ion syst em which
cut s across f unct i ons &
hierarchies and

b) Robust  HR syst ems

The impor t ance of  organizat ional
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communi cat i on syst em i s wel l
established. In a organizat ional system
where communicat ion channels are
st rong,   t he need for r igid pol icies,
procedures and st ruct ure is great ly
reduced.  Ef f ect ive communicat ion
of  organizat ional priorit ies and vision
ensures t hat  a large cross sect ion
of  t he employees are clearly al igned
t o t hem.  In t his scenario,  t he need
f or  r i gid pol i cies and procedures
dimini shes as peopl e i ngrain t he
organi zat i onal  pr i or i t i es i n t hei r
mindset  and t he act ions t aken by
t hem aut omat i cal l y are di rect ed
t owards larger organizat ional  goals.
This obviat es t he need f or a r igid
st ructure and policy f ramework which
t hen only need t o be direct ional  and
gives enough f lexibi l i t y t o t he middle
and l ower  management  t o t ake
decision and show leadership init iat ives
wi t h t he overal l  organi zat i onal
f ramework.

As regards HR systems are concerned,
t he maj or  area which need t o be
addressed, part icularly by old economy
companies,  i s t he change i n t he
mindset  of  t he HR t eam which in
many cases st i l l  carr ies t he legacy
of  t he ol d i ndust r i al  r el at i ons
management  era.  Employees need
t o be viewed as t he asset s of  t he
organi zat i ons whi ch need t o be

nurt ured and not  as asset s which are
t o be ‘ managed’ .  The primary focus
has t o be Human Resource
Development  and not  Human Resource
Management .   It  is only af t er t his
t hat  robust  HR syst em which wi l l  be
able t o ident i f y,  develop and nurt ure
l eader  can be devel oped.  The
mechanism can be var ied and can
incl ude t hi ngs l i ke l eadership
assessment  centers, object ive appraisal
syst ems,  organizat ional  ‘ champions’
who espouse t he cause of  budding
leaders,  breaking t he organizat ional
t asks int o t eam based proj ect s which
provides new people an opport unit y
to show leadership init iat ives and thus
helps ident i f y t he fut ure leaders.

Above al l  is t he commit ment  of  t he
senior management  which sees t hese
leaders as change agent s who wi l l
def ine t he fut ure of  t he organizat ion
and not  over ent husiast ic bunch of
people wit h misdirected energies and
those who deviate f rom the laid down
pol icies many of  which need t o be
redef ined but  t he organizat ion has
fai led in assessing t he need for i t .
It  is only t hen,  t hat  a cul t ure which
fost ers leadership wi l l  develop and
we must  remember,  t his is an evolving
process which does not  have any short
cut s and t akes i t s own sweet  t ime
t o develop.

74

GROWTH, VOLUME 35, NO. 1, APRIL - JUNE, 2007

Employees need to be
viewed as the assets of

the organizations
which need to be

nurtured and not as
assets which are to be

‘managed’. The
primary focus has to
be Human Resource

Development and not
Human Resource

Management.

Readers'
Forum



“ I can’t  change t he di rect ion of  t he
wind.  But  I can adj ust  my   Sai l s”

— Anonymous

Int roduct ion

Successful  leaders eit her creat e t he
f ut ure of  t hei r  organi zat i ons or
visual ize t he most  l ikely fut ure and
prepare f or  i t .  When Mrs.  Indi ra

Gandhi former Prime Minist er of  India
select ed Mr.  Sat ish Dhavan,  t he t hen
Direct or of  t he Indian Inst i t ut e of
Science,  Bangalore t o head t he Space
Program for our count ry,  Mr Dhavan
sent  a let t er of  six pages det ai l ing
his ideas and future plan for t he space
program and want ed t he Government
t o accept  his ideas before he t ook

Leading for Future : People Management

P.V.S.  Sarma*
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ABSTRACT

 It  is not  j ust  f ormulat ion of  vision  t hat  is import ant  but  i t s implement at ion  t hrough
proper  planning t hat  f orms t he main crux where t he  people management  phi losophy
comes int o play.  It  is done by managing people pot ent ial  t hrough shar ing of  knowledge
and resources and making t hem equal  part ners in organisat ions’  st r i f e f or excel lence.In
t he cur rent  scenar io of  mergers,  acquisi t ions et c.  Leaders help in managing change
and br ing about  change by creat ing comepet i t ive edge f or  t he company  by recrui t ing
the best  employees, ret aining t hem and empowering t hem through t raining and  enhanced
growt h opport uni t ies.  Work f orce diversi t y is t he new  t rend and i t  should be managed
ef f ect ively by creat ing f ami l y f r iendly work envi ronment  and amalgamat ing diverse
cultures into the corporate culture through diversif ied t raining. This will lead to understanding
local  cul t ure and creat e mul t i -cul t ural  work envi ronment .

KEYWORDS :  Work Force Diversi t y,   People Management
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up t he responsibi l i t y (1) Mrs.  Gandhi
accept ed t he plan and Mr Dhavan led
t he Indian Space Program t o success.
Mr Dhavan t hus creat ed t he fut ure
for t he Space Program of  India and
ensured implement at ion as per his
plan.  He also ensured an ef fect ive
succession plan by developing leaders
like our honorable President , Dr Kalam.

Dhirubai Ambani visual ized t he l ikely
fut ure of  t he t ext i le and oi l  Indust ry
in t he global  arena and creat ed a
great  company cal l ed Rel i ance
Industries Ltd. His sons while cont inuing
to implement  the vision of  their father
visual ized t he opport uni t ies in t he
Communicat ions Indust ry and we see
Rel iance Communicat ions as one of
t he t op communicat ions company
t oday.

Whet her  t he l eader  creat es hi s
organizat ion’s future or visual izes t he
l ikely fut ure,  he formulat es a vision
f or  hi s company.  For  successf ul
implementat ion of  his vision, the most
essent ial  requi rement  is ef f ect ive
management  of  t he most  import ant
resource – t he People.

An at t empt  has been made in t his
art icle t o br ing out  some ideas in
t he peopl e management  area t o
succesful ly lead for t he fut ure.

Leadership & Current  Scenario

Leadership is about  creat ing a vision,
inspir ing your people t o t ake on t hat
vision and providing t he knowledge,
resources and inspirat ion t o achieve
t hat  vision t hrough t he ef f or t s of
your  t eam.  Peopl e wi t hi n an
organizat ion general ly want  t o feel
t hat  t hey are an int egral  part  of  t he

organi zat i on.  They want  t o
cont inuously learn new ideas,  new
ski l l s,  new t echnologies and new
approaches t o problems.  They want
t o be “ Led”  by someone who inspires
t hem,  mot ivat es t hem,  holds t hem
account able,  and prepares t hem for
t he f ut ure.

In fut ure progress of  organizat ions
wil l  depend on t he pot ent ial  of  t heir
people.  Leaders have t o unlock t he
hidden pot ent ial .  They cannot  af ford
t o set  goals and expect  people t o
march on t o ful f i l l  t hem.  They have
t o accept  t hem as part ners in t he
business.  They have t o underst and
t heir needs,  feel ings and ambit ions
and accordingly deal  wit h t hem wit h
appropriat e st rat egies t o mot ivat e,
develop and support  t hem t o real ize
t heir pot ent ial  t hemselves.

Invent ing t he fut ure requires one t o
rock t he boat .  Ext raordinary leaders
dare t o rock t he boat  t o creat e highly
innovat at ive product s and services
or  achieve signi f i cant  growt h and
market  leadership.  Ordinary leaders
choose t o prot ect  t he st at us quo.
Acquisi t ion of  Arcelor by L N Mit t al ,
Acquisi t ion of  Corus St eel  by Rat an
Tata, Diversif icat ion into Retail Indust ry
by Mukesh Ambani  and large scale
expansion of  Big Bazar by Kishore
Biyani of  Fut ure Group,  Acquisi t ion
of Sesa –Goa by Anil Agarwal of Vedanta
are a f ew recent  exampl es of
ext raordinary leadership.

“ Rocking the boat ”  creates signif icant
changes i n organi zat i ons.  It  has
powerful  impact  on people.  Change
creates t ension between t he past  and
t he fut ure,  bet ween st abil i t y and t he
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unknown.  In spi t e of  busi ness
rat ionale,  planning,  and st rat egies
associat ed t o manage change,  t he
t ension comes down t o people doing
di f f erent  t hings in di f f erent  ways.
Asking people to change their behavior
t o achieve organi zat i onal  vi si on
creat es emot ional  react ion.  Here is
t he need  t o demonst rat e t he right
leadership ski l ls t o ensure ef fect ive
people management  t o real ize t he
desired fut ure.

Global izat ion & t he r ising of
Indian Mult inat ionals

Unt i l  recent ly global  mul t inat ionals
had been st art ing t heir  operat ions
in India. But , now many Indian business
houses have st ar t ed acqui r i ng
companies abroad.  The value of  such
acquisi t ions in t he f i rst  10 mont hs
of  2006 was est imat ed t o be $23
bil l ion (2) and Indian companies large,
mid-size and smal l  companies are
set  t o become much more global  in
t he coming years.  Leaders of  t hese
progressive organizat ions have to open
t heir windows t o t he winds of  new
ideas and mul t i -racial  workf orce.
Coping with the challenges of managing
diversif ied workforce wil l  be dif f icult .

Organi zat i ons must  creat e an
environment  where people develop
internally as well as on the j ob. Abil it y
t o change ment al  models,  syst ems
t hinking and personal  mast ery are
such i nner  improvement s.  These
improvements lead to bet ter personal
relat ionships at  individual  level  and
ensure growth at  organizat ional level.

In addi t i on t o t hi s,  due t o ever
i ncreasing compet i t i on bet ween
business houses,  war for t alent  wi l l

f ur t her  i nt ensi f y.  There wi l l  be
increased compet i t ion for recruit ing
and retaining people with the requisite
compet encies f or  a mul t inat ional
organizat ion.  Global  companies wi l l
face many a socio-cul t ural  problems
in t heir j ourney t owards success and
success wi l l  come t o onl y such
organizat ions t hat  have t op class
leadership.

Leading for  Future:  Areas for
Concentrat ion

In order t o remain relevant  and lead
in t his unfolding scenario,  Mergers
& Acqui si t i ons,  Joi nt  Vent ures,
Diversi f icat ion of  Business and large
scale expansion of  capacit ies are t he
phenomena of  t he day.  These are
t he out comes of  decisions by leaders
t o creat e a new f ut ure f or  t hei r
organizat ions.

The fol lowing wi l l  be t he areas t o
be concent rat ed upon i n t he
management  of  peopl e t o hel p
management s i n l eading t hei r
organizat ions int o t he f ut ure wi t h
success:

1 . At t ract ing,  growing and
retaining great talent is crit ical for
achieving and sustaining competitive
advantage.

Organizat ions have t o innovat e new
met hods of  recrui t ment  t o get  t he
best  people in t he indust ry t o f i t
into t he exist ing cult ure and mot ivate
t hem properly.

Global  net working maj or,  CISCO,  had
t o meet  i nt ense compet i t i on i n
recruit ment  in t he IT indust ry in 1995
(3) . It s management  deci ded t o
int roduce innovat i ve recrui t ment
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met hods t o get  t he best  people and
remain t he leader in t he Int ernet
era.  Foremost  among t hese was t he
f irst  of  i t s kind onl ine recrui t ment
cal led t he “ Friends Program” .  The
company recruit ed about  40-50% of
i t s empl oyees t hrough “ Make a
f r iend@Cisco”  onl ine program and
ot her ini t iat ives l ike “ Bui ld – t he –
buzz”  st rategy,  Focus groups to t arget
passive j ob seekers and  t he  t op
10-15% peopl e i n t he net working
indust ry, encouraging internal referrals
for recrui t ment  t hrough a program
cal led “ Amazing People” ,  et c.

To el iminat e t he problems faced by
the new recruit s,  Cisco launched Fast
Start  Employee-orientat ion init iat ives
l i ke provi di ng a f ul l y f unct i onal
workspace on the f irst  day, orientat ion
t owards “ l i fe inside t he company” ,
“ Cisco Business Essent ials” ,  et c.

2 . Making the Good people great

To quot e t he words of  Vice–Chairman
& CEO of  Dr  Reddy’s Laborat or ies
in his art icle in t he OUTLOOK Business
dat ed 5t h May 2007,  “  It  was t he
abi l i t y of  t he founder t o   ‘ let  go of
t he reins’  and empower people in
whom he saw t he spark t o del iver,
t hat  resul t ed in Dr Reddy’s becoming
what  it  is t oday” .  Dr Reddy’s nurtured
a cul t ure of  not  punishing people for
their bona f ide mistakes. Managements
have t o f undament al l y t rust  t hei r
people t o give t hem space t o dream
and enable them realize their dreams.
Leaders have to provide opportunit ies
cont inuously to their people to update
knowledge and acquire new ski l l s.
They have t o t ake t he responsibi l i t y
for t he learning of  t heir people and

t hei r  organi zat i on.  Once t he
organi zat i on becomes a l earni ng
organizat ion,  it  cont inuously expands
it s capacit y t o creat e i t s fut ure.

3.  Retaining the talent

With the ever increasing opportunit ies
for competent  people and the intensity
of  war for t alent ,  at t r i t ion levels in
organi zat i ons are al l  t ime hi gh.
Organizat ions have t o t ry newer and
newer approaches t o ret ain t alent .
Organizat ions which can develop int o
“ Great  Places t o Work”  wi l l  be able
reduce at t r i t ion and ret ain t alent .
Infosys,  Google Corporat ion,  Federal
Express,  NTPC,  MindTree Consul t ing,
et c are some of  t he 25 companies
to have been ident if ied as great  places
to work in 2006 by the study conducted
by Grow Talent  in part nership wit h
t he Great  Places t o Work® Inst i t ut e
of  t he USA and Business World.  In
these great  places to work, employees
t rust  t he people t hey work for,  t ake
pride in t he work t hey do and enj oy
t he company of  t heir col leagues.

Al l  t hese companies ini t iat ed and
implement ed met hods t o keep t heir
people happy at  work and at  home
and t o get  t he best  out  of  t hem.  As
per  f indings in t he st udy (4),  t he
f ol l owing are t he basics t o which
companies that  are ident if ied as Great
Places t o Work st ick:

* Hiring thro’  referrals:

Happy employees wil l  only refer t hose
who f i t  t he company needs.

* Being a center for learning

Providing extensive t raining including
using int ernal  special ist s.
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*  Of fer ing cross- funct ional
growth oppor t unit ies

Growt h is no longer in a depart ment
silo. Employees can be given the opt ion
t o choose t heir growt h pat h.

* Always complet ing the feedback
loop

Great  workplaces correct  t he wrongs.
Top and senior  management  must
have regular communicat ion with their
employees and obt ain feedback t o
t ake cor rect i ve act i ons when
necessary.

* Not leaving flanks open to talent
outage

They make concret e succession plans
and minimize employee Turnover.

* Building empowerment into systems

No amount  of  t raining can ensure
t his.  Proper delegat ion of  aut hori t y
and f reedom t o t ake risk  must  be
provided t o encourage creat ivi t y and
innovat ion.

* Ensuring fun,  impromptu part ies,
family out ings,  et c for  Staf fers
create profitable companies

Employees must  enj oy t heir work and
have opport uni t ies t o get  rel ieved
of  st ress & f at igue.  Creat ion of  a
family culture in the company enhances
commit ment  t o t he organizat ion and
also t eam spir i t .

4.  Managing Diversity

Consequent  to increased globalizat ion,
organizat ions face t he chal lenge of
bl ending di f f erent  cul t ures and
managing peopl e f rom di f f erent
backgrounds,  rel igions,  languages,
cust oms and social  norms.  Managers

who go t o a foreign count ry t o put
an organizat ional system in place have
t o change t hei r  leadership st yles,
communicat ion met hods and ot her
pract ices t o suit  t o t he local  cul t ure.
Fi rms whi ch adopt  a proact i ve
approach t o recrui t  peopl e f rom
diverse backgrounds general ly have
a t alent ed and capable workforce.
Diverse workforce provides diverse
view point s for t aking decisions and
diverse view point s lead t o innovat ive
solut ions for problems and innovat ive
met hods of  work.

For effect ive management  of diversity,
organizat ions have t o creat e Family-
Fr iendly Work Envi ronment  as per
t he local  needs t o enable employees
t o balance t heir work and personal
l i fe.  This would lead t o improvement
of  employee morale,  product ivit y and
belongingness t o t he organizat ion.
Progressive companies implement
family f riendly programs l ike f lexible
work hours,  compressed work weeks,
on si t e chi ld care,  t elecommut ing,
parental leave and relocat ion assistance
f or  t he f ami l y members of  t he
employees.

Training can play a very import ant
role in managing diversi t y.  Managers
and ot her employees who work wit h
diverse employees are t o be provided
Diversit y Training to understand other
cul t ures,  pract ices and cust oms and
also t o give t hem an insight  int o t he
important  issues of managing diversity.

Fut ure organizat ions must  become
mul t i cul t ural  organizat ions which
acknowledge cont ribut ions made by
various cult ural and social groups and
highlight  t heir interests in it s mission,

79

LEADING FOR FUTURE - PEOPLE MANAGEMENT : SARMA

Creation of a family
culture in the

company enhances
commitment to the

organization and also
team spirit.

Readers'
Forum



operat ions and product s or services.
They must  also discourage the pract ice
of any form of social oppression within
i t  and include members of  diverse
social and cultural groups in the decision
making process.

Conclusion

Ext raordinary leaders visual ize t he
fut ure of  t heir  companies;  involve
key employees in developing st rategies
f or  real i zi ng t he desi red f ut ure,
communicate the st rategies and plans
to all the employees, provide resources
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The economic f oundat i on of  any
count ry event ual l y rest s on a
compet i t ive product ion base.  And i f
a corporat e adopt s a st rat egy f or
growt h t he same l ies in expansion.
Growth is to expand,Merger.Take over,
Joint  vent ure et c.

As per t he statute of  t he land  related
t o Indian Companies –Amalgamat ion
takes place eit her by the interference
of  cour t  i n publ i c i nt erest    f or
rehabil i t at ion,  re-est abl ishment  et c.

Or,  by Cent ral  Government ’ s
int erference in publ ic int erest  under

t he scheme of  amalgamat ion which
should be approved by t he “ specif ied
aut hori t ies”  under sect ion –72 of  IT
Act .

In t he US,  amalgamat ion t ook place
subst ant ial ly during t he period 1898-
1902, 1926-1930 and 1946 – 1956.
Again t here was boom of
amalgamat ion in 1960,1980,1990.The
amalgamat ions t ook place inside t he
count ry i t sel f  and t hen i t  went  on
globally.

Government  ini t iat ive in opening up
of  Indian Market  in t he 1990s has
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for Future Leader
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foundat ion of  any count ry l ies on a compet it ive product ion base. The reasons for mergers
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led to increased compet it ion and paved
ways f or numerous M&As.

M&A act ivi t ies are not  new in India.
If  we browse t hrough t he leaves of
hi st ory rel at ed t o Merger  and
acquisit ion act ivit ies we can see t hat
t his is not  a new t hing f or  India.
Imperial  Bank Act  of  1920 which was
f ormed by amalgamat ion of  t hree
Presidency banks were i .e.  The Bank
of  Bengal  (f ounded in 1806),  Bank
of  Bombay (founded in 1840), ,Bank
Of  Madras (Founded in 1843) Lat er
t he Imperial  Bank was formed int o
Reserve Bank Of  India in 1935.

Similarly 11 cement  companies merged
t o form Associat ed Cement  Company
in t he year 1937, Indian Iron and Steel
company absorbed St eel  Corporat e
of  Bengal  in t he year 1967 t o name
a few as  an example.

Now f rom 2000 t o 2007 t here are
numerous examples and every ot her
day we come t hrough some of  t hese
act ivi t ies.

One example f rom t he St eel  Indust ry
is wort h ci t ing here.  That  is Mit t al
St eel  acquired Arcelor company in a
t akeover  bid and became number
one st eel  producer   in t he wor ld
, whereas Tat a St eel  whi ch was
considered t he number  t wo st eel
producer in India,  became the number
f i f t h  int ernat ional  st eel  producer
by virtue of  acquisit ion of  Corus Steel.
As such t here are numerous examples
of  M&A act ivi t ies such as t hat  of
Tat a Tea,  Ranbaxy,  Tat a Cof f ee,
Reliance Indust ries,  ONGC, Dr.Reddy’s
Lab,  Wockhardt ,  Appol lo Tyre and
t he name can go on and on…

Reasons for Merger & Takeovers

For M&A to t ake place two companies
are required t o act  at  a t ime so t hat
one becomes Buyer and t he ot her
becomes a sel ler wit h bot h of  t hem
having t heir own reasons t o do so.

Let  us see why buyer company wishes
t o merge : -

- To i ncrease market  power,
growt h rat e and make good
invest ment s.

- To improve t he st abi l i t y of
earning and sales.

- To balance complete or diversify
product  l ine

- To reduce compet i t ion

- To acqui re needed resources
quickly

- To avai l  t ax concession and
benef i t s

- Overcome ent ry barriers t o new
market s or  regions

- Avoid cost  of  developing new
product s internal ly and bringing
t hem t o market

- Increase value of  organizat ions
st ocks

- To increase t he speed of  new
market  ent r ies.

- Reduce t he risk of  ent ering new
business.

- Become more diversi f ied

- Reshape compet i t i ve scope
t hrough developing a dif ferent
port fol io of  business.

- To t ake advant age of  synergy.

- To enumerat e a few point s as
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to why the seller wants a merger.

- To increase t he value of  owner’s
st ock and invest ment s.

- To increase t he growt h rat e

- To acquire resources  to stabil ize
operat ion.

- To benef i t  f rom t ax legislat ion.

- To deal  wit h t op management 's
succession problems.

 Merger  and Takeover  i s l i ke a
marr iage bet ween t wo individuals.
A proper marr iage requires proper
underst anding,  co-operat i on , co-
ordinat ion,  t rust  bet ween t he t wo
indi vi dual s t o resul t  i n a l ast i ng
relat ionship which is t rue in case of
corporat e.

Today more and more corporat e are
st riving for market  share in t he global
f ield.  It  is said t hat  i f  t omorrow t here
wil l  be any t hird world war , t hat  shal l
t ake place bet ween corporat e giant s
not  bet ween count ries.  That  t oo  not
for grabbing land of  t he neighborhood
count ry but  t o grab a big chunk of
market  share.

Some t imes dif f icul t ies arise in t he
M&A syst em due t o various reasons
and few are ci t ed below.

- Inef fect ive integrat ion between
t he merged companies.

- Incor rect  eval uat i on of  t he
acquired f i rm in t erm of  value,
creat i on of  debt  l oad t hat
preclude adequat e invest ment
required for long t erm success.

- Overst at ement  of  pot ent ial  for
synergy.

- Creat ion of  f irm t oo diversif ied,
given it ’s core competencies and
environment al  opport uni t ies.

- Creat ion of internal environment
in which managers devot e t heir
t ime anal yzi ng and
compl ement i ng addi t i onal
acquisi t ions

- Development  of  combine f i rm
rat her t han st rat egic cont rols

Let ’ s t ake a look at  a t heoret ical
t reat ment  at  t he basis of  M&A: -

Appraisal  of  int ernal  environment  of
an organizat ion wi l l  be appropriat e
t o give an underst anding as t o how
synergist ic ef fect  can be creat ed by
t he combinat ion of  t he resources of
t wo organi zat i on t o l ead t o
organizat ional capabilit ies and thereby
st rat egic advant ages.

Any organi zat i on consi st  of  t wo
component s which are organisat ional
resources and organizat ional behaviour.
Organisat ional  resources consist s of
asset s,  capabi l i t ies,  organisat ional
processes,  inf ormat ion knowledge
physical ,  human and Organisat ional
resources et c.similarly organisat ional
behaviors consi st s of  qual i t y of
leadership,  management  phi losophy,
sharedvalues,  culture,  qualit y of  work
environment ,  organisat ional  cl imat e
organisat ional polit ics and use of power
et c

Organi sat i onal  resources and
organizat ional behavior does not  exist
in isolat ion.  They combine in complex
ways to create st rength and weakness
wit hin an organizat ion.  St rengt h is
an inherent  capabi l i t ies which an
organi zat i on can secure t o gain

83

MERGER & ACQUISITIONS - AN ESSENTIAL SKILL FOR FUTURE LEADER : PANDA

Today more and more
corporate are striving
for market share in
the global field. It is
said that if tomorrow

there will be any
third world war ,that

shall take place
between corporate
giants not between

countries.

Readers'
Forum



st rat egi c advant age.  Simi l ar l y
weakness is an inherent  l imi t at ion
or const raint s which creat e st rat egic
disadvant age f or  an organizat ion.
St rengt h and weaknesses do not  exist
in isolat ion but  combine wi t hin a
f unct ional  area,and also di f f erent
funct ional areas t o creat e synergist ic
ef fect .  Such synergist ic ef fect  leads
t o compet ency and st rat egi c
advant age t o a f i rm.

In merger and acquisi t ion processes
firms st rive to create synergist ic effect
by t he combinat ion of  organisat ional
resources and organisat ional behaviors
of  t wo or more organizat ions.

Benefits out  of M&A

M&A is being resort ed t o as a mode
of investment  by the corporate ent it ies
t o consol idat e t heir operat ions and
t o be compet i t ive in global  market .
The process enables an organizat ion
t o be compet i t i ve by empl oyi ng
internat ional product ion network more
ef f icient ly and to achieve operat ional
and f inancial  synergy.  Merger  and
acquisi t ion also leads  t o ef f iciency
gain when t wo f i rms  have
compl iment ary low cost  product ion
process. Merger also leads to eff iciency.
Improvement  i n per f ormance i s
achieved ei t her  t hrough a l ower
expendit ure of  real  resources for t he
same out put  or by increasing out put
wi t h t he same resources.

New form of  ol igopolist ic compet it ion
based on knowledge net works can
be reached by st rat egic part nering
t hrough M&As.Operat ional  f lexibi l i t y
of  f i rms t o meet  new demands are
increased by st rat egic mergers and
acquisit ion act ivit y that  are constant ly

generat ed under  t he cont i nuous
process of  innovat ion.  The sect orial
inst ances of  merger and acquisi t ion
present  t he pressure for consolidat ing
and rat i onal i zi ng asset s.  The
t el ecommuni cat i on and banking
indust r ies,  having gone t hrough a
series of  deregulat ory measures,  are
coping wit h a complex mix of  great er
compet i t i on t hat  arose f rom
t echnological  change and t he need
t o supply a world wide market .  The
oi l  and chemical  indust ries t oo are
facing similar challenge of technological
i nnnovat i on.  Fi rms i n t he
pharmaceut ical  indust ries,  a maj or
t arget  of  merger and acquisi t ion in
indust rial ized count ries rely heavi ly
on R&D,  whi ch makes st rat egi c
mergers advant ageous.  As t hese
exampl es shows,  gl obal i zat i on
int ensif ies compet it ion,  which forces
f irms to rat ionalize internal resources
an increase access t o wider market
as well as achieve economies of  scales
through M&As .One of  the logic behind
merger of  t wo Bri t ish companies i .e.
Br i t ish pet roleum and Mobi l  down
st ream operat ion across Europe is
t o acqui re size and market  power
t o compet e against  ot her maj or oi l
companies and achieve cost  savings
by el iminat ing duplicate facil it ies and
employees,  rat ional izing purchasing
and cut t ing t he cost .  Inst ance of
merger  bet ween t wo
telecommunicat ion maj ors has created
oppor t uni t i es f or  val ue creat i on
t hrough common sof t ware
devel opment ,  shared capi t al
i nvest ment  and j oi nt  purchasing
agreement . Combining complimentary
asset s t hrough such process also help
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t o achieve compl iment ary
compet encies in t echnologies and
expert ise and great  opport unit ies t o
creat e val ue i n t he r i ght
circumst ances.  Some st udies reveal
that  acquisit ion can be especially useful
in rest ruct uring t hose f i rms,  which
are not  performing wel l .  Before and

af t er comparison of  cash f lows return
of  acqui red f i rm concl ude t hat
acquisi t ion bring higher weal t h gains
for insolvent  f i rms t han t hose under
independent  workout ,  and those gains
are higher in cross border t ransact ion
t han domest i c mergers and
acquisi t ions.
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Maint aining sust ainable growt h of  a
business ent erpr ise is a mat t er  of
st rat egic and operat ional  concern of
business leaders.  A business f irm get s
si ck when i t  f aces a consi st ent
downt rend in i t s operat ing prof i t s.
Int ernal  and ext ernal  act ions need
t o be ini t iat ed t o improve upon i t s
financial health and prevent  insolvency.
The turnaround management  involves
manager i al  act i ons t o overcome
performance blues af t er t he onset
of sickness of an indust ry. But  proact ive
act ion t owards prevent ion of  sickness
also holds key t o sust ainable success
and growt h of  an ent erprise.

Bharat  Bearing Company Lt d. ,  (BBCL)
was a bal l  bearing manufacturing unit
held by BRF Lt d.  which was a Bharat
group company.  It  was incorporat ed
in 1962 wi t h an inst al led capaci t y
of  2.0 mil l ion bal l  bearings per annum
with the mission to fulf i l l  t he bearings
requi rement  of  consumer durable
industry. It  had technically collaborated
wit h t he t hen global  leader,  Rockfer
Bearing Company, USA which provided
t he t echnology of  bearing design and

manuf act ur i ng.  It  was sel l i ng i t s
product s t o a wide market  segment
under lesser compet it ive market .  The
company was making prof i t  t i l l  1980
- 81.  Thereaf t er,  i t s per f ormance
st art ed decl ining and i t  was referred
t o Bureau of  Indust rial  and Financial
Reconst ruct i on (BIFR) i n 1991.  It
successf ul l y impl ement ed t he
rehabil it at ion scheme and got  revived
in 1995,  making record earnings and
prof i t  in t he year.

It  developed it s product  market  niche
in t he Fan segment  and reached a
capacit y level  of  8 mil l ion bearings
per annum.  In 1994 under i t s “ Long
Range Plan”  it  t ook st rategic init iat ive
to reduce dependence on Fan indust ry
which was seasonal  and furt her t o
develop market  niche in t wo wheeler
aut omobi l e and el ect r i c mot or
segment s.  In view of  market  get t ing
more compet it ive it  set  out  to achieve
economy of  scale by increasing plant
capacit y f rom 8 mil l ion  t o 18 mil l ion
bearings per annum in a phased manner
over  t he next  t hree years and
complet ed i t s expansion in 1998.

Case on Leading for Turnaround and Future
Path of Growth

Dr.  Hari Haran*

* DGM (Acad.) & Sr. FM, MTI, SAIL, Ranchi
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The company had i t s mission since
i t s incept ion in 1962 t o f ul f i l l  t he
bear ings requi rement  of  consumer
durable indust ry.  It  had t echnical
col laborat ion wi t h t he t hen global
leader of  t he t rade,  Rockfer Bearing
Co.,  USA. It  had broad banded product
mix st rat egy consider ing t he wide
market  opport unit ies of  t he product
and facing less compet it ion then. Later
when i t  came under BIFR in 1989,
under t he rehabil i t at ion package low
cost  invest ment s were made t owards
modernizat ion and l ine balancing
equipment s.  Addit ion of  st at e of  art
machiner i es (CNC machines)  and
qual i t y inspect ion equipment s f rom
world famous manufacturers increased
t he plant  capacit y up t o 8 mil l ions
per annum.  As a st rat egic move,  i t
gradual ly developed market  niche in
Fan segment  of  the OEM market  facing
st i f f  compet i t ion in aut omobile and
elect ric mot or segment s;  which were
dominat ed by t he mult inat ionals l ike
BRF,  FAH and Indian maj or LMC.

When government  announced t he
pol icy of  economic l iberal izat ion and
globalizat ion in 1991, the Indian bearing
manufact urers st art ed facing market
whi ch was f l ooded wi t h cheaper
imported bearings. It  became suddenly
dif f icul t  for BBCL t o mat ch in price
and qual i t y bot h.  It  suf fered severe
market  slump. With increased f inancial
burden due t o t he recent  expansion
proj ect  and in t he f ace of  eroded
market  i t  pl unged i nt o a severe
f inancial  cr isis suf fer ing wi t h cash
crunch.  BBCL st art ed incurring heavy
losses.

The t hinking st art ed in t he company

t o overcome performance blues and
turnaround.  It  was felt  t hat  operat ing
t urnaround can be appl ied only when
t here were st rong st rat egic st rengt hs
(product  market  relat ionship) in t he
business.  The operat ing t urnaround
st rat egies might  be focused on short -
t erm prof i t  ef f ect .

Several  ini t iat ives were t aken by t he
company t o t urnaround.  The st eps
t aken in t his direct ion had provided
some more breat hing t ime,  but  t he
cr isis remained and posed a great
chal lenge before t he management
for t urnaround.  This was  a daunt ing
t ask cut  out  f or t he management ;
whi ch requi red simul t aneous
improvement  in al l  funct ional  areas
coupled wit h an at t i t udinal  change
at  every level  in t he organizat ion.

Status and Business Environment
of the Industry

The bearing indust ry st art ed in India
wi t h t he set t ing up of  a bear ing-
manufact uring unit  in Raj ast han by
leading business group of  count ry in
t he year 1955.  Since t hen,  i t  grew
int o an indust ry wit h a t urnover of
around Rs.  25 bi l l i on and whi ch
employed more t han 14,000 people.
The organized sector cont ributed 60%
out  of  t he t ot al  t urnover of  Rs.  25
bi l l ion.  12% or 3 bi l l ion was f rom t he
unorganized or the small-scale segment
and imported bearings formed a large
28% of  t he t ot al  indust ry.  Import s
or smuggled bear ings were mainly
of  bal l  bear i ngs and l ow vol ume
requirement s for precision j obs and
rol l ing mil ls.

The bearing indust ry in India had been
going t hrough a cr isis for t he past
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few years.  The maj or causes for t his
cr isis were:

The general  economic recessi on
especial l y i n t he aut o and t he
engineer ing indust ry,  leading t o a
negat ive growth in overal l  product ion
of  bearings for t he last  t wo years.
The product ion in 1997-98 was 18%
lower t han for 1996-97 and was down
t o 4% in 1998-99 over 1997-98.  Hence
in t hese t wo years t here had been a
net  drop of  close t o 22%.

The ent ire bearing indust ry underwent
a severe crisis because of  t he fact ors
ment ioned above.  The demand for
bear i ngs f rom t he organi zed f an
indust ry (BBCL’s niche segment ) had
st agnat ed,  prices were crashed and
consequent ly the bot tom lines of  most
of  t he bear ing companies in India
were severely af fected.  The fol lowing
Table – 1 shows t hese t rends.

Table – 1: Profit  Trend in
Bearing Companies in India

Economy st ar t ed showing sign of
improvement  and t hings changed in
the year 2000 with a revival in demand
f rom t he OEM’s in t he aut omot ive

sect or as wel l  as t he replacement
market .  However,  i t  was st i l l  dif f icul t
t o achieve double-digit  growt h rat es,
as t he indust ry had t o compet e wit h
cheaper import s.  The fort une of  t he
indust ry was closely relat ed t o how
well t he user indust ries of  automobile
and engineering performed.  In t he
f i rst  nine mont hs of  t he f inancial
year 2000-01,  a recovery in t hese
sectors meant  that  the bearing indust ry
might  t urnaround.

There was a general  not ion t hat  a
sick company faced severe cash crisis
or  a consi st ent  downt rend i n i t s
operat ing prof i t .   The process of
si ckness i s gradual  which can be
st opped and reversed by t imel y
correct ive act ion.  It  requires t imely
cognizance of  t he fact  by alarming
signals about  sickness characterist ics.
One needed t o ident i f y t he causal
fact ors which vary f rom indust ry t o
indust ry and company t o company.
But  some common signals could be
pi cked up t o know t he onset  of
sickness.  Some of  t he charact erist ics
of  maj or  sickness were ident i f ied
as given below.

” Decreasing market  share.

” Decreasing constant  rupee sales
(adj ust ed for inf lat ion).

” Decreasing prof i t abi l i t y.

” Increasing dependence on debt .

” Inabi l i t y t o payback loans.

Some other characterist ics of moderate
and minor sickness were as fol lows:

” Rest rict ed dividend pol icies.

” Failure t o reinvest  suf f icient ly
in t he business.

Company      Net Profit

1995-961996-971997-981998-99

BRF 2320 2920 590 - 4430

NAC NA 1016 546 66

FAH 695 1025 869 401

TBL NA 23 2 - 707

ABF 118 133 24 - 132

LMC 650 777 73 - 1003

NRC 1207 1894 1176 766

HML NA 218 277 NA

BBCL 475 263 - 1095 - 723

(15 Mont hs)
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” Diversif icat ion at  t he expense
of  core business.

” Lack of  planning.

” Inf l exibl e and unquest ioning
management

” Management  succession
problems.

” Management  t eam unwil l ing t o
learn f rom i t s compet i t ors.

The company’ s operat ions st ar t ed
det eriorat ing since 1982 mainly due
to mismanagement ,  labour problems,
sect ional  imbalances in t he plant ,
large range of  product  mix of  bearings
et c.  As a result ,  t he company became
a sick indust ry.  The management  of
Bharat  Bearings Co.  Lt d.  (BBCL) was
changed in May 1984,  f rom Laxman
Sripat  t o Bhusan Chandra (also f rom
the Bhusan family) pursuant  to change
in t he set  up of  Bhusan f ami l y.
However,  t he company cont inued t o
incur losses and as on 30.09.88,  i t s
accumulat ed losses mount ed t o Rs
840 lacs against  a share capit al  of
Rs 60 lacs and unsecured loans wort h
Rs 190 lacs f rom t he holding company
Bhusan Fibres Lt d.  (BRF Lt d. )

The government  announced i t s new
indust rial  pol icy in 1990-91and t he
Indian economy set  out  on course
of  l iberal isat ion and global izat ion.
BRF also had t o change i t s corporat e
st rategy and obj ect ives in the changed
business environment .  Since BRF had
its business vision of becoming a world-
class company, t he corporate st rategy
at  BRF shifted focus from diversif icat ion
t o consol idat ion of  core business t o
compet e in t he int ernat ional market .

Theref ore i t  began t o al i gn i t s
resources t owards st rengt hening of
i t s core business and divest ment  of
non-core businesses.  it  t ook t he route
of  hor i zont al  i nt egrat i on f or
consol idat ion and acquired t he nylon
t yre-cord manufact uring unit  of  Bri j
Lt d. ,  in 1994,  t hus becoming t he
undisput ed leader in India as suppl ier
of  nylon t yre cord.  It  acquired t he
synt het ic-yarn manufact uring unit  of
Ce-mont ,  USA in 1999 in India and
also ent ered int o an agreement  wit h
t hem,  t hus becoming a world player
(7t h largest  in t he world) in i t s core
business. Simultaneously,  it  had begun
t o divest  non-core businesses one by
one over t he past  few years.  BBCL
also had to be divested. Recent ly when
it  acquired Ce-mont ’s Indian plant ,
i t  divest ed BBCL.

Init iat ives were t aken simult aneously
to align BBCL along TQM culture; which
had already been adopted at  BRF Ltd.
as a management  tool and organizat ion
cul t ure.  The ef fort s met  wit h ini t ial
success in the form of  ISO 9002 qualit y
syst em cer t i f i cat i on i n 1994.
Subsequent ly,  t he Japanese concept
of  “ 5S”  way of  house keeping and
“ Dai ly Management ”  pract ices were
int roduced which were yet  t o be
est abl ished as a work cul t ure at  BBCL
envisioned obj ect ive was t o at t ain
TQM as a work cul t ure at  BBCL t o
improve it s market  posit ioning through
est abl ishment  of  brand image.

BBCL had t o overcome many hurdles
to turnaround. There was poor product
price real izat ion and i t  was unable
t o achieve t he inst al led capacit y due
to   reduced market  share and cert ain
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IR problems.  The company plunged
int o a grave f i nancial  cr i si s.
Consequent ly,  some downsizing was
resort ed t o t hrough VRS (Volunt ary
Ret irement  Scheme). It  further planned
cost  cut t ing st rat egy at  operat ional
level and also reduct ion in unproduct ive
asset s t o make i t  a leaner and cost
ef f ect ive organizat ion.

The heavy debt  burden of the company
due t o loans and accumulat ed losses
can be eased out  t hrough invest ment
by the holding company BRF Ltd. worth
Rs 18 crores in redeemable preference
shares.  Thus a f inancial  rest ruct uring
was sought  t o be achieved by
conversion of  inst i t ut ional  loans int o
preference shares.  BRF had done t his
to help revive BBCL as well as divested
it s st ake in i t .  The new management
was in t he process of  f ormulat ing
i t s f urt her st rat egy.

Product  market  opport uni t y or t he
expect ed demands in BBCL’s main
market  segments in India are as under.
(See Table 2)

St rat egy of  cost  cut t ing was al so
adopt ed on al l  operat ional  act ivi t ies
t o get  some respi t e f rom t he di re
st at e.   Downsizing of  manpower was
also t aken up t hrough “ Volunt ary
Ret irement  Scheme”  (VRS).  Though
t he economy was gradual ly coming
out  of  recession,  t he problems in
bearing indust ry in general  persist ed
mainl y due t o smuggled bear ings
making way into Indian bearing market .

1. Sharp decline/  loss in sales volume
(t hough t he sales quant i t y was
maint ained).  Gross sales came
down t o Rs 25 Crores in 1997-
98 f rom Rs 30 Crores in 1996-
97.  Downt urn i n average
real izat ion per uni t  by about
Rs 10.00 (f rom avg.  Rs 36 t o
27) .

2. Signif icant  loss in cont ribut ion
t ot al ing about  Rs 11 crores in
1997-98,  which brought  down
t he average cont r ibut ion per
unit  bearing f rom Rs 17.00 (PV
rat io 53%) in 1996-97 t o Rs 9.00
(PV rat io 31%) in 1997-98.  In

Table 2 : All India Demand in BBCL's Market  Segment

(Figures in Lac Nos. )

Segment Demand in Expected Demand

1998-99 1999-2000 2000-2001 2001-2002

Fan 310 328 349 371

2-3 Wheelers O Es 295 324 357 392

Tract or 20 22 24 27

Elect r ic Mot or & 250 262 275 290
Pumps

Replacement  Market 245 264 295 330
(2-3 Wheelers)

Total 1100 1200 1300 1410
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the f ive-year period, cont ribut ion
per uni t  came down f rom Rs
20.00 in 1993-94 t o Rs 9.00 in
1998-99.

3. Sharp j ump in f ixed expenses
beginning 1997 on account  of
increased salary & wages which
had a cumulat ive ef fect  on t he
bot t om l ine of  t he company.

4. Increase i n i nt erest  &
depreci at i on on account  of
capi t al  i nvest ment  i n pl ant
expansion i n 1997,  whi ch
account ed f or  cor responding
increase i n i nt erest  and
depreci at i on as anot her
signi f icant  reason.

5. Break Even Point  (BEP) Volume
went  up sharply f rom Rs 20.00
Crores in 1996-97 to 36.00 Crores
in 1997-98.  Sales as % of  BEP
went  down f rom 155% in 1996-
97 t o 48% in 1997-98 and t o
57% in 1998-99.

6. Company bot t om l ine became
red by t he f inancial  year ended
1998 wi t h net  l oss i n PBT
recorded as Rs 11.50 Crores.

It  had been inferred f rom t he annual
account s t hat  t he required value of
t urnover  t o break even should be
about  Rs 34 crores per  annum
(annual ized 12 mont hs) wit h exist ing
f i nancial  est imat es.  The sal es
proj ect ion showed that  it  may achieve
t hat  f igure by end of  2000–01 and
surpass t o become prof i t able by t he
year ending 2002.

Market  Trend Indicators

Some t rends regarding quant it y,  value

and price movement s segment -wise
for BBCL in t he last  t hree years were
st udied.  It  was seen t hat  prices were
coming down and t here was
consequent  loss of  value real izat ion
across al l  segment s.  However,  t here
was segment -wise variat ion in t rends.
The t ot al  average price suf fered a
loss of  over Rs 8.50 in average unit
pr ice in 1998-99 against  1995-96.
The maj or  segment  of  f an,  bot h
organized and unorganized suf fered
loss in pr ices of  Rs 6.00 per uni t .
Interest ingly,  t he t rade (replacement )
segment  suf fered t he least  and BBCL
grew in t his segment  signi f icant ly.
A st r i king t rend in t he niche f an
segment  was t hat  BBCL l ost
considerable market  in higher value
organized fan segment ,  whereas i t
has gained i n t he l ower  val ue
unorganized f an segment .

The performance of  BBCL in t he last
t wo years had been unsat isfact ory
mainl y on account  of  i ncreased
compet i t ion f rom cheaper bearings
f rom ot her  count r i es i n t he f an
segment  in which BBCL was a dominant
player.  BBCL was working on improving
t he current  product -market  mix for
rapid sales cont ribut ion improvement .
Keeping i n mind t he present
manufact uring capabi l i t ies of  BBCL,
in t he short  t erm BBCL focused on
t he fol lowing segment s.

” Organized fan segment

” Unorganized f an segment

” Trade

” Export  t o count ries having large
number of  t wo wheelers.
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Quest ions :

1. Ident i f y and el aborat e t he
envi ronment al  f act ors which
inf luenced t he performance of
Bharat  Bearing Company Lt d.

2. Discuss t he pot ent ials of  t he
company and ini t iat ives t o be
t aken up by leadership of  t he
company t o improve upon i t s
per f ormance.

3. Comment  upon t he st rat egies
of  BBCL.  Suggest  sui t abl e
st rat egies f or  t urning-around
i t s per f ormance bl ues and
subsequent ly leading company
on fut ure pat h of  growt h.
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Prelude

This case describes an Organisat ion
Development  (OD) programme in a
medium size publ ic ut i l i t y referred
to as Sundarpur Municipal Corporat ion
(SMC).  The experience of  SMC raised
a number of  issues relat ing t o using
OD as an approach t o change.  The
purpose of  wr i t ing t his case is t o
raise some pert inent  quest ions relat ing
t o OD exercise and t o ref lect  upon
this experience and draw lessons f rom
it  t hat  may benef it  HRD pract it ioners
who use OD as a change st rat egy.

Organisat ion Development (OD) at
SMC

SMC is a well-known public ut ility out f it
si t uat ed in t he east  of  India.  At  t he
t ime of  i nt ervent i on a new
commissioner,  who was i n Indian
Army,  was appoint ed by t he St at e
Government  t o head SMC.  The new
commissioner,  who appeared t o be
very dynamic and a great  bel iever
in HR, along with his funct ional heads,
decided that  there was an urgent  need
t o t rain employees t hroughout  t he

corporat i on t o i ncul cat e
professional ism in management .

The employees were divided into three
groups  - senior of f icers,  middle –
level  of f icers and supervisory st af f .
Var ious consul t ant s in t he count ry
were approached to design and impart
t raining at  t hese levels.  During t he
per iod,  a smal l  group of  seasoned
consultants, who belonged to a premier
Management  Inst i t ut e were al so
cont act ed t o t rain t he senior of f icers
of the corporat ion. A proposal prepared
by t he consul t ant  was accept ed by
t he corporat i on.  The proposal
suggest ed t hat  a t rai ni ng needs
assessment  be conduct ed f i rst  t o
det ermine t he scope and cont ent  of
t raining.  This was t o be fol lowed by
a workshop for t he commissioner and
his funct ional  head.  This workshop
was t o discuss issues arising out  of
t he assessment  and agree on a
st rategic direct ion for the corporat ion.
This st rat egic direct ion would be t he
basis for designing and conduct ing
a ser i es of  workshops f or  senior
of f icers.

Organisation Development (OD) Intervention in
Public Utility : The Case of Sundarpur
Municipal Corporation

Dr.  S.  K.  Bhat tacharya*

* DGM (Acad.) & Sr. FM, MTI, SAIL, Ranchi
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SMC employed 5,600 people.  There
were around 60 senior of f icers who
were t o be t rained by t he consult ant .
The t raining needs assessment  was
conduct ed t hrough unst ruct ured and
informal  int erviews wi t h a sample
of  senior of f icers.  These int erviews
revealed that  the senior off icers largely
saw themselves as funct ional specialists
rat her  t han managers of  t he
corporat ion.  The collaborat ive ef fort s
for achieving corporat ion’s mission
was somehow missing.  There was a
great  deal  of  cynicism.  There was
widespread discont ent  wit h t he work
environment ,  organizat ion cul t ure,
promot ion pol icy et c.  Many senior
of f icers seemed t o lack element ary
ski l ls in mot ivat ing and supervising
t hei r  st af f .

The organizat ion had a f unct ional
st ructure. Funct ions were each divided
int o a var iet y of  depart ment s and
each depar t ment  was f ur t her
subdivided int o sect ions.  There was
a great  deal  of  parochial ism wi t h
respect  t o one’ s f unct i on and
depart ment .  Very few of  t he senior
of f icers could t ake a hol ist ic view
of  t he organi zat i on.  St at us was
considered very important  and direct ly
t ied t o hierarchy.  Some funct ions and
depart ment s were considered t o be
of higher status than others. In general,
t here was a great er preference for
worki ng i n f i nance,  personnel ,
inspect ion,  revenue col lect ion,  real
estate etc. rather than in conservancy,
water-supply,  sanitat ion,  health care,
ci t izens’  wel f are et c.  The pict ure
t hat  emerge is largely impersonal ,
non-appreci at i ve,  beaurocrat i c
organizat ion with all negat ive features

of  a beaurocracy.

The resul t s of  t he needs assessment
survey were shared wi t h t he
commissioner and his funct ional heads
in a one-day workshop.  The resul t s
did not  seem t o evoke any surprise
or  concern.  It  appeared t hat  t he
commissioner and his team were aware
of  t hese issues.  They accept ed t he
general  desi gn of  t he workshop
present ed by t he consul t ant s.  The
workshops consist ed of  a series of
competency-building exercises based
on t he t hemes of  learning,  qual i t y
of  work l i fe,  int erpersonal  relat ions,
t eam work,  and l eadership.  The
concepts and the exercises were woven
around sessions which involved working
on real ,  t ask relat ed issues in t he
organizat ion. In keeping with our view
of  OD,  t he workshops were designed
t o help t he part icipant s ref lect  on
their experiences, learn collaborat ively
and work together to generate choices
and opt ions to solve key organizat ional
problems and mast er t he process t o
go t hrough t he j oy of  work.  Each
workshop was at t ended by 20 senior
of f icers and last ed for t hree days.
On the last  day the part icipants worked
in smal l  t eams and made speci f ic
recommendat ions t o t ackle t he key
problems in t he organizat ion.  The
present at ions were usual ly at t ended
by t he commissioner and occasional ly
by other funct ional heads who act ively
part icipat ed in t he discussion.  The
consultant  received very good feedback
regardi ng t he programmes.  The
commissioner and his funct ional heads
expressed t heir profound sat isfact ion
regardi ng t he OD programmes.
However,  t he consult ant s had no idea
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of  what  had real ly happened af t er
t he programmes.

Two years hence the consult ant s were
again requested to design and organize
simi l ar  workshops f or  t he senior
of f icers at  SMC.  When t he consul t ant
expressed a desire t o conduct  a st udy
of  t he senior of f icers’  mot ivat ion,
t he corporat ion eagerly gave t hem
t he access for col lect ing dat a.  This
t ime t he consul t ant s int erviewed al l
t he senior of f icers in groups of  f ive
to eight  of f icers. Interest ingly enough,
t he int erviews revealed feel ings of
anger,  f r ust rat i on,  resent ment ,
st agnat ion,  powerlessness and lack
of  purpose among t he senior of f icers.
Some of  t he quot es f rom t he
int erviews are reproduced below t o
capture the essence of  t hese feelings.
The senior  of f i cers perceived t he
organizat ional st ructure and processes
as incapable of  accommodat ing t heir
views and ideas.  They fel t  t hat  t hey
had access to only limited informat ion.
They report ed numerous anomal ies,
paradoxes,  and cont radi ct i ons i n
decision-making.  And t here was no
way by which t hey can inf luence t he
decision-making processes.  They fel t
most ly marginal  in t he organizat ion.
In a sense,  t he int erviews seemed
t o indicat e t hat  l i t t le had changed
in t he organizat ion.  The core issues,
problems,  and concerns remained
unresolved.

Excerpts from Interviews

” There are may paradoxes in t his
organizat ion. You f ind that  senior
of f icers are being put  in a corner
wit hout  work.  You f ind people
t hi nki ng t hat  t hey have

complet ed t he work when t hey
release a ci rcular.  You f ind a
syst em of  ident i f icat ion of  key
tasks, without  any consequences
of  per f ormance or  non-
per f ormance.

” There is very l it t le consultat ion.
As a senior  of f icer,  I receive
no informat ion on policy mat ters
in my area of  work and so I
have l it t le commitment  t o t hose
decisions.

” I feel  l ike a bul lock drawing a
car t .  When a mi l est one i s
crossed,  t he bul l ock never
receives a pat .

” I feel  l ike a wel l -fed parrot  in
a golden cage.  There is securit y,
but  no f reedom, no excit ement .

” Present ly t he only reward for
performance is assignment  t o
a chal l enging j ob,  whi ch i s
decided at  t he l evel  of  t op
management .  When your boss
has no discret ion, he is redundant
for all pract ical purposes. In fact
,he compet es wit h you for t op
management ’s f avours.

” My t ot al  j ob cont ent  f i l ls barely
t wo hours in a working day.  My
ski l ls have cert ainly gone down
in t he last  f ive years.

” Our t ime goes in act ivi t y where
we feel  comfort able.  Some of
us do our personal  t hings,  play
t he st ock market s;  some of  us
choose t o put  punct uat ion and
cor rect  grammar  i n our
subordinat es’  wri t e-ups;  some
check records,  prepare report s,
or clear f i les.  These may not
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be t he t asks t hat  we ought  t o
be per f orming,  but  are
comfort able and keep us f rom
st raying int o areas where t here
are probl ems and no easy
answers.

” For  every i ssue,  one i s f i rst
required t o open a f i le.   The
f i le makes i t s rounds t hrough
several of f ices,  wit h individuals
adding t heir notes,  writ ing t heir
comment s,  and making t he f i le
t hick over period of  t ime.  You
need expert ise in bui lding good
cases on f i les.  Individuals can
scut t le your case in subt le ways.
You need members in your t eam
who can count er  t hem
ef fect ively.

” The people in my sect ion haven’ t
worked in any ot her sect ion.
They ident i f y so st rongly wit h
our group t hat  rej ect ion and
humi l iat ion of  ot hers is what
pleases t hem most .  When I t alk
of  ext ending a helping hand or
making concessions t o ot hers
i n t he l arger  organi zat i onal
int erest ,  t hey t hink I have no
spine.  The organi zat i on
reinf orces such parochial i sm
t hrough mechanist ic formulae
for al locat ing rewards.  This set s
up each group against  t he rest
of  t he organizat ion.

” Senior of f icers are const ant ly
shuf f led around.  They do not
know where t hey woul d be
t omorrow.  Wherever  t hey go
t hey sign papers,  wri t e not es
and move f i les.  There are no
ot her expect at ions f rom t hem.

” Everyt hing get s r i t ual ized.  In
meet ings,  real  concerns do not
get  expressed.  The syst em of
mont hl y repor t s and dai l y
coordi nat i on meet i ngs have
st opped.  People t hink t hat  t hey
have complet ed t he work when
t hey report  a mat t er.  There is
no demand f or  per f ormance
upward or downward.  I t hink
our  biggest  cr i si s i s t hat  we
accept lower and lower standards.

” We have a syst em of  seniori t y-
based promot ions.  I am 36t h on
t he l ist  of  40.  I want  t o work
hard,  and I want  t o know how
I can become No. 1.  But  my
superior has no answer.

Re-entry and contract ing

At  t his st age a meet ing was held
wit h t he commissioner wit h his t op
management  t eam,  which included
al l  f unct i onal  heads of  SMC,  t o
understand the issues of deeply rooted
organisat ional cult ure,  t he operat ions
and t he st ructure of  t he organisat ion.
On t he basis of  a few more meet ings
and thread-bare discussion,  a working
paper on t he subj ect  was prepared.
The working paper consist ed of  four
part s deal ing wit h:

” Our underst anding at  t hat  t ime
of some of the key issues involved

” A concept ual  f r amework
devel oped t o f ormul at e
int errelat ions

” Certain hypotheses, assumpt ions
and proposit ions t hat  were t o
be t he bases of  design of  t he
OD programme
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” The out l ine of  t he int ervent ion
plans

The working paper emphasised t hat
any change i n t he envi ronment
demanded re-examinat ion and re-
adj ust ment  of  several  issues wit hin
a syst em which was embedded in
t he environment .  One of  t he issues
was insecurity. Habits has been formed
and some degree of stabil it y achieved.
Radical  change as envisaged by t he
commissioner in rest ruct ur ing and
redesigning SMC in t erms of  local
municipal  out f i t s present ed a new
perspect i ve and demanded new
behaviour somet hing which had not
been t est ed before,  and resul t ed in
uncertainty, anxiety, and apprehension.

In developing the design, the following
hypot heses were used :

” It  is possible t o examine t he
rel at ed knowl edge and i t s
l inkages wit h behaviour

” Such an examinat ion can be
made at  bot h t he rat ional  as
wel l  as emot ional  levels.

” Suitable hypotheses on personal,
organisat ional ,  and communit y
l evel s can be f ramed by an
individual  who can also gat her
dat a regarding his behaviour on
each dimension.  He can analyse
t his dat a and accept  and rej ect
t he hypot hesis he has f ramed
in regard to his behaviour pat tern

” Conf ront at ion of  issues leads
to development of the individual’s
understanding of the latent  issues
involved. This develops his insight
which may provide him wi t h
added st rengt h and adequacy

in deal ing wit h his problems.

” When l at ent  i ssues such as
anxiet y,  f ears,  and
apprehensions are brought  t o
t he sur f ace and shared wi t h
others,  percept ions of  the issues
of  change become more realist ic.
At  t hat  st age i t  is possible t o
sort  out  how far t he fears are
real  or  unreal ,  how f ar  t hey
are personal  or  general ,
i ndi vi dual  or  syst emic.  Thi s
sor t ing out  may help energy
mobi l isat ion.

” Sharing of anxiety and inadequacy
reduce the level of these feelings

The f ol l owing proposi t i ons were
suggest ed for t he OD programmes:

” Changes are more l ikely to occur
i f  t he set t ing dramat izes t he
importance of  working intensely
on t hese and l i f t s t hem out  of
t he rout ine of  everyday l i f e,
t hereby creat ing an in-group
feel ing among t he part icipant s.

” The more an individual bel ieves
t hat  he can,  wi l l ,  or  should
change,  t he more l ikely i t  is
t hat  t he organised at t empt s t o
change would succeed.

” The more t horoughl y an
individual  explores his personal
or i ent at i ons,  st yl es,
apprehensions,  et c.  and relat es
t hem t o sel f -act ual isat ion,  t he
more l ikely he is t o experiment
and change.

” The more an i ndi vi dual  can
conf ront  himsel f  on his usual
style of interpersonal interact ion,
t he more he is l ikely t o change.

97

ORGANISATIONAL DEVELOPMENT (OD) INTERVENTION IN PUBLIC UTILITY - THE CASE OF
SUNDARPUR MUNICIPAL CORPORATION : BHATTACHARYA

The more an
individual believes
that he can, will, or
should change, the

more likely it is that
the organised

attempts to change
would succeed.

Case
Study



” The more an i ndi vi dual  can
perceive and experience the new
at t empt s at  changes as
consist ent  wit h t he ideal  sel f -
image,  t he more t he changes
are l ikely t o be sust ained.

” The more the self -confrontat ion
occur in a face-t o-face group,
in a cl imat e suppor t ing such
conf ront at ion,  t he more t he
individual  is l ikely t o develop
insight  int o his behaviour.

” The more a group develops a
cl imat e of  support ,  wit h a norm
of  unhesit at ingly giving t o each
ot her,  t he deeper  and more
sust ained t he learning is l ikely
t o be.

” The more intense and persistent
t he int eract ional  meet ings are,
t he deeper,  and more enduring
the learning about  the self  would
be.

” The more an individual perceives
the change in his behaviour (e.g.
being more conf ront i ng)  i s
required by t he demand of  his
career and l i f e si t uat ion,  t he
more l ikely he is t o experiment
and accept  t he change.

” The more an i ndi vi dual  can
perceive and experience,  t he
new changes at t empt ed as
consist ent  wit h t he prevai l ing
cul t ural  values and norms,  t he
more t he changes are l ikely t o
be sust ained.

” The more an i ndi vi dual  can
examine t he dynamics of  t he
event s in his everyday l i fe,  t he

more l ikely is the internalisat ion
of  his learning.

” The more an individual  can l ink
the newly developed insight  into
personal  and i nt erpersonal
dynamics t o act ion,  t he more
l ikely i t  is for change in bot h
behaviour and act ion t o occur
and endure.

” The more an individual commit s
himsel f  t o achieving concret e
goals in l i fe consist ent  wit h t he
new i nsi ght s,  t he more t he
change in likely to get  stabilized.

” The more an individual  keeps
record of  his progress t owards
achieving goals t o which he is
commi t t ed,  t he more t he
accept ed change in l i kely t o
inf luence his f ut ure t hought s
and act ions.

” Changes are l ikely t o occur and
persist  i f  t hey are a sign of
membership in a new cont inuing
reference group.

Wit hin a few days of  present ing t he
working paper t o t he commissioner
i t  was was discussed in a divisional
commit t ee.  The main st and t aken
was t hat  of  aggressive pursuance of
the plan of act ions specially in creat ing
Local Municipal Corporat ions covering
a wider  range of  populat ion.  The
proposal  was also accept ed.

Intervent ion Planning

In t he planning of  t he int ervent ions
the fol lowing issues were considered:

” The uni t  wi t h whi ch t he
int ervent ion was t o be used
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” The overal l  obj ect ives and t he
speci f i c obj ect i ves of  t he
int ervent ions

” The t ype and nat ure of  t he
int ervent ions

” Phasing,  sequencing and l inkage
of  int ervent ions.

Phasing,  Sequencing,  and Linkage

The nat ure of  t he t asks and t he
obj ect ives of  t he programmes were
such t hat  t he int ervent ions had t o be
on t he l iving syst ems.   For example,
al l  t he members part icipat ed (af t er
t heir part icipat ion in t he basic lab)
i n organi sat i onal  di agnosi s,
implementat ion of  t heir act ion plans,
as wel l  as preparat i on and
implement at ion of  act ion plans for
t heir houses.

Before withdrawal of  t he consultants,
st abi l isat ion and consol idat ion of  t he
change ef f or t  had t o be planned.
This was t o be t echnical ly an at t empt
t o ref reeze,  and obviously t he last
input .

Accordingly,  t he int ervent ions were
at t empt ed in t he fol lowing order:

” Basic laborat ory

” Int ernal  resource development

” Organisat ional  diagnosis

” Reviews laborat ory for int ernal
resource person

” St abi l isat ion

The t otal OD programme was planned
t o be complet ed in a period of  12-
15 mont hs.  The basic laborat or ies
were t o be provided wit hin t he f i rst
si x mont hs,  f ol l owed by i nt ernal

resource development .  Orgnisat ional
diagnosis was planned for af t er four
months and was to cont inue thereafter.
At  t he end of  t he year  when t he
revi ew l aborat ory was over,  t he
int ernal  resource persons went  back
t o t heir respect ive depart ment s and
t he t erminal  phase st art ed.

Some import ant  input s in t he basic
laborat ory were:  microlab,  personal
st ruct ured dat a,  panel  discussion of
organisat ional  st rat egy,  act ion plan,
and evaluat ion.  It  may be useful  t o
ment ion t he st eps in t he preparat ion
of  act ion plans for t he depart ment s:

” Preparing a mast er l ist  of  al l
problems of  t he depart ment s
perceived by its members present
in t he new group.

” Priorit izing t he problems on t he
basis of  t hree cri t eria:  urgency
of  t he problem,  feasibi l i t y of
act ion, and minimal requirement
of  ext ernal  resources

” Sel ect i on of  a probl em and
def ining i t  specif ical ly

” Dynamics of  possible causes

” Force f i el d anal ysi s of  t he
problem

” Devising al t ernat ive st rat egies
for solut ion and select ing one
of  t he al t ernat ives Planning t he
act ion st eps,  including t he t ime
schedul e f or  act i on t o be
complet ed.

” Ant icipat ion of  di f f icul t ies

” Considerat ion of  help needed
and planning for t hat  help

Those plans were present ed by t he
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planning module t o t he whole group
in t he open house session for cri t ical
review,  and were lat er revised.  Af t er
revision t he group commit t ed before
t he open house t o work on t he act ion
plan on t heir  ret urn.  The st rat egy
t o i nvol ve ot her  members of  t he
depart ment s (who were not  present )
was also discussed.

Stabilisat ion and Terminat ion

Reinforcement  Lab (RL) was held nine
mont hs af t er t he Int ernal  Resource
Development  (IRD) laborat ory.  The
maj or t hrust s of  t he reinforcement
lab was t o bring in mat uri t y in place
of  an exuberance of  ent husiasm
resul t ing in over ambi t ious act ion
pl anning.  Not wi t hst anding t he
short comings in t he original select ion
of  i nt ernal  f aci l i t at ors and t he
subsequent  st ruggl e,  af t er  t he
reinforcement  lab consultants renewed
fait h in t he st rengt h of  t he int ernal
faci l i t at ors and t heir sel f  conf idence
was rei nf orced.  The consul t ant s
t hought  i t  was t ime for t hem t o plan
t hei r  wi t hdrawal .  Bef ore t he
consul t ant s wi t hdrew f inal l y t hey

t hought  i t  was necessary t o at t end
t o a few issues,  one of  which was
helping t o resolve some conf l ict ,  t hat
arose at  t he management  level  of
plan renovat ion. One of the consultants
spent  quite some t ime in a department
t o counsel  on t his issue and arrange
conf ront at ion meet ings bet ween t he
conf l ict ing part ies.  The confrontat ion
proved very useful  and t he issue was
resolved t hrough t he hard work of
t he conf l ict ing part ies.

In t he gradual  wi t hdrawal  process
t he consul t ant s made i t  clear t o t he
organizat ion t hat  t hey did not  t hink
any ot her  di rect  int ervent ion was
needed anymore,  but  t hey would l ike
t o visi t  and help SMC at  any point
of  t ime.  However,  i t  was made clear
t hat  such request s for help must  be
channelled through the commissioner,
af t er  t hey had done al l  t hat  t hey
could do t o help t hemselves.  These
cri t eria were set  fort h t o underscore
the need for self-help and self-reliance.
It  was sat isf ying t hat  t hey did not
need much out side help.  They real ly
depended on t hei r  own ski l l s and
abi l i t ies.

Quest ions :

1. Comment  whet her t he t raining
workshops were a waste of  t ime.

2. Was t he OD i nt ervent i on a
fai lure? What  lessons can we
learn from this experience about

organizat ional change in general,
and OD in part icular?

3. What  should be done dif ferent ly
t o change t his organizat ion?
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Senior managers f ind l i t t le t ime t o
create and improve upon use networks
t o avoid being out  of  loop inside as
wel l  as out side t he company.  Thirt y
managers were st udied f or  t he
leadership t ransi t ion,  an inf lect ion
point  in t heir careers t hat  chal lenges
t hem t o ret hink bot h t hemselves and
t hei r  roles.  In t he process,  i t  was
found t hat  net working – creat ing a
fabric of  personal  cont act s who wi l l
provide support ,  feedback,  insight ,
resources,  and i nf ormat i on – i s
simul t aneously one of  t he most  sel f -
evident  and one of  t he most  dreaded
developmental challenges that  aspiring
leaders must  address.  When i t  i s
requi red t o move beyond t hei r
f unct ional  special t ies and address
st rat egic issues f acing t he overal l
business,  many managers do not
immediately grasp that  this will involve
rel at i onal  not  anal yt i cal  – t asks.
Somet imes t he managers we work
wit h say t hat  t hey f ind net working
insincere or manipulat ive – at  best ,
an elegant  way of  using people.

Three dist inct  but  int erdependent
f orms of  net worki ng have been
discovered in t he st udy– operat ional ,

personal ,  and st rat egic which played
a vi t al  role in t heir t ransit ions.  The
f i rst  helped t hem manage current
int ernal  responsibi l i t ies,  t he second
boost ed t heir personal development ,
and t he t hird opened t heir eyes t o
new business di rect i ons and t he
stakeholders they would need to enlist .
It  was found t hat  almost  al l  of  t hem
under ut i l ized st rat egic net working.

Operat ional Networking

Operat ional networks include not  only
direct  report s and superiors but  also
peers within an operat ional unit ,  other
int ernal  players wit h t he power t o
block or support  a proj ect ,  and key
outsiders such as suppliers, dist ributors,
and cust omers.  The purpose of  t his
t ype of  net worki ng i s t o ensure
coordinat ion and cooperat ion among
people who have t o know and t rust
one anot her in order t o accompl ish
t hei r  immediat e t asks.  Most
operat ional net working occurs wit hin
an organi zat i on,  and t i es are
det ermined in large part  by rout ine,
short  t erm demands.  Relat ionships
formed wit h out siders,  such as board
members,  customers,  and regulators,
are di rect ly t ask-relat ed and t end
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t o be bounded and const rained by
demands determined at  a higher level.

Personal Networking

Through prof essional  associat ions,
alumni groups,  clubs,  and personal
int erest  communit ies,  managers gain
new perspect ives t hat  al low t hem
t o advance in t heir careers.  This is
what  is meant  by personal networking.
A personal  net work can also be a
safe space for personal  development
and as such can provide a foundat ion
for st rat egic net working.  According
to the famous six degrees of separat ion
principle,  our personal  cont act s are
valuable t o t he ext ent  t hat  t hey help
us reach,  in as few connect ions as
possible,  t he far-of f -person who has
t he informat ion we need.  It  wi l l  be
seen t hat  personal  net working wi l l
not  hel p a manager  t hrough t he
leadership t ransit ion unless he or she
learns how to bring t hose connect ions
t o bear on organizat ional  st rat egy.

Strategic Networking

When managers begin t he del icat e
t ransit ion f rom funct ional  manager
t o business leader,  t hey must  st art
t o concern t hemselves wi t h broad
st rat egic issues.  What  di f ferent iat es
a leader f rom a manager,  research
t el ls us,  is t he abi l i t y t o f igure out
where t o go and t o enl ist  t he people
and groups necessary t o get  t here.
The key t o a good st rat egic net work
is leverage:  t he abi l i t y t o marshal
informat ion,  support ,  and resources
f rom one sect or  of  a net work t o
achieve resul t s i n anot her.  One
manager in the study used his personal
passion, hunt ing, to meet  people f rom

professions as diverse as stonemasonry
and household moving.  Almost  none
of  t hese hunt ing f riends had anyt hing
t o do wit h his work in t he consumer
elect ronics indust ry,  yet  t hey al l  had
t o deal  wi t h one of  his own dai l y
concerns:  cust omer relat ions.  The
key was his abi l i t y t o bui ld inside-
out side l inks for maximum leverage.

Mind your mind-set

What ever t he reason,  when aspiring
leaders do not  believe that  networking
i s one of  t he most  impor t ant
requirement s of  t heir new j obs,  t hey
wi l l  not  al locat e enough t ime and
ef fort  t o see it  pay of f .  What  appears
t o be unpalat able or unproduct ive
behaviour t akes on a new l ight  when
a person you respect  does i t  wel l
and et hical ly.  Net working ef fect ively
and ethically,  l ike any other tacit  skil l ,
is a mat ter of  j udgment  and intuit ion.

Work from the outside in

It ’s di f f icul t  t o bui ld a relat ionship
wi t h anyone,  l et  al one a senior
execut i ve,  wi t hout  a reason f or
int eract ing,  l ike a common t ask or
a shared purpose.  Ot her managers
bui ld out side-inside connect ions by
using t hei r  f unct ional  int erest s or
expert ise.  For example,  communit ies
of  pract ice exist  (or can easi ly be
creat ed on t he Int ernet ) in almost
every area of  business f rom brand
management  t o Six Sigma t o global
st rat egy.  Savvy managers reach out
t o ki ndred spi r i t s out si de t hei r
organi sat i ons t o cont r i but e and
mul t i pl y t hei r  knowl edge;  t he
informat ion t hey glean.

The less t hey pract ice net working,
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t he less ef f icient  at  i t  t hey become,
and t he vicious cycle cont inues.  A
net work l ives and t hrives only when
it  is used.  A good way t o begin is t o
make a simple request  or t ake t he
init iat ive t o connect  t wo people who
would benef i t  f rom meet ing each
ot her.  Doing somet hing – anyt hing –
get s t he bal l  r ol l i ng and bui l ds
conf idence t hat  one does,  in fact ,
have somet hing t o cont r ibut e.

But  net working is not  a t alent ;  nor
does i t  r equi re a gregar i ous,
ext rovert ed personal i t y.  It  is a ski l l ,
one t hat  t akes pract ice.  That  people
who work at  net working can learn
not  only how t o do i t  wel l  but  also
how t o enj oy i t .

Aspiring leaders must  learn t o bui ld
and use st rat egic net works t hat  cross
organi zat i onal  and f unct i onal

boundaries,  and t hen l ink t hem up
in novel  and innovat ive ways.  It  is a
chal lenge t o make t he leap f rom a
l i fet ime of  funct ional  cont ribut ions
and hands on cont rol to the ambiguous
process of  bui l di ng and worki ng
t hrough net works.  Net working is t o
be accorded one of the most  important
requi rement  by managers in new
leadership ri le.  In order t o get  bet t er
pay of f ,  i t  cal ls for enough t ime and
ef f or t  f or  creat i ng and usi ng
net working product ively.
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The earl iest  t est  of  leadership comes
wit h t hat  f i rst  assignment  t o manage
ot hers.  Most  new managers ini t ial ly
f ai l  t his t est  because of  a set  of
common misconcept ions about  what
it  means to be in charge. Organizat ions
suffer considerable human and financial
cost s when a person who has been
promoted because of  st rong individual
performance and qual i f icat ions fai ls
t o adj ust  successful ly t o management
responsibi l i t ies.

The fai lures aren’ t  surprising,  given
t he dif f icul t y of  t he t ransit ion.  Ask
any new manager about  t he ear ly
days of  being a boss-indeed,  ask any
senior execut ive t o recal l  how he or
she f el t  as a new manager.  If  you
get  an honest  answer,  you’ l l  hear a
t ale of  disorient at ion and,  for some,
overwhelming confusion. The new role
didn’ t  feel anything like it  was supposed
t o.  It  fel t  t oo big for any one person
t o handle.  And what ever i t s scope,
i t  sure didn’ t  seem t o have anyt hing
t o do wit h leadership.

To help new managers pass t his f i rst
leadership test ,  we need to help them
underst and t he essent ial  nat ure of

t heir role - what  i t  t ruly means t o
be in charge.  Most  see t hemselves
as managers and leaders;  t hey use
t he rhet or i c of  l eadership;  t hey
certainly feel the burdens of leadership.
But  t hey j ust  don’ t  get  i t .

New managers are surprised t o learn
t hat  t he ski l ls and met hods required
for success as an individual cont ributor
and t hose required for success as a
manager are st arkly di f ferent  - and
t hat  t here is a gap bet ween t hei r
cur rent  capabi l i t i es and t he
requirement s of  t he new posi t ion.
In t heir prior j obs,  success depended
primari ly on t heir personal  expert ise
and act ions.  As managers,  t hey are
responsibl e f or  set t i ng and
implement ing an agenda for a whole
group,  somet hing f or  which t hei r
careers as i ndi vi dual  per f ormers
haven’ t  prepared t hem.

Learning to lead is a process of learning
by doing.  It  can’ t  be t aught  in a
cl assroom.  It  i s a craf t  pr imar i l y
acqui red t hrough on- t he- j ob
exper i ences -  especial l y adverse
experiences in which the new manager,
working beyond his current  capabilit ies,

Becoming the Boss

Linda A.  Hil l*
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proceeds by t r ial  and error.  Most  st ar
individual  performers haven’ t  made
many mist akes,  so t his is new f or
t hem.  Furt hermore,  f ew managers
are aware,  in t he st ressful ,  mist ake-
making moment s,  t hat  t hey are
l earni ng.  The l earni ng occurs
increment al ly and gradual ly.

As t his process slowly progresses -
as t he new manager unlearns a mind-
set  and habit s t hat  have served him
over a highly successful  early career-
a new professional  ident i t y emerges.
He int ernal izes new ways of  t hinking
and being and discovers new ways
of  measur ing success and der iving
sat i sf act i on f rom work.  Not
surprisingly,  t his kind of  psychological
adj ust ment  is t axing.

The t ransit ion is of t en harder t han
it  need be because of  new managers’
misconcept ions about  t heir role.   By
acknowl edging t he f ol l owing
misconcept ions-some of  which r ise
almost  t o t he level  of  myt h in t heir
near -uni versal  accept ance-new
managers have a far great er chance
of  success.

Managers wield significant authority:
Managers assume t he posi t ion wi l l
give t hem more aut hori t y and,  wit h
t hat ,  more f reedom and aut onomy
t o do what  t hey t hink is best  f or
t he organizat ion.  Inst ead of  gaining
new aut hori t y,  t hey f ind t hemselves
hemmed in by int er-dependencies.
Inst ead of  f eel ing f ree,  t hey f eel
const rained,  especial ly i f  t hey were
accust omed t o t he rel at i ve
independence of  a st ar performer.
They are enmeshed i n a web of
rel at i onships -  not  onl y wi t h

subordinat es but  also wi t h bosses,
peers,  and ot hers inside and out side
t he organizat ion,  al l  of  whom make
rel ent l ess and of t en conf l i ct i ng
demands on t hem. The result ing daily
rout ine i s pressured,  hect i c,  and
f ragment ed.

Unt il they give up the myth of authority
f or  t he real i t y of  negot i at i ng
interdependencies, new managers will
not  be able t o lead ef fect ively.

Authority flows from the manager’s
posit ion:  Most  new managers
mistakenly believe their power is based
on t he formal  aut hori t y t hat  comes
wit h t heir now lof t y-wel l ,  relat ively
speaking-posi t ion in t he hierarchy.
Af t er a few painful  experiences,  new
managers come t o t he unset t l i ng
realizat ion that  the authorit y emerges
onl y as t he manager  est abl i shes
credibi l i t y wit h subordinat es,  peers,
and superiors through their character.
This is of  part icular import ance t o
subordinat es,  who t end t o analyze
every statement  and nonverbal gesture
for signs of  t he new boss’s mot ives.
Such scrut iny can be unnerving.”  They
need t o demonst rat e t hei r
compet ence,  but  whi le evidence of
t echnical  compet ence is import ant
in gaining subordinat es’  respect ,  i t
isn’ t  ul t imat ely t he primary area of
compet ence t hat  direct  report s are
looking f or.

Managers must control their direct
reports:  Most  new managers,  in part
because of  insecurit y in an unfamil iar
role,  yearn for compliance f rom t heir
subordinat es.  They fear t hat  i f  t hey
don’ t  est abl ish t his early on,  t heir
direct  report s wil l  walk al l  over t hem.
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However compl iance does not  equal
commi t ment .  If  peopl e aren’ t
commi t t ed,  t hey won’ t  t ake t he
ini t iat ive.  And i f  subordinat es aren’ t
t aking t he ini t iat ive,  t he manager
can’ t  delegate ef fect ively.  The direct
report s won’ t  t ake t he calculat ed
risks that  lead to the cont inuous change
and improvement  required by t oday’s
t urbulent  business environment .  The
more power managers are wi l l ing t o
share wit h subordinat es in t his way,
t he more i nf l uence t hey t end t o
command. When they lead in a manner
t hat  al lows t heir people t o t ake t he
i ni t i at i ve,  t hey bui l d t hei r  own
credibi l i t y as managers.

Managers must focus on forging good
individual relat ionships:  Managing
int erdependencies and exercising
i nf ormal  aut hor i t y der i ved f rom
personal  credi bi l i t y requi re new
managers t o bui ld t rust ,  inf luence,
and mut ual  expect at ions wit h a wide
array of  people.  Ult imately,  however,
t he new manager must  f igure out
how t o harness t he power of  a t eam.
Simpl y f ocusing on one-on-one
relat ionships wi t h members of  t he
t eam can undermine t hat  process.
By shaping t eam cul t ure-t he group’s
norms and values - a leader can unleash
t he problem-solving prowess of  t he
diverse talents that  make up the team.

Managers must ensure that things
run smoothly:  Like many managerial
myt hs,  t his one is part ly t rue but  is
misleading because it  t el ls only some
of  t he st ory.  Indeed,  t he complexit y
of  maint aining t he st at us quo can
absorb al l  of  a j unior manager’s t ime
and energy.  But  new managers also

need t o real ize t hey are responsible
f or  recommending and i ni t i at i ng
changes that  will enhance their groups’
per f ormance.  Of t en,  t hi s means
chal lenging organizat ional  processes
or st ruct ures t hat  exist  above and
beyond their area of  formal authorit y.

In f act ,  most  new managers see
themselves as targets of organizat ional
change init iat ives,  implement ing with
their groups the changes ordered from
above.  They don’ t  see t hemselves
as change agents. Hierarchical thinking
and t heir f ixat ion on t he aut hori t y
t hat  comes wit h being t he boss lead
t hem t o def ine t heir responsibi l i t ies
too narrowly.  Consequent ly,  t hey tend
t o blame f lawed syst ems,  and t he
superiors direct ly responsible for those
syst ems,  for t heir t eams’  set backs
- and t hey t end t o wai t  f or  ot her
people t o f ix t he problems.

But  t his represent s a f undament al
misunderst anding of  t heir role wit hin
the organizat ion.  New managers need
t o generat e changes,  bot h wit hin and
out side t heir areas of  responsibi l i t y,
to ensure that  their teams can succeed.
They need t o work t o change t he
context  in which their t eams operate,
ignoring their lack of  formal authorit y.

As they go through the daunt ing process
of  becoming a boss,  new managers
can gain a t remendous advant age
by l earni ng t o recogni ze t he
misconcept ions j ust  out lined. But  given
t he mul t i layered nat ure of  t heir new
responsibi l i t ies,  t hey are st i l l  going
t o make mist akes as t hey t ry t o put
t oget her t he managerial  puzzle - and
making mist akes,  no mat t er  how
import ant  t o t he learning process,
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i s no f un.  They are going t o f eel
pain as t heir professional  ident i t ies
are st ret ched and reshaped.  As t hey
st ruggle t o learn a new role,  t hey
wil l  of t en feel  isolat ed.

Unfort unately,  few new managers ask
f or  help because of  t he mist aken
bel ief  t hat  “ The boss is supposed t o
have al l  t he answers,  so seeking help
is a sure sign t hat  a new manager
is a “ promot ion mist ake. ”  Anot her
reason new managers don’ t  seek help
is t hat  t hey fear  t hat  t his informat ion
would be used against  them, especially
in sharing problems wit  t he superior.
The inherent  conf l ict  bet ween t he
roles of  evaluat or and developer is
an age-old dilemma. So new managers
need to be creat ive in f inding support .
For inst ance,  t hey might  seek out
peers who are out side t heir region
or funct ion or in another organizat ion
al t oget her.

When a new manager can develop a
good relat ionship wi t h his boss,  i t
can make al l  t he dif ference in t he
world -t hough not  necessari ly in ways

the new manager expect s.  Eventual ly
about  hal f  of  new managers t urn t o
t hei r  bosses f or  assist ance,  of t en
because of   a looming crisis.  Many
are rel ieved t o f ind t heir superiors
more t olerant  of  t heir quest ions and
mist akes t han t hey had expect ed.

Somet imes,  t he most  expert  ment ors
can seem decept ively hands-of f .  It ’ s
impor t ant  f or  t he bosses of  new
managers t o underst and-or  simply
recal l -how dif f icul t  i t  is t o st ep int o
a management  role for t he f irst  t ime.
Hel pi ng a new manager  succeed
doesn’ t  benef i t  only t hat  individual .
Ensuring t he new manager’s success
is also crucially important  to the success
of  t he ent i re organizat ion.
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The book ‘ Leadership for t he Ages’
has brought  out  dimensions of
leadership which managers should
consider for sust aining leadership in
t imes ahead of  t hem. It s author David
P.  Hanna is t he founder of  Conf luence
Consult ing whose mission is to partner
wit h leaders at  al l  levels.  He t r ies
t o al ign t hem wit h people,  syst em
and natural laws to create an enduring
standard of excellence. A former senior
consul t ant  wit h Frankl in Covey and
Proctor & Gamble, he has incorporated
his experience wit h t he cl ient s l ike
Merck,  East man Chemical ,  General
Motors,  Hoechst ,  Al l ied Signal,  Xerox,
Siemens,  Shel l  et c in t his book.  He
has present ed t he book for managers
and leaders who want  t o do great
t hings and have got  global  desire for
“ more wi t h less” .  Many wonderful
individuals have influenced the content
of  t he book.

The book is composed six sect ions
comprising 14 chapt ers deal ing wit h
di f f erent  aspect s of  endur i ng
leadership pract ices.  Leadership and
t he Test  of  Time is t he f i rst  sect ion
of  t he book which has been divided
into two chapters.  The point  has been

Leadership for the Ages

David P.  Hann*

very wel l  rei t erat ed in f i rst  chapt er
on ‘ The Seeds of  Leadership’  t hat
everything in t he global age is subj ect
to change. Character and competence
are seeds of  t he leadership and point
has been wel l  made t hat  bosses have
subordi nat es and l eaders have
fol lowers.

Chapt er  – 2 on Nat ural  Laws and
Li f ecycl es expl ai n organi sat i onal
l i fecycle and similarly wit h l i fecycles
of  civi l isat ion have been brought  out
by t he aut hor.  Resemblance wi t h
product  l i f ecycl e has al so been
discussed t o general ise t he l i fecycle
concept  wit h universal  Nat ural  Laws
to govern longevity. The most  enduring
syst ems are found in nat ure.  Seven
charact erist ics of  syst em have been
enumerated to qualify as natural laws.
It  has been concluded t hat  you must
adhere t o t he nat ural  laws of  l iving
syst ems i f  you woul d devel op an
organisat ion for the ages. Organisat ion
for ages can be developed by leaders
who fol low t he success pat t ern of
nat ural  laws.

The Leader’s Core is t he t heme of
Sect i on-  2 whi ch compares t wo
chapt ers.  It  begins wit h chapt er – 3
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devot ed on ‘ Earning Trust ’ .  It  has
been explained with the two important
fact s of  a leader (1) What  a Leader
Is (Charact er) and (2) What  a Leader
Does (Competence).  Author has drawn
t rust  parallel with the Emot ional Bank
Account  metaphored by Stephen Covey.
Si t uat ions and emot ions can vary
signif icant ly and t hey do not  produce
consist ency.  Trust  is bui l t  up when
t here is consist ency on “ Walk t he
Talk” .  The next  chapt er  on ‘ From
subordinat e t o St eward’  st art s wit h
a very powerful  paradigm t o medical
st udent s “ You can see what  is behind
your  eyes” .  Whol e di agnosing a
pat ient ,  st udents see t he possibil i t ies
their t raining has placed in their head.
So t hey can only see what  is behind
their eyes. The concept  of  “ intell igent
disobedience”  has been prescribed
t o safeguard st akeholder t rust s.

The aut hor  has devot ed Sect ion–3
on ‘ Shaping a Compel l ing Common
Purpose’ .  The debat e on whet her a
Company’s focus should be t o bui ld
shareholder value or stakeholder value.
It  has been advocat ed in chapt er–5
in t his sect ion t hat  t here is more
compel l ing and pragmat ic reason t o
see an organisat ion as serving more
people t han j ust  shareholders and
customers.  Stakeholder feedback and
organisat ion’s mission build up synergy.
Number of  examples have been given
in chapter-6 about  shaping compell ing
mission. Example of  Shell Oil Company
has been described how t he company
moved f rom despai r  t o rebi r t h.  It
has been concluded t hat  t he magic
of  mission st at ement s is t o be found
in t he processes used t o creat e and
nurt ure t hem.  Aut hor has deal t  wit h
t he si t uat ion in subsequent  chapt er

how t o decide t he mission t o be
fol lowed when each uni t  and sub-
uni t  of  an organisat ion are having
separat e missions.

It  is import ant  and chal lenging for
leaders t o bui ld syst ems t hat  never
rust . Sect ion-4 has covered the aspects
of  bui lding such syst ems.  ‘ Mapping
t he Ecosyst em’  is t he f i rst  chapt er
in t his sect ion and t he aut hor has
int roduced a model  t hat  can be used
t o map t he element s t hat  form t he
part  of  ecosyst em of  an organisat ion.
Eleven laws of  Pet er Senge’s “ Laws
of  t he Fi f t h Discipl ine”  have been
revisi t ed t o underst and t he nat ure
of  organizat ional  ecosyst ems.  It  is
pert inent  t o t race your organizat ional
root  t o bui ld sound syst ems which
never rust .

Diagrammat ic i l lust rat ions have been
made by t he aut hor t o depict  t he
approach and st eps required t o reach
t he organisat ional root s.  Readers can
relate design elements of organisat ional
system and diagnose the system before
prescribing the charges in t he system.
It  has been asser t ed t hat  real
compet i t ive advant age l ies in being
able t o dist inguish cri t ical  drivers/
resi st ors f rom ext raneous ones.
Chapt er–10 deals wi t h how t o put
natural laws to work.  Af ter diagnosing
t he organisat ion you need t o engage
in t he design process of  shaping and
reshaping the elements of organisat ion
design t o get  t he desi red resul t s.
Example of Ritz–Carlton Hotel Company
has been narrat ed as a good example
of  an organisat ion design yielding a
high per f ormance cul t ure.  High
performance design principles have
been described by t he aut hor in t his
chapt er.  Aut hor has explained how
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t o al ign t hese design principles wit h
nat ural  laws.

‘ When Part nerships are Synergist ic’
is t he capt ion of  Chapt er-11 in which
the author deliberates with paradigms
of synergy and partnerships.  Paradigm
of  Synergy has been explained wit h
meaning of  i t s t hree element s- Syn,
Erg and Ism.  A synergist i c design
process i s t o be f ol l owed f rom
paradigms.  Part nership of  Wal-Mart
and Proct or  & Gambl e has been
exempl i f ied as synergist ic approach
by t wo companies t o improve t heir
bot tomline. Examples of school, sports
and heal t hcare make t he synergist ic
part nership as universal  approach t o
grow.

‘ Leading a High Performing Cul t ure’
is cent ral  t heme of  Sect ion-5 which
begins wit h chapt er-12 on embracing
change.  It  has been advocat ed t hat
t he element s of  Leadership for t he
Ages wi l l  r equi re some exi st i ng
paradigms,  val ues and habi t s t o
change.  It  has been i l lust rat ed wit h
a case t hat  a last ing behaviour always
develops f rom t he inside out :  f rom
a paradigm shi f t  t hat  changes our
view of  t he world,  our si t uat ion,  and
even oursel ves.  A mat hemat i cal
f ormul a has been devel oped t o
summarise t he cri t ical  element s of
inside out  change.  Leading change
has been discussed in next  chapt er.
Great  leaders such as Mahatma Gandhi,
Mart in Luther King, Margaret  Thatcher,
Jack Welch,  Mikhail Gorbachev, Anwar
Sadat ,  Wal t  Disney,  Mot her Teresa
have been reminded in t his chapt er
t o bring fort h t he point s of  enduring
change.  It  has been emphat ical l y
point ed out  t hat  leaders of  change

must  undergo a personal
t ransformat ion before t hey at t empt
t o t ransf orm t hei r  organizat ional
cul t ure.

Right ly t he last  sect ion-6 has been
devot ed on ‘ Leadership t hat  Last s’
which has t he last  chapt er-14 t i t led
as ‘ A Legacy for t he Ages’ .  The last
chapter is purposely kept  to encourage
readers t o car r y t hrough wi t h
resolut ions and act ion plans t o shape
somet hing which can last  for ages.
The aut hor has prompt ly ment ioned
t he advice of  Winst on Churchi l l  in
last  l ines of  t he book t hat  al l  of  us
get  a special  moment  in our l i fet ime
t o a very special  t hing and we should
avoid t he t ragedy t hat  moment  f inds
us unprepared and unqual i f ied f or
t he work which would be our f inest
hour.

Every chapt er  begins wi t h f ew
quot at ions appropriat e t o t he t heme
of  t he chapt er.  Sui t able examples
have been given in t he beginning of
most  of  t he chapt ers t o rel at e
subsequent  discussion and development
of  concept s.  Each chapt er ends wit h
‘Applying what  you have learned’  which
leads t o t hinking on act ion t o apply
learnings. He has added value by giving
chapt er-wise references used in each
chapt er at  t he end of  t he book.
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Leaders who operat e i n t oday’ s
networked world of proj ects and teams
f i nd t hemsel ves i n a dynamic
environment  t hat  didn’ t  exist  j ust
a few decades ago.  Where managers
once oversaw f unct ions t hey had
previously per f ormed t hemselves,
t oday’s leaders of t en head diverse
groups of  special ist s whose areas of
expert ise are not  famil iar t o t hem.
Where supervisors t radit ionally worked
in close proximity to their staff, today’s
employees may be locat ed hundreds
or  even t housands of  mi les away.
Where bosses once wielded absolut e
aut hor i t y over compl iant  workers,
t oday’ s l eaders of t en work wi t h
independent  col leagues over whom
t hey have l i t t le or no aut hori t y.  This
shif t  in t he leadership cont ext  has
si gni f i cant  impl i cat i ons f or  t he
leadership compet encies required t o
be ef f ect i ve.  The command-and-
cont rol not ion of leadership that  relied
on t he leader’s aut hori t y or cont ent
exper t i se t o provi de “ di rect i ve
leadership”  to people who were willing
t o suborn t heir personal  knowledge
and wi l l  t o t he leaders direct ion,  no
longer works in an environment  where

t hose being led are more l ikely t o
have far superior knowledge in t heir
domain t han t he leader.

This shif t  is get t ing accent uat ed by
t he use of  mat rix organizat ion and
proj ect  t eam based working  wi t h
special ist s f rom diverse f ields and
somet imes f rom di f f erent
organi zat i onal  uni t s or  even
organizat ions working t oget her f or
specif ic proj ect s.  Mat rix t eams are
more l ikely t o be goal  driven t han
t ask driven.  At  t he same t ime t hat
organizat ions have been t ransforming,
empl oyees have been changing.
Decades of  higher  educat ion and
personal autonomy have altered worker
out l ooks and expect at ions.  These
younger workers have known constant
change and are accustomed to working
in t eams.  Inst ead of  permanence,
t hey’ re more int erest ed in f inding
meaningf ul  work t hat  f eat ures
opportunit ies t o learn and grow.  They
also expect  t o be personal ly engaged
at  work;  t hey want  t o cont rol  t heir
workday and have a voice in important
decisions t hat  af fect  t hem.

The combined ef fect  of  t hese t rends

Facilitating To Lead - Leadership Strategies for
a networked world

Ingrid Bens*
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is changing what  i t  means t o be a
leader in t oday’s world of  work:

” When team members are experts
i n special t y areas t hat  are
unknown t o t he l eader,  i t  i s
impossible for the leader to direct
st af f  ef f or t s.

” When t eam members work in
remot e locat ions and set  t heir
own t imet able f or  achieving
personal  deadl ines,  t he leader
is in no posit ion t o j udge st af f
ef f ect i veness t hrough di rect
observat ion.

” When t eam members are
assigned to a team or commit tee
i n whi ch bot h st af f i ng and
budgets are controlled elsewhere,
t he leader has f ew levers t o
cont rol  member act ions.

” When t he work demands
creat ivi t y and innovat ion and
result s depend on people t aking
init iat ive, close oversight  is fut ile
and serves only t o undermine
individual  ini t iat ive.

Just  as t he advent  of  t he indust rial
age creat ed t he need f or  new
approaches t o managing work,  t he
prol i ferat ion of  mat rix st ruct ures is
creat ing the need for a t ransformat ion
in t he role of  t he leader.  This change
also represent s an opport uni t y f or
leadership thinking to make a quantum
leap forward by t aking on t he form
t hat  ref lect s t he dimensions of  t he
Int ernet  age.

Of  al l  t he ski l l  set s t hat  support  t he
shif t  f rom a t radit ional  management
role to a more collaborat ive approach,
none is more relevant  t han t hat  of

the role of  t he facil it ator.  The beliefs,
behaviors, and pract ices of facil itat ion
are precisely what  al l  leaders need
t o acquire and put  int o act ion.  In
"Faci l i t at i ng t o Lead! " renowned
facil i t at ion expert  Ingrid Bens appl ies
her proven concept s of  faci l i t at ion
to the leadership role and demonstrates
t hat  faci l i t at ion is an ef fect ive work
st yle.

Faci l i t at ive leadership is a ski l led
approach t o leading t hat ’s based on
the core beliefs and pract ices of  group
faci l i t at ion.  It  makes ext ensive use
of  process t ools in order t o provide
st ruct ure and cast s t he leader in t he
role of  helper and enabler.  Facil it at ive
leaders share t he core bel ief s of
faci l i t at ion :

”  Peopl e are i nt el l i gent  and
capable,  and t hey want  t o do
t he r ight  t hing.

” Everyone’s opinion has value,
regardless of  an individual’s rank
or posi t ion.

” Groups can make bet ter decisions
t han individuals act ing alone.

” People are more commit t ed t o
t he ideas and plans t hat  t hey
creat e.

” People wi l l  t ake responsibi l i t y
and assume account abi l i t y for
t heir act ions and can become
part ners in t he ent erprise.

Facil it at ion is a process through which
a person helps others work effect ively.
It  draws out  t he knowledge of  group
members in order t o achieve superior
resul t s.  It  val ues everyone’ s
cont ribut ion, shares power, and inst il ls
ownership.  Faci l i t at ors help groups
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improve t he qual i t y and quant i t y of
t hei r  work by get t ing members t o
work t oget her more ef fect ively.

” Inst ead of  deal ing largely wit h
individuals, they work with people
in groups.

” Inst ead of  supervising hours of
operat i on and measur i ng
workload, they help staff ident ify
paramet ers wit hin which t hey
can become sel f -managing.

” Inst ead of  direct ing t asks,  t hey
mot i vat e peopl e t o achieve
superior resul t s.

” Instead of  direct ing the mission,
t hey al ign t eam ef f or t s wi t h
organizat ional  goals.

The ul t imat e goal  of  t he faci l i t at ive
leader is t o develop t he leadership
t al ent s of  ot hers by i nst i l l i ng
confidence, authority, and responsibility
in each person.  They aim t o creat e
organizat ions t hat  are part icipat ive,
responsi ve,  and essent i al l y sel f -
managing,  exact l y t he ki nd of
workplace in which knowledge workers
t hr ive.

True f aci l i t at ive leaders are more
t han j ust  people savvy;  t hey’ re group
process focused.  They not  only hold
meet ings t o gain st af f  input ,  t hey
know how t o st ruct ure every t ype
of  conversat ion t o ensure ef fect ive
col laborat ion.  They do more t han
delegate; they systemat ically empower.
They are not  only open t o employee
input ;  t hey del iberat ely st ruct ure
act ivit ies to ensure that  staf f  evaluate
t hem and each ot her on a regular
basis.

Leaders who operat e in t his mode

del iberat ely leave cont ent  mat t ers
t o group members whi le t hey focus
t hei r  energy on bui lding ef f ect ive
part nerships and net works.  They also
f ocus on provi di ng t he enabl i ng
st ruct ures t hat  suppor t  super i or
per f ormance.  Rat her  t han coming
t o meet ings t o make decisions,  t hese
l eaders provi de deci si on-making
st ruct ures.  Rat her  t han decidi ng
st rat egy,  ident i f ying priori t ies,  and
assigning responsibil it ies, they provide
t he r ight  st ruct ur ing t ools so t hat
members can creat e t hose plans for
t hemselves.  Rat her t han make t hings
happen,  t hey enable ot hers t o get
t hings done.  They are helpers and
enablers.  Al t hough t his st yle is not
appl icable t o al l  si t uat ions,  i t  is t he
r i ght  approach f or  groups whose
members are capable of  bot h making
ef f ect i ve deci si ons and worki ng
independent ly.  Power is one of  t he
cent ral  di lemmas of  t he faci l i t at ive
l eaders because f aci l i t at i on i s
int r insical l y a power less role. The
solut ion t o t his power di lmna l ies in
knowing t he power equat ion

The amount  of  power  you have =
t he amount  of  power you negot iat e

This equat ion means that  leaders who
are operat ing in a power  vacuum
need t o be const ant ly ident i f y t he
power required to manage the process
element s of  t hei r  assignment  and
regularly (not  j ust  once) negot iat e
t o receive t his power.

The basic t hrust  of  t he book is backed
wit h a number of  specif ic t ools and
t echniques t hat  a leader can bring
t o bear  upon improvi ng t hei r
faci l i t at ion ski l ls.
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The book highl ight s t en essent ial
processes f or  l eading t hrough
faci l i t at ion:

” New leader  int egrat ion:  A
st ruct ured dialog bet ween t he
leader and  group members in
t he f i r st  f ew days of  t he
rel at i onship  t o break down
barriers and accelerat e bonds.

” Visioning:  Usi ng a shared
visioning process t o ident i f y
common goal s t o whi ch al l
members aspire.  Making people
see t heout comes for which t hey
are working

” Team launch:  A set   of
conversat ions t o provide t he
members of  t eam wit h  clear
parameters and t he opportunit y
t o devel op cooper t at i ve
relat ionships before j umping in
int o t he t asks.

” Operational Review:  Evaluat ing
t he process el ement s of  an
init iat ive rat her t han t he t asks.
It  st art s wit h an ident i f icat ion
of  what ’s working and what ’ s
not  working to ensure that  blocks
and barriers are ident i f ied and
removed.

” Survey Feedback:  Process of
generat ing  dat a using survey
and t hen providing t hose dat a
to stakeholders for interpretat ion
and ident i f i cat ion  of  act ion
plans.

” After  Act ion debr ief ing:
Assessment  conduct ed af t er a
maj or  proj ect  or  act i vi t y t o

det erming what  happened and
why.

” Needs and offers negotiat ion:
const ruct ive dialog between two
par t i es t o resol ve
misunderstandings  and ident if iy
act ion st eps bot h can t ake t o
creat e ef f ect i ve worki ng
relat ionships.

” Peer  Feedback: Mechani sms
through which members can give
and receive feedback and a form
of  int ervent ion when feedback
is direct ed t o individuals  who
are underperf orming.

” Mediat ing int erpersonal
conflict :

” Coaching

The book det ai ls out  how and when
t o use t hese dif ferent  processes so
t hat  bot h t he t ask and relat ionship
aspects of group working are addressed
t hrough st ruct ured processes.
Combined wi t h t he i nst rument s
provi ded f or  measur i ng bot h
compet encies as a faci l i t at or as wel l
as blockages wit hin t he organizat ion,
i t  is a good st art er for t he aspiring
leaders of  t he 21st cent ury.

Reviewed by :

Sanj ay Dhar

Sr.  Manager (Acad.) & Sr.  FM

MTI, SAIL, Ranchi.

Publisher :

Jossey Bass

Year of  Publicat ion :  2006
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usr`Ro ,d >yd ,oa ij[kusr`Ro ,d >yd ,oa ij[kusr`Ro ,d >yd ,oa ij[kusr`Ro ,d >yd ,oa ij[kusr`Ro ,d >yd ,oa ij[k

MkW0 jRus'k prqos ZnhMkW0 jRus'k prqos ZnhMkW0 jRus'k prqos ZnhMkW0 jRus'k prqos ZnhMkW0 jRus'k prqos Znh*

fdlh Hkh O;kolkf;d laLFkku@vkS|ksfxd
laLFkku dh lQyrk ogk¡ miyC/k usr`Ro dh
xq.koÙkk ij fuHkZj djrh gSA bl dF; dh
iqf"V ds fy, ns'k ,oa fons'k esa dfri; mnkgj.k
miyC/k gSaA Hkkjr ds te'ksniqj esa VkVk vk;ju
LVhy daiuh fyfeVsM dh lQyrk dk Js;
mlds ltZd LoxhZ; te'ksnth uljoku th
VkVk dks tkrk gSA blh izdkj la;qDr jkT;
vesfjdk ds QksMZ eksVj daiuh dh lQyrk
dk Js; LoxhZ; gsujh QksMZ dks tkrk gSA ;fn
izkjafHkd pj.k esa bu laLFkkvksa dks bu egku
yksxksa dk usr`Ro u izkIr gqvk gksrk rks budh
orZeku dh fu[kjh gqbZ :ijs[kk ugha fn[kkbZ
iM+rhA fdlh O;kolkf;d laLFkk esa vusd
dk;Z ,oa midk;Z gksrs gSa tSls laLFkk ds mís';ksa
dk fu/kkZj.k rFkk mUgsa izkIr djus ds rjhdksa
dk fu/kkZj.k] laLFkk ds dfri; foHkkxksa dh
xfrfofèk;ksa dk funsZ'ku o leUo;u rFkk mudk
lQy lapkyuA bl gsrq ltx ,oa ;ksX;
usr`Ro dh vko';drk gksrh gSA blh ckr dh
vksj dfri; fo}kuksa us ladsr fd;k gS % ihVj
Mªdj ds 'kCnksa esa ̂ ^usr`Ro euq"; dh nwjnf'kZrk
dks vkSj Å¡ps ifjn`";ksa rd mBkuk gS] euq";

*jhMj] tsfo;j lekt lsok laLFkku] jk¡ph
○ ○ ○ ○ ○ ○ ○ ○ ○ ○ ○ ○ ○ ○ ○ ○ ○ ○ ○ ○ ○ ○

ds fu"iknu dks vkSj Å¡ps Lrj rd c<+kuk gS]
euq"; ds O;fDrRo dk fuekZ.k mldh lkekU;
lhekvksa ds ikj rd djuk gSA**1 tktZ vkj-
Vsjh us dgk gS % ^^dk;Z djus dh bPNk dks
usr`Ro }kjk iz sfjr fd;k tkrk gS rFkk
miyfCèk;ks a ds izfr mRlqd bPNkvks a dks
lQyrkiwoZd iwjk djus dh izcy /kqu esa
usr`Ro }kjk vuqdwy ifjorZu dj fn;k tkrk
gSA2 vyQksMZ rFkk csêh dh n`f"V esa ^^vuqpjksa
ds lewg ls] fcuk mRihM+u dk iz;ksx ds]
LosPN;k bfPNr dk;Z djk ysus dh lqfuf'prrk
dh ;ksX;rk usr`Ro gSA3 usr`Ro ds laca/k esa bUgha
ckrksa dks dhFk Msfol us cM+s Li"V 'kCnksa esa
dgk gSA muds vuqlkj ^^nwljksa dks fu/kkZfjr
mís';ksa dks mRlkgiwoZd izkIr djus gsrq le>k
ysus dh ;ksX;rk usr`Ro gSA ;g ekuoh; rRo gS
fd tks ,d lewg dks lkFk&lkFk cka/k dj
j[krk gS rFkk mís';ksa dh vksj bls izsfjr
djrk gSA4**

mijksDr dF;ksa ls ;g Li"V gksrk gS fd usrk
rFkk izca/kd esa varj gksrk gSA nksuksa fHkUu gSaA
mudh fHkUurk ij fopkj dj ysuk lehphu
gksxk %
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1- ,d O;fDr usrk ds :i esa mHkjrk gSA og
usrk ds :i esa mHkj ik;sxk ;k ugha ;g
vusd ifjfLFkfrtU; rRoksa ij fuHkZj
djrk gSA fdUrq ,d izca/kd rks izca/kd
dh fLFkfr eas loZnk fu;qfDr vk/kkj ij
gh vkrk gSA

2- usrk ds ikl loZnk dqN vukSipkfjd
'kfDr;ka jgrh gS aA (mnkgj.kLo:i
izHkkfor djus dh {kerk) ftuls os usr`Ro
djus dk Lo:i izkIr djrk g SA
vkSipkfjd vf/kdkj mlds ikl gks ldrs
gSa vFkok ugha Hkh gks ldrs gSaA (mnkgj.kkFkZ
& iz'kklu dk vf/kdkj) tcfd ,d
izcaèkd loZnk dqN u dqN vkSipkfjd
vfèkdkj 'kfDr;ksa ls lEiUu jgrk gSA
laHko gS mldh viuh O;fDrxr 'kfDr;ksa
esa xq.k leiUurk dk vHkko gksA ;fn og
O;fDrxr 'kfDr;ksa esa xq.k lEiUurk dk
vHkko gksA ;fn og O;fDrxr 'kfDr;ksa
ls Hkh laEiUu gks rks fQj D;k dguk \

3- usrk vkSj vuqpjksa ds mí';ksa ,d:irk
gksrh gS fdUrq ,d izca/kd ds mís';ksa dks
vèkhuLFk deZpkjh viuk mís'; ugha
ekurs gSaA

vr% izca/kd ,oa usrk nksuksa fHkUu /kjkry ij
[kM+s jgrs gSaA usrk ekuork ijd ewY;ksa ds
vkèkkj ij y{;ksUeq[k gksrk gS tcfd izca/kd
mís';ijd ewY;ksa ds vk/kkj ij y{;ksUeq[k
gksrk gSA blfy;s vuqpj usrk dks viuk ekurs
gSa] mlds izfr fu"Bkoku jgrs gq, mRlxZ ds
fy;s Hkh rRij jgrs gSa tcfd izca/kd dks
^vius mij* ekurs gSa vkSj mldh ckrksa dks
ekurs gSa blfy;s fd fodYi ugha gksrkA

vc le; vk x;k gS usr`Ro ds y{k.kksa ij
fopkj djus dkA dfri; izeq[k y{k.k vxz

izdkj gSa %&

1- usr̀Ro dh dYiuk esa vuq;kb;ksa ds vfLrRo
dh Lohdkjk tkrk gS vFkkZr~ usrk gS rks
vuq;kbZ gksaxs vFkok vuq;k;h gSa rks usrk
vo'; gksxkA vuqpjksa dh deZBrk rFkk
usr`Ro ds izfr fu"Bk ,oa mRlxZ dh Hkkouk
dh ek=k ls gh usrk esa usr`Ro dh xq.koÙkk
rFkk {kerk dk vkdyu dj ldrs gSaA
,d cgqLrjh; vkSipkfjd laxBu esa
fdlh Hkh Lrj ds usrk dks vius Lrj ds
yksxksa dk usr`Ro djuk iM+rk gS lkFk gh
vius ls mij ds Lrj ds vf/kdkjh dh
ckrsa lquuh Hkh iM+rh gS ,oa ekuuh iM+rh
gSA usr`Ro dh lQyrk ftruh vius
vuqpjksa }kjk izlUurkiwoZd viuh ckr
euokus esa gS mruh gh vius mij ds
yksxksa dh ckr izlUurkiwoZd ekuus esa gSA
vr% usrk ds eu esa g"kZ ,oa mYykl dk
Lo:i nksuksa le; esa gksuk pkfg,A

2- usrk vkSj vuqpjksa ds fgrksa esa ,d:irk
dk fo|eku jguk usr`Ro dh vis{kk gksrh
gSA nwljs 'kCnksa esa usrk vkSj vuqpjksa ds
fgrksa esa iw.kZr;k ,d:irk gksuh pkfg,A
;fn ,slk ugha gqvk rks usr`Ro dk vHkko
ekuk tk;sxkA ̂ ^vkilh mís'; gsrq LosPN;k
iz;kl djus gsrq yksxksa dks (vuqpjksa dks)
izHkkfor djus dh xfrfofèk gh usr`Ro
gSA** 5

3- usr`Ro esa usrk rFkk lewg ds lnL;ksa esa
vf/kdkj dk vleku forj.k fufgr gksrk
gSA lewg ds lnL;ksa dks usrk dh ckrsa
lquuh vkSj ekuuh iM+rh gS fdUrq lewg
dk dksbZ lnL; usrk dks vkns'k funsZ'k
ugha ns ldrk gS] ;|fi os lkjs yksx mu
xfrfof/k;ksa dks vusd izdkj ls izHkkfor
dj ldrs gSaA
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4- usr`Ro esa usrk }kjk vius v/khuLFk ,oa
vuq;kb;ksa dks vkns'k funsZ'k nsus ds
vykok vius O;ogkj ,oa vkpj.k ds
}kjk Hkh mUgsa izHkkfor fd;k tkuk fufgr
gksrk gSA

5- vuqpjksa ,oa muls lEcfU/kr ifjfLFkfr;ksa
ls lacaf/kr ekeyksa esa rF;ijd ,oa
viwokZxzgh O;ogkj ̂ usr`Ro dh iwoZ dYiuk
gksrh gSA

6- vuqpjksa vFkok vuq;kbZ;ksa dks dksbZ Hkh
funsZ'k nsus ds igys mldh mikns;rk ds
ckjs esa usrk }kjk Lo;a vk'oLr gks tkuk
^usr`Ro* dh vko';drk gSA

usr`Ro ds dk;Z %usr`Ro ds dk;Z %usr`Ro ds dk;Z %usr`Ro ds dk;Z %usr`Ro ds dk;Z %

;fn de 'kCnksa esa usr`Ro ds dk;ks± dks crkuk gks
rks dgk tk ldrk gS fd usr`Ro Lo;a vius
dk;ks± dk :i rFkk muds fØ;kUo;u dk <ax
fu/kkZfjr djrk gSA fQj Hkh usr`Ro ds izeq[k
dk;ks± dh ppkZ vkxs dh tk jgh gSA Øsp ,oa
ØpQhYM6 tSls fpardksa us usrk }kjk laikfnr
fd;s tkus okys 14 dk;ks± dks oxhZdj.k fd;k
gS tks fuEu rhu oxks± eas crk;s x;s gSa %

1-1-1-1-1- laxBukRed y{;ks a dk fu/kkZj.k ,oalaxBukRed y{;ks a dk fu/kkZj.k ,oalaxBukRed y{;ks a dk fu/kkZj.k ,oalaxBukRed y{;ks a dk fu/kkZj.k ,oalaxBukRed y{;ks a dk fu/kkZj.k ,oa
mudh izkfIr %mudh izkfIr %mudh izkfIr %mudh izkfIr %mudh izkfIr %

bl lanHkZ eas usrk fuEu rhu Hkwfedkvksa esa
vkrk gS %

(v)(v)(v)(v)(v) y{; fu/kkZjd %&y{; fu/kkZjd %&y{; fu/kkZjd %&y{; fu/kkZjd %&y{; fu/kkZjd %& usrk ;k rks Lo;a laxBu
ds y{;ksa dks fu/kkZfjr djs vFkok vius ojh;
rFkk led{k yksxksa ds lkFk fopkj foe'kZ dj
r; djs vFkok mudks Hkh fo'okl eas ysus gsrq
muls Hkh fopkj foe'kZ djs] ftuls dk;Z djkuk
gSA pkgs tks Hkh fLFkfr gks y{; fuèkkZj.k esa
usrk dh egrh Hkwfedk gksrh gSA blfy;s fdlh
Hkh dEiuh dk v/;{k (izflMsaV) lapkyd eaMy

ds lkFk vFkok vius v/khuLFk deZpkfj;ksa ds
lkFk fopkj foe'kZ ds ckn dEiuh ds mRikn
oLrq vFkok lsok ds LoHkko] ek=k] xq.koÙkk
vkfn ds laca/k esa y{; fu/kkZj.k djrk gSA

(c)(c)(c)(c)(c) vk;kstd %&vk;kstd %&vk;kstd %&vk;kstd %&vk;kstd %& y{;ksa ds fu/kkZj.k ds
mijkUr fdUrq mudh izkfIr gsrq fØ;kUo;u ds
chp usrk dh Hkwfedk vk;kstd ds :i esa
curh gSA /;krO; gS fd lQy vk;kstu gh
lQy fØ;kUo;u dk vk/kkj gksrk gSA bl
Hkwfedk esa usrk vkxs ds dk;ks± dks ljy lqxe
fu;af=r ,oa pj.kc¼ <ax ls iwjk djus dh
;kstuk cukrk gS ;k cukus esa lgk;d gksrk gSA

(l)(l)(l)(l)(l) O;oLFkkid rFkk iz'kkld %O;oLFkkid rFkk iz'kkld %O;oLFkkid rFkk iz'kkld %O;oLFkkid rFkk iz'kkld %O;oLFkkid rFkk iz'kkld % fu/kkZfjr
y{;ksa dh vksj iwoZ fu;ksftr <ax ls dk;ZdrkZvksa
dk ny dk;Zjr gS vkSj dk;Z eas fdlh izdkj
fo{ksi ugha gks jgk gS & ;g ns[kuk gh O;oLFkkid
rFkk iz'kkld dk dk;Z gS vkSj usrk dh ;g
Hkwfedk Hkh egrh Hkwfedk gksrh gSA

2-2-2-2-2- laxBu dh fØ;kvka s ,oa izfØ;kvks a dklaxBu dh fØ;kvka s ,oa izfØ;kvks a dklaxBu dh fØ;kvka s ,oa izfØ;kvks a dklaxBu dh fØ;kvka s ,oa izfØ;kvks a dklaxBu dh fØ;kvka s ,oa izfØ;kvks a dk
vk;kstu % vk;kstu % vk;kstu % vk;kstu % vk;kstu % usrk }kjk fd;s tkus okys nwljs
oxZ ds dk;Z laxBu dh fØ;kvksa ,oa izfØ;kvksa
ds vk;kstu ls lacaf/kr gksrs gSaA usrk }kjk
fd;s tkus okys N% rjg ds dk;Z bl oxZ esa
vkrs gSa %

(((((i))))) fl¼gLr dh Hkwfedk %&fl¼gLr dh Hkwfedk %&fl¼gLr dh Hkwfedk %&fl¼gLr dh Hkwfedk %&fl¼gLr dh Hkwfedk %& usrk laxBu
dh izeq[k xfrfof/k;ksa dk fl¼gLr gksrk gSA
mls vius v/khuLFkksa dks le;&le; ij
dfBukbZ gksus ij lykg nsus dh vko';drk
iM+rh gS ,oa dHkh&dHkh fu:fir vFkok iznf'kZr
djus dh Hkh vko';drk iM+rh gSA

(((((ii))))) cká i{kk s a  d s lEe q[k le wg dkcká i{kk s a  d s lEe q[k le wg dkcká i{kk s a  d s lEe q[k le wg dkcká i{kk s a  d s lEe q[k le wg dkcká i{kk s a  d s lEe q[k le wg dk
izfrfufèkRo %& izfrfufèkRo %& izfrfufèkRo %& izfrfufèkRo %& izfrfufèkRo %& cgq/kk cká i{kksa ls laxBu
dks O;ogkj djuk iM+rk gSA ,sls le; esa
laxBu dk izfrfuf/kRo lewg ds ek/;e ls
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izHkkoh <ax ls ugha gks ikrk gS vkSj ;gha ij usrk
dh mÙkjnkf;Roiw.kZ Hkwfedk gks tkrh gSA QeZ
dk fgr] deZpkfj;ksa dk fgr] lekt fgr]
jk"Vªfgr vkSj lkeus okys ds fy;s O;ogkj gsrq
i;kZIr vkd"kZ.k & ;g lkjs nkf;Ro ,d lkFk
usrk ds lj ij vk tkrs gSaA

(((((iii ))))) O ; fDrxr mÙ k jn k f; Ro  g s r qO ; fDrxr mÙ k jn k f; Ro  g s r qO ; fDrxr mÙ k jn k f; Ro  g s r qO ; fDrxr mÙ k jn k f; Ro  g s r qO ; fDrxr mÙ k jn k f; Ro  g s r q
izfrfu;qfDr %&izfrfu;qfDr %&izfrfu;qfDr %&izfrfu;qfDr %&izfrfu;qfDr %& cgq/kk lewg esa ls gh dksbZ
O;fDr vU; dksbZ lg;ksfx;ksa dh vksj ls mudk
izfrfuf/kRo djus ds fy, muds }kjk
izfrfu;qDr dj fn;k tkrk gSA ,sls esa usrk dh
nkf;Ro Hkjh Hkwfedk vk tkrh gS D;ksafd mls
lg;ksfx;ksa ds fgr vkSj fo'okl dh j{kk djrs
jguk gksxk D;ksafd blh dkj.k fo'okl dh
j{kk djrs jgus gksxk D;ksafd blh dkj.k rks
lg;ksxh usrk ds fu.kZ; esa fo'okl djrs gSaA

(((((iv ))))) laxBu ds varxZr vkUrfjd lEcUèkks alaxBu ds varxZr vkUrfjd lEcUèkks alaxBu ds varxZr vkUrfjd lEcUèkks alaxBu ds varxZr vkUrfjd lEcUèkks alaxBu ds varxZr vkUrfjd lEcUèkks a
dk fu;a=d %&dk fu;a=d %&dk fu;a=d %&dk fu;a=d %&dk fu;a=d %& laxBu esa ,d usrk (izcaèkd)
ds usr`Ro ,oa fu;a=.k esa iM+us okys lHkh foHkkx
vius dk;Z&dykiksa dks vf/kdkf/kd ek=k esa
lefUor djrs jgsa] bls lqfuf'pr djkus dh
Hkwfedk usrk (izca/kd) dh gh gksrh gSA

(((((v))))) ikfjrksf"kd ,oa n.Mks a dk iz'kkld %&ikfjrksf"kd ,oa n.Mks a dk iz'kkld %&ikfjrksf"kd ,oa n.Mks a dk iz'kkld %&ikfjrksf"kd ,oa n.Mks a dk iz'kkld %&ikfjrksf"kd ,oa n.Mks a dk iz'kkld %&
fujh{kd ds :i esa vius v/khuLFk deZpkfj;ksa
esa ls lqik= (;ksX;) yksxksa dks mRlkfgr djus
gsrq izksUufr nsus rFkk v;ksX; yksxksa ds fy;s
n.M] LFkkukUrj.k vkfn dh O;oLFkk djus
dh nkf;Ro Hkjh Hkwfedk Hkh usrk dh gh gksrh
gSA vukSipkfjd lewg esa Hkh vuq'kklu cuk
jgs ;g mÙkjnkf;Ro Hkh usrk dk gh gksrk gSA
,sls lewg dk usrk vius lewg esa fdlh O;fDr
}kjk vlaxr O;ogkj djus ij mls lewg dh
lnL;rk ls cfg"d`r djus dh Hkh lksp ldrk
gSA

(((((vi ))))) iap ,oa e/;LFk %&iap ,oa e/;LFk %&iap ,oa e/;LFk %&iap ,oa e/;LFk %&iap ,oa e/;LFk %& v/khuLFkksa ds chp

rkjrE; cuk jgs bls ns[krs jgus dh rFkk
cuk;s j[kus dh mÙkjnkf;Roiw.kZ Hkwfedk Hkh
usrk dh gh gksrh gSA blhfy;s v/;{k vius
v/khuLFk egRokdka{kh rFkk vkilh izfr}fU}rk
ds vk/kkj ij dke djus okys mik/;{kksa ds
chp tc vLoLFk izfr}fU}rk ns[krk gS rks
mUgsa cSBkdj] le>k cq>kdj vFkok vU;
rjhdksa ls muds chp ds Hkko dks cny rkjrE;
cSBk;s j[kus dk iz;Ru djrk gSA

3-3-3-3-3- lewg dk J¼s; izrhd %&lewg dk J¼s; izrhd %&lewg dk J¼s; izrhd %&lewg dk J¼s; izrhd %&lewg dk J¼s; izrhd %& bl :i esa
usrk dh Hkwfedk bruh lw{e gksrh gS fd
dHkh&dHkh bl ij /;ku gh ugha tkrk fdUrq
;gk¡ Hkh usrk egrh Hkwfedk esa jgrk gSA bl
Hkwfedk esa mlds dk;Z vxz izdkj gSa %&

(((((i))))) vuqdj.kh; Hkwfedk esa %&vuqdj.kh; Hkwfedk esa %&vuqdj.kh; Hkwfedk esa %&vuqdj.kh; Hkwfedk esa %&vuqdj.kh; Hkwfedk esa %& v/khuLFkksa
ds lEeq[k usrk dh vuqdj.kh; cus jgus dh
Hkwfedk gksrh gSA fu/kkZfjr le; ls iwoZ gh
dk;kZy; esa vius LFkku ij igq¡pus okyk O;fDr
dh vius v/khuLFkksa dks le; ij igq¡pus dh
ckr  dg ldrk gSA lSfudksa ds lkFk&lkFk
tc mudk uk;d Hkh ;q¼{ks= esa mifLFkr
jgrk gS rks mudk eukscy Å¡pk jgrk gSA
vr% dgk tk ldrk gS fd usrk dk dk;Z
vèkhuLFkksa ds lEeq[k vuqdj.kh; cus jgus
dk gSA

(((((ii ))))) lewg dk izrhd %&lewg dk izrhd %&lewg dk izrhd %&lewg dk izrhd %&lewg dk izrhd %& usrk Hkh lewg dks
,d LFkk;h igpku nsrk gS vkSj mldh fLFkfr
ls laLFkk esa ,d fujarjrk dk cks/k gksrk jgrk
gSA blhfy;s fdlh daiuh ds lapkyd eaMy
dk v/;{k vYi fu;a=.k djrs gq, Hkh
va'kèkkfj;ksa] deZpkfj;ksa rFkk turk ds chp
daiuh dk thoar izrhd Lo:i cuk jgrk gSA

(((((iii ))))) vkn'kZoknh %&vkn'kZoknh %&vkn'kZoknh %&vkn'kZoknh %&vkn'kZoknh %& usrk dk Lo:i vius
vèkhuLFk@vuq;k;h yksxksa ds lUeq[k vkn'kZoknh
gh jguk pkfg,A mls bl dlkSVh ij yxHkx
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laxBu esa ,d usrk
(izcaèkd) ds usr`Ro ,oa

fu;a=.k esa iM+us okys lHkh
foHkkx vius dk;Z&dykiksa
dks vf/kdkf/kd ek=k esa
lefUor djrs jgsa] bls
lqfuf'pr djkus dh

Hkwfedk usrk (izca/kd) dh gh
gksrh gSA
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[kjk mrjuk pkfg;s rHkh og mu yksxksa dk
fo'okl thr ldsxkA cgq/kk ,slk ns[kk tkrk
gS fd vukSipkfjd lewg ds izoDrk }kjk dgh
x;h ckrsa lewg ds yksxksa dk earO; ugha gksrh
gSA

(((((iv ))))) fir`Lo:i %&fir`Lo:i %&fir`Lo:i %&fir`Lo:i %&fir`Lo:i %& usrk dk Lo:i vkSj
LoHkko ,slk izrhr gksuk pkfg, fd vèkhuLFkksa@
vuq;kb;ksa dks loZnk ;g vuqHkwfr gksrh jgs fd
gekjs usrk gekjs nq[k&nnZ dk lkFkh gS] gekjk
'kqHkfpard gS] gekjk vfHkHkkod gSA mldk
O;ogkj ,slk gksuk pkfg, ftlls fd viuh
O;fDrxr leL;kvksa dk Hkh lek/kku vèkhuLFk
@vuq;k;h O;fDr laosnkRed vk/kkj ij ik
ldsA

usr`Ro dh Hkwfedk ij fopkj ds ckn ;g Lor%
Li"V gks tkrk gS fd lewg esa rkjrE; cuk;s
j[krs gq, mís';ksa ds izfr lrr lps"Vrk ds
lkFk iz;kljr jgus dk cks/k usrk djkrk gSA
bl Hkwfedk esa mldh dgha ls Hkh FkksM+h lh Hkh
pwd gksrh gS rks laxBu dks fdlh u fdlh :i
esa izfrdwy ifj.kke >syuk iM+rk gSA

vr,o ;g usr`Ro gh gksrk gS tks laxBu dks
lQy cukus dk Js; dk Hkkxh gksrk gS vFkok
mls vlQy cukdj dyad dk Hkkxh gksrk
gSA

uk;d ds usr`Ro ds dqN xq.k 'kk'or gksrs gSa
vkSj mu xq.kksa dks vius O;fDrRo esa cuk;s
j[kus ds fy;s mls lrr~ lps"V jguk pkfg,A
blds lkFk gh mlds xq.kksa dh >ksyh esa dqN
xq.k dkyØe esa ifjorZu rFkk ifjfLFkfr;ksa esa
ifjorZu ds lkFk vk tkus pkfg;sA ,slk u gksus
ij usr`Ro dh Hkwfedk dk fuokZg lQy <ax ls
ugaha gks ldsxkA

fiNyh dqN 'krkfCn;ksa esa fodkl dh nj esa
ifjorZu vk;k gSA ;g nj 20oha 'krkCnh ds

iwokZ¼Z esa dqN vkSj xfr idM+hA ;|fi bl
dky esa fo'o ds Hk;kud ;q¼ (izFke rFkk
f}rh; fo'o;q¼) Hkh gq,A fouk'k dh HkjikbZ
djus ds fy;s fo'o ds le{k ns'kk s a us
vius&vius <ax ls dke djuk Hkh izkjaHk
fd;k vkSj lQyrk ikbZA mifuos'kokn Øe'k%
lekIr gksrk x;k vkSj xqyke ns'k Lora= gksrs
x;sA jktuhfrd O;oLFkk vkSj rnuq:i
vkfFkZd O;oLFkk esa ifjorZu gksrk jgkA iwathokn
vkSj lkE;okn dk :i fo'o ds lkeus vk;kA
fo'o nks [kses esa caV x;kA vius&vius <ax ls
O;oLFkk pykbZ tkus yxh vkSj fodkl Hkh
izkIr fd;k tkus yxkA dqN Lora= gksus okys
ns'kksa us (Hkkjr ,oa mlds fe= ,oa vxqokbZ ns'kksa
us) xqVfujis{krk dh uhfr viuk;hA vkfFkZd
fodkl gsrq vkS|ksfxd] O;olkf;d] oSKkfud
,oa lkekftd fodkl ij cy fn;k tkus
yxkA ekuo ewY;ksa dks /;ku esa j[kdj fo'o
ds ns'kksa esa fHkUu&fHkUu dkuwu Hkh cuk;s x;sA
ftlls vkS|ksfxd ,oa O;kolkf;d fodkl dh
xfr mÙkjksÙkj rst gksrh tk;sA Hkkjr esa Hkh
foèkkf;dk us ,slk fd;kA fnXn'kZu gsrq dqN
fuEufyf[kr gSa %

deZpkjh {kfriwfrZ vf/kfu;e 1923

VªsM ;wfu;u vf/kfu;e 1926

etnwjh Hkqxrku vf/kfu;e 1936

vkS|ksfxd jkstxkj (LFkk;h vkns'k)
vf/kfu;e 1946

vkS|ksfxd fookn vf/kfu;e 1947

U;wure etnwjh vf/kfu;e 1948

dkj[kkuk vf/kfu;e 1948

deZpkjh jkT; chek vf/kfu;e 1948

deZpkjh Hkfo"; fuf/k rFkk
fofo/k O;oLFkk vf/kfu;e 1952

bEIyk;esUV ,Dlpsat
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lewg esa rkjrE; cuk;s
j[krs gq, mís';ksa ds izfr
lrr lps"Vrk ds lkFk

iz;kljr jgus dk cks/k usrk
djkrk gSA bl Hkwfedk esa

mldh dgha ls Hkh FkksM+h lh
Hkh pwd gksrh gS rks laxBu
dks fdlh u fdlh :i esa
izfrdwy ifj.kke >syuk

iM+rk gSA
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(dEiyljh uksfVfQds'ku
vkWQ HksdsUlht) ,DV 1959

vkijsfUVl ,DV 1961

cksul Hkqxrku vf/kfu;e 1965

dkUVªSDV yscj (jsxqys'ku ,oa
,okfy'ku) ,sDV 1970

xzsP;qVh Hkqxrku vf/kfu;e 1972

bDoy jsequjs'ku ,DV 1976

fdUrq 20oha 'krkCnh ds mÙkjk¼Z esa rks prqfnZd
fodkl dh ;g nj vkSj c<+rh xbZA O;kikj]
O;olk; ,oa m|ksx Øe'k% pqukSrh Hkjs gksus
yxsA izfr;ksfxrk dk Lo:i] vkokxeu rFkk
;krk;kr ds lk/kuksa esa fodkl ds lkFk cny
x;kA Je vf/kd xfr'khy gks x;kA iw¡th dh
xfr'khyrk esa Hkh o`f¼ gksxh x;hA iw¡th vkiwfrZ
ds lzksr vkSj lk/kuksa esa ifjorZu gks x;kA Je
,oa iwath nksuksa jktuhfrd lhekvksa dks ikj
djrs gq, vf/kd xfr'khy gks x,A Jfed
vkSj vf/kdkjksa ds izfr lps"V gksrs x,A
miHkksDrkvksa ds Kku ,oa :fp esa ifjorZu
gksrk x;kA mnkjhdj.k ,oa oS'ohdj.k dk
dky vk x;k vkSj vc O;olk; ,oa m|ksx
vfr'k; pqukSrh Hkjk gks x;kA u;s&u;s izfr;ksxh
(ns'kh gh ugha fons'kh Hkh) vf/kdkf/kd lkeF;Z]
mRikn dh xq.koÙkk ,oa ferO;kf;rk ds lkFk
vk x;sA lwpuk rduhd esa vkbZ gqbZ Økafr us
rks vkSj rgydk epk fn;kA nqfu;k dk Lo:i
gh vc NksVk gks x;kA ltx miHkksDrkvksa dks
fo'o ds ?kVukØe o mRikn ds ewY; vkSj
xq.koÙkk dh tkudkjh fey tkrh gS vkSj ftUgsa
ugha fey ikrh gS mUgsa izcy ,oa xgu foKkiu
}kjk ns nh tkrh gSA izfr;ksfxrk us viuk izcy
:i ys j[kk gSA bruk gh ugha fodkl dh bl
xfr esa ekuo ewY;ksa ds voewY;u eas Hkh mÙkjksÙkj
fodkl gh gksrk jgk gSA

,sls esa ,d O;olkf;d vFkok vkS|ksfxd laLFkk
esa usr`Ro ds vfLrRo ds lEuq[k dM+h pqukSrh
vk iM+h gSA

usrk m|ksx dk gks] laxBu dk gks vFkok laxBu
ds lewg fo'ks"k dk gks] mlds lUeq[k pqukSrh
;fn leku ugha gS rks le:ih vo'; gks xbZ
gSA mldh KkusfUæ;k¡ (vk¡[k] dku] ukd vkfn)
rks igys Hkh dke djrh Fkha vkSj cqf¼ rFkk
foosd ds lgkjs og usr`Ro dj fy;k djrk
Fkk] fdUrq vkt ds ifjizs{; esa] vkus okys
fnuksa esa mldh lrdZrk gh mls lQyrk fnyk
ik;sxhA mls vius Kku ds Hk.Mkj ea s
vfèkdkfèkd o`f¼ djuh gksxhA rhozxfr ls
cnyrs voewY;u ds ifjos'k esa ekuo ewY;ksa ds
izfr vf/kdkf/kd lrdZ jguk gksxkA ,slk gksus
ij gh dy dk O;olkf;d usrk viuh usr`Ro
dh Hkwfedk esa lQy gks ldsxkA

vr,o fu"d"kZ Lo:i vkus okys fnuksa esa ,d
vkS|ksfxd@O;olkf;d laxBu esa dke djus
okys usrk dh lQy Hkwfedk gsrq ftu xq.kksa dh
vko';drk gksxh muesa ls dqN bl izdkj gSa%

1-1-1-1-1- 'kkjhfjd Lo:i %'kkjhfjd Lo:i %'kkjhfjd Lo:i %'kkjhfjd Lo:i %'kkjhfjd Lo:i %

(i) LoLFk 'kjhj

(ii) dk;Z{ks= ds vuq:i cy] f'k{kk ,oa
nh{kk

(iii) larqfyr vkgkj fogkj

(iv) fu;fer ,oa fu;af=r vkpj.k

2-2-2-2-2- vknrsa %vknrsa %vknrsa %vknrsa %vknrsa %

(i) dk;Z ds izfr fu"Bk ,oa dk;Z djus
esa fu;ferrk

(ii) ;FkklaHko lR; dFku

(iii) dgh xbZ rFkk lquh xbZ ckrksa dk
vf/kdkf/kd Lej.k

(iv) le;c¼rk
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usrk m|ksx dk gks] laxBu
dk gks vFkok laxBu ds

lewg fo'ks"k dk gks] mlds
lUeq[k pqukSrh ;fn leku
ugha gS rks le:ih vo';

gks xbZ gSA
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(v) vPNk Jksrk ,oa oDrk

3-3-3-3-3- LoHkko %LoHkko %LoHkko %LoHkko %LoHkko %

(i) mnkj fdarq n`<+] g¡leq[k ,oa mRlkgh

(ii) vØks/kh rFkk {kek'khy

(iii) LokfHkekuh fdarq vga'kwU;

(iv) ;FkklEHko len'khZ vFkkZr~ i{kikr
jfgr

(v) vf/kdkf/kd Kku vtZu ds izfr
lrr iz;Ru'khy %

& vius laxBu ds mRikn ds ckjs esa

& vius laxBu ds mRiknu i¼fr ds
ckjs esa (;FkklaHko)

& mRikn ds cktkj dh tkudkjh rFkk
mRikn ds miHkksDrkvksa dh :fp
dh tkudkjh ,oa :fp ifjorZu
dh tkudkjh cktkj ds Hkkoh Lo:i
dh tkudkjh

& dPps eky ds lUnHkZ esa ;FkklaHko
tkudkjh

& miyC/k ;krk;kr lk/kuksa ds ckjs
esa ;FkklaHko tkudkjh

& deZpkfj;ksa ls lacaf/kr dkuwuksa dh
;FkklaHko tkudkjhA

& O;kikj txr dks izHkkfor djus okys
vU; dkuwuk s a  dh ;FkklEHko

tkudkjh

& vius laxBu esa ikfjJfed <+kaps
dh rFkk vU; leku m|ksxksa ds
etnwjh < + k ap s  dh ;Fkkl aH ko
tkudkjh

& O;kikj txr~ dks izHkkfor djus okys
vU; dkuwuk s a  dh ;FkklEHko
tkudkjh

& vius v/khuLFk deZpkfj;ksa dh
O;fDrxr ,oa ikfjokfjd fLFkfr dh
;FkklaHko tkudkjhA

Lej.k jgs mij crk;h xbZ lkjs ckrsa fnXn'kZukFkZ
gh gSaA lQy usr`Ro gsrq vko';d ckrksa dk
;gh iw.kZ fojke ugha gSA mijksDr lkjh ckrksa ds
lkFk foosd iz/kku gksdj gh fy;k x;k fu.kZ;]
usr`Ro ds lanHkZ esa] ;fn loZekU; u Hkh gks rks
Hkh cgqekU; rks gksxk ghA

vr% var esa laf{kfIrdj.k ds Øe esa xksLokeh
rqylhnkl dh bu iafDr;ksa dks usr`Ro ds lanHkZ
eas mn~/k`r fd;k tk ldrk gS %

^^eqf[k;k eq[kqlks pkfg,] [kku&iku dgq¡ ,d]

ikyb iks"kb ldy vax] rqylh lfgr foosdA**

Jhjkepfjr ekul&v;ks/;kdkaM nksgk 315

1 ihVj Mªdj] izSfDVl vkWQ eSustesaV (,yk;M ifCy'klZ izkbosV fyfeVsM] ubZ fnYyh) 1970] i`0 159
2 tkWtZ vkj- Vsjh] fizalfiYl vkWQ eSustesaV] jhpkMZ Mh- bjfou ] bfyukW;l (;w,l,) 1960] i`0 442
3 ,y0 ih0 vyQksMZ ,.M ,p0 vkj0 csêh] fizsfliYl vkWQ bUMLVªh;y eSustesaV] jksukYM izsl] U;w;kdZ]

1951] i`0 111
4 dhFk Msfol] áesu chgsfo;j ,V odZ] eSdxzkW fgy] U;w;kdZ] 1967] i`0 96
5 bchM
6 Mh0 Øsp ,.M vkj0 ,l0 ØpfQYM % fFk;ksjh ,.M izksCyEl vkWQ lks'ky lkbDyksth] eSdxzkW fgy]

U;w;kdZ] 1948
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