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AIMIT FOR MANAGEMENT
AND INFORMATION TECHNOLOGY
A COLLEGE WITH A DIFFERENCE….

AIMIT, St Aloysius Institute for
Management & Information Technology,
St Aloysius College (Autonomous),
Mangalore, has been in the limelight,
securing very good ranking for the
MBA program at the National level. It is
placed first among the Top B-Schools of
Excellence in GHRDC Survey, 2019 and
16th in Karnataka. It has secured 158th
rank at the National Level in the India
Today survey 2019 and 38th in B-Schools
South Zone. The Week has placed it at the
109th position at the National level.
Why is the AIMIT brand excellent? This
is a question asked by many. AIMIT is
part of St. Aloysius College (Autonomous)
which has a history of 140 years of
educational experience. It is managed

by the Jesuit Fathers who have been
in the field of education for the last 450
years throughout the world. Some of the
best Business Schools in India-XLRI,
LIBA, XISS, XIMB, and Xavier University
are also managed by the same Society.
AIMIT has an excellent ambience and
world-class infrastructure. The faculty
is committed to molding students to be
leaders of tomorrow. The institute is proud
of a brand new sprawling campus with
elegant academic spaces; compelling,
large hostels for ladies and gentlemen;
spacious, well-endowed, and almost
24X7 libraries; cutting-edge audio-visual
electronics in attractive classrooms;
dedicated and constantly upgrading
faculty, many year-round personalitydevelopment activities; and above all,
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following the 140 years old tradition‘Plenty of opportunities for spiritual
growth’. It continues to grow from strength
to strength, keeping pace with the
changing educational needs.
The choice-based credit system in
the MBA program runs through four
semesters. The internship program, a
Business Consultancy Program and an
Active Placement Program, the Gavel
Club to train the students to be excellent
in public speaking and become members
of the world-famed Toast Masters Club,
twinning programs with universities in the
UK, the US and Canada are some other
benefits of the AIMIT MBA program that
makes it the preferred option for many
an aspirant of management studies. The
interaction with experts from the field
helps students to get practical insight into
business problems.
The MBA offers dual specialization in
Marketing, Finance, Strategy, Human
Resources and Business analytics.
The IT section of AIMIT offers MCA,
M.Sc. (Software Technology), M.Sc.
(Bioinformatics), and since last year, the
Institute has been offering M.Sc. (Big Data
and Analytics). Many students are also
joining the MCA through LATERAL entry.
The country’s No. 1 IT Services Company,
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TCS has partnered with AIMIT, St.
Aloysius College in designing the
curriculum for M. Sc. (Big Data Analytics),
and it will train the Faculty of the School of
IT through its innovative Train the Trainer
Programme, and select the best students
to join the IT major.
The Institute has been placing the
graduates in very good companies
through CAMPUS PLACEMENT services.
More than 80% of our students are
working in reputed firms and some have
also become entrepreneurs.
The Institute has got funding from
government and other agencies to
conduct high-level research in Health
Data Analytics. Students get opportunity
to work on live projects and improve their
standing when it comes to recruitment.
AIMIT, under the care of the Jesuits
Fathers, is a safe sanctuary for the
students and their parents. The Jesuit
tradition of forming ‘persons for others’ by
instilling in them values of competence,
compassion and commitment has borne
fruit over the last four hundred and fifty
years and has contributed to the welfare
of humankind in every sphere of life.
Those who wish to apply for the course
may visit www.aimit.edu.in and apply
online.
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T

echnology is the new mantra

and automation to see gaps in the market

for business nirvana. Too many

and innovate.

business leaders see digitisation,
mobile, cloud, social media, internet

increasing the organisation’s appetite for

of things, artificial intelligence, etc, as must-

scale. New technologies allow nearly unlimited

haves just to keep up with the hip crowd.

replication of effort at minimal cost. Also, the

However, adopting new technologies to do the

more the data, the better the intelligence and

same things is a waste. Digital technologies are

more effective the automation. Size matters in

about doing new things in new ways.

the digital economy.

Having a clear business case for adopting

In addition to going big, going experimental

new technologies is essential. New tools must

is another key element of digital transformation.

enhance the core purpose and competence

The intelligence and predictions provided by

of the organisation. Essentially, digital

technology would be wasted if the organisation

transformation is about improving customers’

does not act on those. The management has to

lives through better and cheaper products

encourage curiosity, sharing of discovery, and

and services. Technology delivers best results

experimentation. That has to be accompanied

when targeted at rapid innovation and market

by a healthy appetite for risk and failure.

creation instead of just cost reduction and

Employees will ignore or suppress innovation

operational efficiency.

opportunities without protection and

To make meaningful use of shiny new

incentives. Having a clear and credible policy

technologies, it is vital to upgrade the skills

on tinkering is essential to making the best use

and culture of the organisation. Merely buying

of new technologies.

the latest equipment would not transform the

8

A vital part of digital transformation is

It is critical that the management prepares

business. The mindset and capabilities of

the organisation for digital transformation.

managers and workers have to be reoriented,

Employees have to become comfortable with

from producing things towards solving

data-driven routines and decision-making.

problems. They have to use data, analytics,

Often, data runs counter to intuition and
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experience and people can become hostile

Autonomy of machines and employees

to technology. Most powerful algorithms are

is a key outcome of implementing new

useless if people in the organisation do not

technologies, and organisations have to

trust them.

factor that into strategies and structures.

Too often, digital transformation is imposed

Tasks and roles have to be redefined and

from above by people who have no clue about

divided between machines and people, and

how the business works in the trenches. Their

each must have the ownership of its work to

decisions are based on spreadsheets and

speed up business. Hierarchy of access to

buzz words. They try to bend the organisation

information and decisions creates friction, and

Adopting technology does
not guarantee business
success. One, also has to
adapt to it. Still, business
is about creating value
and no technology
changes that.

to fit the new business

that has to be taken out in order to enable

mantras and more often than

real-time responses by machines and people.

not, most technological and

Organisations have to be ready for reinvention

organisational transformations

of roles and tasks by employees themselves as

end up in a whimper instead of

they learn from data.

a bang.

Digital transformation is as much a mental

Therefore, it is vital to

change as a technological one. Adopting

bring on board those who

technology does not guarantee business

would eventually be using the

success. One, also has to adapt to it. Still,

newfangled technologies and tools to turbo-

business is about creating value and no

charge business, and make everything faster

technology changes that.

and cheaper. To achieve buy-in from those who
are supposed to realise the lofty goals of digital
transformation, it is necessary to show them
what is in it for them. If employees feel that
digital transformation will help them do a better
job and get paid more, then they will drive the
transformation instead of sabotaging it.

The opinion expressed is personal.
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PATH TO
FUTURE
READINESS?

Leadership 2.0
Steering a digital transformation journey demands a strong sense of purpose, commitment to
restructure the organisational core, and unwavering focus on the long term.
NADA R SANDERS, AUTHOR, THE HUMACHINE
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e are in
the Fourth
Industrial
Revolution—
an age of
AI, machine
learning,
robotics, blockchains, and IoT. It is a new
era requiring new strategies to remain
competitive. Old ways of leading organisations
will no longer work. We need Leadership
2.0. If you do not believe this, then just look
at what is happening to big-box retailers and
incumbent organisations that are now on the
brink of bankruptcy.

Illustration by Farzana Cooper
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Successfully leading an organisation in
the digital age takes bold disruption and a
commitment to reengineering the company’s
DNA. This level of change cannot be a knee-jerk
response or just reaching for the newest CRM
platform. Mutating from a traditional company
with a rigid hierarchy and profit-based mission
into a ‘humachine’—a combination of the better
qualities of humankind with the mechanical
efficiencies of machines—requires five distinct
steps: developing a long-term vision, accurately
assessing the status quo, allocating resources,
embracing organisational transparency, and
launching experimental pilot programmes.
 Step 1: Develop a long-term vision
Many executives feel pressure to rapidly become
‘digital’ by acquiring technology. But research
reveals that the most successful companies do
not react to pressure. Instead, they begin by
developing a long-term vision, driven by their
unique intentionality and mission. Then, they
carefully think about what a company’s structure
should look like to support this vision.
Far too often, companies focus on current
problems and find quick ways to address them.
They merely ‘patch’ the current system. Hasty
patches may have worked in the past, but it will
not work in the Fourth Industrial Revolution.
Preventing your boat from capsizing is not the
goal—it is ‘competing’ in the boat race.
Yes, making incremental improvements is easier
than developing an aspirational vision. It is also
easy to get caught up in complaints from various
division leaders and managers—each with
their own limited vantage point—and focus on
solutions that address those immediate needs.
However, a successful organisational redesign
INDIAN MANAGEMENT
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needs to be driven by intentionality, mission,
and strategy, all tied to a long-term vision of
the future and the organisation’s role in it.
 Step 2: Understand the current state
Once a long-term vision is in place, and
the need for a supporting organisational
restructure is appreciated, leaders must
objectively assess its current state. This
includes comparing its formal hierarchy to its
‘real organisational hierarchy’, which is often
different from what is on paper.
Smart organisations understand that their
‘actual’ culture—the informal social
structures and skewed flow
of information through
A successful organisational
human communication—
redesign needs to be driven
differs from an
organisation’s theoretical
by intentionality, mission, and
hierarchy, its ‘official’ lines
strategy, all tied to a longof communication, and
term vision of the future and
other abstract delineations
the organisation’s role in it.
between departments.
Most companies have
assumptions as to how things function
based solely on their organisational chart.
In doing so, they ignore additional lines of
communication that support innovation
and collaboration. Be objective about these
assumptions and fact-check them. Understand
talent capabilities, current incentives,
weaknesses, and which relationships to build
upon. Leverage the real structure of your
organisation to bring it closer to the ideal.
 Step 3: Allocate sufficient resources
One significant roadblock to reorganisation
is not allocating sufficient resources toward
the effort. Reengineering a company’s DNA
must not only have organisational commitment
and support in principle but also in monetary
and human resources. Leadership must
make a thorough assessment of financial
consequences, tax implications, and sequencing
of rollouts to make sure there is ample funding
at each stage. This will help mitigate risks

and alleviate anxiety, particularly from the
board of directors. Research has shown that
having ‘slack’ in human resources positively
impacts financial performance in the pursuit
of strategic change. Though not surprising,
studies show that companies that increase
financial and human resources during times
of change have better financial outcomes.
The lesson for leaders? Allocate sufficient
resources before undergoing strategic
restructuring. It pays off to have slack in
the system.
 Step 4: Embrace transparency
In the age of AI and technology, it is easy to
forget that organisations are a collection of
human beings.Your employees have emotions,
hopes, fears, and beliefs. Restructuring
the organisation creates uncertainty, and
uncertainty makes humans uncomfortable. Too
many organisations view employees as ‘cogs’ to
be moved around during a restructuring. One
of the most important aspects of successful
restructuring is addressing employees’ human
needs: fear, anxiety, and defensiveness.
When employees lack insight into the
broader context of ongoing business change,
they will treat the disruption as a threat.
Through informal channels, they will alert
others in the organisation. Each employee

COVER
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Successful restructuring
requires that the entire
organisation has the same
view, the same insight, and
the same understanding as to
what is happening.

will then interpret the
restructure through his or
her own lens. Different
parts of the organisation
will reach different
conclusions about what is
happening, which leads to
chaos—and it is a recipe
for failure. Successful
restructuring requires that the entire
organisation has the same view, the same
insight, and the same understanding as to
what is happening. This requires transparency.
 Step 5: Start with a pilot
Before a large reengineering effort is rolled
out, it is best to test it with a small, targeted,
and carefully selected pilot project. The test
environment could be in an independently
operated unit, such as a division. This process
is called ‘purposeful experimentation’, and it
allows for bugs and kinks to be worked out.
Rather than jumping into restructuring the
entire organisation, select a high-potential

area in which to experiment and ‘test and
learn’. Once a plan tests well, scaling it
rapidly is often the best way to create value
from such a small project.
Targeted pilot projects help leaders understand
what works. These programmes should not
be random. Rather, they should be driven by
strategy and understanding an organisation’s
primary and competitive priorities.
Making the leap from a traditional
brick-and-mortar company that will be left
in the dust like Blockbuster to a flat, fluid,
innovative, and purpose-driven humachine
depends on many variables. To manage the
process and increase the likelihood of success,
adopt a long-term vision, peg the status quo,
increase resources, lead with transparency,
and work out bugs before scaling to the rest
of the enterprise. This is leadership for the
Fourth Industrial Revolution.

ABOUT THE AUTHOR
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Three steps to
outstanding digital CX
How customer-first digital transformation drives uncommon growth.
JOERG NIESSING, INSEAD; FRED GEYER, PROPHET; AND CARSTEN FELDMANN,
UNIVERSITY OF APPLIED SCIENCES MUNSTER
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ompanies that leverage
customer data and digital
technology to build
customer relationships
are winning in two
powerful ways: generating
competitive advantage
and fostering long-term customer loyalty.1
This is true for both B2C and B2B companies.
Take Schneider Electric.2 By enabling
electrical contractors to specify on-the-ground
requirements through mobile technologies, the
company has made their work easier, less timeconsuming, and more reliable. In the process,
Schneider has forged a deeper customer

Illustration by Farzana Cooper
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relationship. Similarly, by equipping
their elevator repair technicians with digital
diagnostic tools and troubleshooting software,
ThyssenKrupp has cut elevator downtime by
more than half—an accomplishment that few
competitors can match and that keeps customers
happy long after the repair.3
Keeping customers happy requires more
than investing in the latest technologies. Many
companies waste money transposing subpar
analogue interactions into equally lame digital
experiences. A chatbot that merely replaces a
call centre interaction may save a company a few
dollars per call, but does little for the customer.
So, what is preventing companies from creating
outstanding digital experiences that could make a
real difference to customers? Mindset.
Too many company leaders see digitisation as
a way to insert themselves into customers’ lives,
rather than to offer customers a better experience.
Many leaders think of customer experiences in
terms of discrete silos such as customer service or
claims processing, simply because they already have
teams and systems devoted to these areas. But this
function-by-function approach impedes leaders
from seeing what is lacking from the customers’
viewpoint. It does not reveal deficiencies in
needs-matching, onboarding, and pre-renewal
engagement—areas that often do not have an
organisational owner. But such gaps, if filled, could
make a tangible difference to customers.
Finally, leaders often focus on immediate
transactional outcomes instead of a broader set of
experiences that could promote customer loyalty,
increase value, and spur brand recommendation.
Their narrow view of digitisation may bolster
immediate revenues but harm customer value in
the long run.
INDIAN MANAGEMENT
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is frequently ranked as a top strategic
priority by senior executives. Studies have
shown that companies that leverage digital
trends strategically could be up to 30 per
cent more profitable than companies that
do not.Yet digitisation presents both an
incredible opportunity and an alarmingly risky
proposition. According to the 19th Global
C-Suite Study by IBM Institute for Business
Value, there is a persistent disconnect between
what motivates customers and what executives
think will motivate them.5
To help companies succeed in their digital
experience makeover, we have developed
a framework that ensures the customer is
integrated into digital transformation efforts.
The framework consists of three steps:
Step 1: Map and prioritise the top customer
experience improvement opportunities. This step
begins with listening to customers to understand
what frustrates and delights them in the current
experience. It also requires prioritising those
customer opportunities that can best be exploited
through digital channels. It is important that the

© Shutterstock.com

Three-step transformation framework
Shifting the company’s viewpoint from push to
pull, from tell to listen, and from sell to help is a
key starting point for effective digital experience
design. Companies that
appreciate the importance of
customer experiences foster
Improving the digital
adoption and loyalty.4 They
customer experience is
see it as an important field
frequently ranked as a top
for innovation and a driver
strategic priority by senior
of competitive advantage.
They use experiences to
executives. Studies have
address customer frustration
shown that companies
and dissatisfaction. They
that leverage digital trends
succeed because they
strategically could be up to
listen to customers. They
30 per cent more profitable
also work hard to allay
employees’ fears about the
than companies that do not.
changes digital experience
may bring about, knowing
that their success depends on a workforce that
is on board with the shift, and who are properly
trained and skilled.
Improving the digital customer experience

20
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degree of digitisation of specific touchpoints in
the customer journey fits the digital skill level
of the target customer segment—or better, the
level of digitisation the customer wants.
This does not mean that customers cannot
be trained or pushed into a certain direction.
But digitisation of the most important
touchpoints must meet the customer’s needs.
This step requires deconstructing the customer
journey through a technique called customer
journey mapping to mine opportunities for
improvement. Only then can leaders identify
the low-hanging fruit and isolate the most
critical touchpoints where digital trends can
make the biggest difference to the customer
experience.
Step 2: Craft and deliver a plan to win the
competition for each of the top priority
customer opportunities. This is the point at which
companies can determine where they are and
where they want to be in terms of the degree of
digitisation at different customer touchpoints.
Several options are available: fix broken parts
of the experience; improve aspects of the
experience that are already working well; or

launch entirely new experiences or touchpoints.
Step 3: Build the ‘digital readiness’ of the
organisation. Some companies are already
digitally savvy; others are relative beginners.
It makes no sense to adopt an advanced
digital solution replete with big data, artificial
intelligence, or augmented reality without
the infrastructure and top-level competencies
to support it. Our research and interactions
with executives show that one of the biggest
challenges of an organisation’s digital makeover
is understanding where it currently stands as
well as where it should start its transformation.
This step involves an objective assessment of the
organisation’s capabilities in talent, processes, and
tools, and then building the capabilities through
recruiting, training, and developing data analysis
tools and digital platforms.
Success story
German maker Vorwerk’s best-selling food
processor Thermomix TM5 is an excellent
example of a product whose team followed the
three steps we describe above. The Thermomix
is a multi-function kitchen appliance that can
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weigh, mix, chop, mill, knead, blend, steam,
cook, beat, heat, stir, and emulsify. Sold through
a direct sales model for decades, it has taken on
a new growth trajectory since Vorwerk digitised
the customer experience.
Step 1: Mapping the customer journey
and identifying opportunities
The Vorwerk team mapped the customer journey
into three main phases: pre-, point of- and
post-purchase.
 In pre-purchase, the Vorwerk team identified
an opportunity to enlist existing customers
to recommend and support the use of the
product to new customers. Fans were already
volunteering to promote Thermomix to
neighbours and doing demonstrations for
them. The customer experience team saw
the opportunity to move these customer
demonstrations into the digital space.
 At point-of-purchase, the Vorwerk team
found that customers were quite happy with
purchasing a Thermomix online or through
a direct sales representative. They found
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that moving everything online would cut
off B2B sales and could dilute the influence
of customer ‘evangelists’ who like to
demonstrate and sell the product in person.
 Post-purchase opportunities to digitise
the customer experience were substantial.
Vorwerk’s customer research revealed
opportunities to improve product
maintenance and make the food processor
more versatile and easier to use, hence
creating the ‘stickiness’ that builds loyalty.
Step 2: Craft and deliver a plan to win
The Vorwerk team focused on pre-purchase
and post-purchase opportunities to improve the
customer experience.
 In pre-purchase, the team built a
‘community’ of Thermomix users on online
social platforms that exchanged product
information, posted reviews, and took part in
troubleshooting and—most importantly—
demonstrations.
The team also created websites where
customers could exchange and rate
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recipes with other community members.
Thermomix can download recipes and
display them on its built-in flat screen display.
The social platforms and recipe websites
gave prospective customers a wealth of
information about the product and its usage,
while the company gleaned useful information
about frustrations using the product.
 Post purchase, the customer experience team
sought to make maintenance less of a hassle
by enabling Thermomix to produce an error
code that users could enter
into an online portal and
receive immediate guidance
Vorwerk has been able to
to troubleshoot problems.
create a sophisticated digital
The team also tackled
offering at the points of the
another customer pain
customer journey that matter
point: grocery shopping.
Vorwerk partnered mealmost to its customers. But
kit delivery company Hello
as customers become more
Fresh to deliver ingredients
sophisticated, the company
to Thermomix users, who
will have to adapt in tandem.
could place orders with just
one click.
Some analogue functions of the Thermomix
were retained, but enhanced digitally. For
example, a weekly planner could select
recipes and create digital shopping lists that
would be sent to the user’s mobile device.
Step 3: Build digital readiness in the
organisation
An objective appraisal of Vorwerk’s organisational
ABOUT THE AUTHOR
digital readiness indicated that it lacked talent
Carsten Feldmann
and digital skills. It also did not have adequate
is Professor,
digital tools, particularly in social media and
University of
Applied Sciences
website development. Nor was its team agile or
Munster, and a
quick enough for data-powered digital initiatives.
well-known author
For instance, while the company highly valued
and consultant
for digital
customer feedback it did not systematically
transformation. He
analyse data and apply the findings to product
is currently also
a board member
development. It also had limited information on
of two scientific
how customers used Thermomix. However, its
institutes in the field
of business process
direct selling model provided excellent processes
management.
that could be redeployed in digital.

As the Vorwerk team built digital readiness,
one of their focuses was to understand
customer usage habits and satisfaction with
digital monitoring tools. Vorwerk now sits
on a treasure trove of digital data that it uses
to improve the product and the customer
experience. It also uses its online platforms to
gather feedback and suggestions to enhance
future versions of its food processor.
Vorwerk has been able to create a
sophisticated digital offering at the points of
the customer journey that matter most to its
customers. But as customers become more
sophisticated, the company will have to adapt
in tandem. Data analysis of customers’ usage
habits offers many possibilities in the form of,
say, customised recipes, and serves as a driver of
customer loyalty.
Vorwerk’s experience demonstrates how
a tailored customer experience makeover
provides value for a company and its customers.
The key in a nutshell? Developing a digital
strategy by considering where your customers
are, where you are, and where you want your
company to be.

Fred and Joerg’s new book The Definitive Guide to B2B Digital
Transformation is available at www.b2bdigitaltransformation.com.
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The way forward
Embracing the digital has only benefitted businesses across the spectrum. It is prudent to keep
the momentum going.
HEMANT GAULE, SCHOOL OF COMMUNICATIONS & REPUTATION
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T

he last decade witnessed a
technology explosion that is
still in motion. It is difficult
to put a number to the
rate at which it is currently
growing, as it is rapidly
changing the dynamics of all
industries. This explosion has led to digitisation
of a country’s economics, an industry’s
processes, and an individual’s entire life.
With this explosion came big data, AI,
digitisation, and machine learning, key
contributors to the exponential growth of
the entire world’s workspace and markets. It
has influenced the way a company functions,

right from its processes to its people policies. On
a smaller scale, it has heavily impacted the way
a person interacts with their loved ones (use of
mobile phones), consumes information (via digital
advertising, internet, 24/7 news apps), and what
he or she does with it (educational, recreational, or
professional purposes).
If anything, this explosion has boosted the
performance of employees and systems at the
workplace, proving to be an integral factor that
impacts a company’s profits. It has made working
remotely as easy as working together in a cabin.
Traditional industries like marketing, advertising,
and designing have evolved with the help of
technology that studies human behaviour. With
every study an organisation conducts, it introduces
in the markets enhanced services and products to
the customer. But it is the marketing, advertising,
and public relations industry that particularly
heavily rely on digitisation while simultaneously
following traditional methods of work. So, why
then digitisation? Simply because one wants to
drive disruption and innovation.
In the past, it took an average of 20 years for
a Fortune 500 company to hit the billion-dollar
valuation. But thanks to digitisation, a startup can
achieve the same in just four years. Surprising, is
it not?
It all began with Twitter
In 2006, Twitter was launched. And without even
knowing it, the PR industry changed forever. This
new social media platform turned out to be the
latest face of the PR game, with their character
limitations that made writing headlines a rising
trend. It altered the way PR professionals crafted
their press releases and other communication, and
also the medium of communication.
Thus began the integration of social media and
public relations, a combination that upped the way
companies communicate and interact with the
public and their consumers. And it was during this
phase that the PR industry began employing the
benefits of AI and digitisation.
INDIAN MANAGEMENT

MARCH 2020

25

While social media
campaigns, digital
conversations, reputation
building, and crisis
management are great
contributors to good
publicity for a brand, print
communication is an equally
important contributor to
building a brand’s name.

From ruffling through
yellow books and big
directories to find
journalists to cover a
story, to now following
them on social media and
sending them a ‘DM’,
finding PR opportunities
now seems like a walk in
the park. PR agencies are
beginning to shift a majority
of their focus to digital
communication, as the
benefits and RoI are higher.

Filling the void
Some experts would say that it was the
incorporation of technology that built and
saved the PR industry from dying out. It has
also made it one of the most-sought-after
professions because of the unique challenges it
has to offer to the employee, the brand as well
as to the consumer.
Shifting focus to going digital has made it
easier for companies to get good publicity,
reach a wider audience, brand monitor, and
disseminate information. Social media platforms
are performing the role of instant customer
service portals, laying emphasis on bonding
with the customer as a top priority. Responding
to queries and comments, and resolving issues
has become convenient for the brand as well
as for the customer. It is mainly this feature of
digitisation that put startups in the spotlight
for building a strong and loyal customer base in
no time, and giving their audience a name they
cannot forget.
The need for a mix
While social media campaigns, digital
conversations, reputation building, and crisis
management are great contributors to good
publicity for a brand, print communication is
an equally important contributor to building
26

INDIAN MANAGEMENT

MARCH 2020

a brand’s name. Why? Because a mix of both
mediums addresses all generations. Millennials
and Gen Zers incline more towards digital
dissemination of information while boomers
prefer the traditional print medium. With
boomers being selective in their use of
technology, they easily connect with offline
mediums like newspapers, magazines,
brochures, pamphlets, and books. They would
prefer seeing an eye-catching advertisement in
the newspaper than experience an interactive
advertisement on Facebook.
On the other hand, the Gen Zer’s appetite
for information consumption is based on their
constant need for motivation, entertainment,
and inspiration; they use technology for this
purpose, as it is an extension of their own
personality. However, some of them are open to
the idea of using traditional mediums as well.
But besides the generation factor, it is also
the accessibility and availability of technology
to all that highlights the fact that digital cannot
do without print and vice-versa. The use of
internet services and electronics like televisions,
computers, mobile phones, etc, are still limited
in a country like India. It is newspapers and
radio that are a preferred medium among such
people in rural areas.
Therefore, in order to reach a wider
geographic area and larger demographic
audience, communicating the same message in
print as well as digitally is equally important.
The tech -‘no’, the tech savvy, and the
tech native
One of the most admirable facts of digitisation is
the rise of the tech savvy and the tech native, the
millennials and the Gen Zers respectively. Having
been raised in the era that was experiencing the
start of the technology explosion, millennials
grew up accepting the use of technology
in their lives from early on. And Gen Z is a
generation born in an era when technology
was used everywhere—at work, at home, and
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even by the government. This makes the two
generations more receptive and open to the use
of technology.
On the other hand, the boomers first
encountered the use of technology on a
daily basis at their workplace. As companies
began incorporating technology to enhance
productivity, they made it mandatory for
employees to know its operations. This sudden
shift to technology is one of the reasons
why boomers are not very receptive about
digitisation and using technology unless it is
assistive technology.
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Te(a)ch at the workplace
Since the digital revolution in the 1970s,
companies have been, in one way or the other,
digitising their processes, products, and services
to keep pace with the times. With continuous
efforts by the HR, employees have been upskilled
and trained to know the specifications and how to

operate the newly implemented tools, systems,
and products. This, keeping in mind that they are
training three different generations to use the
same technology.
Sectors like BFSI, insurance, business
development, food, sales, PR, retail, and HR are
greatly benefitting from digital transformation.
Not only are these industries able to provide a
variety of online products and services, but also
maintain a strong customer relationship across
the world. However, this momentum can be
kept up only when each wave of new employees
is specially trained, and existing employees
are regularly upskilled in order to increase
their knowledge about the subject and to stay
relevant in the industry—a crucial requirement
for any business to stay successful and profitable.
Hence, with the ongoing evolution and
incorporation of technology in one’s daily life, it
is safe to say that digital transformation is the way
forward for business success in all industries.
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Don’t buy the hype
Wrong assumptions could blur strategic vision. Challenging myths charts the path ahead in a
digital journey.
GEORGE WESTERMAN AND DR DIDIER BONNET, CO-AUTHORS, LEADING DIGITAL
28

INDIAN MANAGEMENT

MARCH 2020

COVER
STORY

D

igital transformation is
getting the worldwide
attention it deserves.
Executives in every
industry and country are
seeing opportunities to
improve their businesses
and sensing threats if they do not. Although this
attention is spurring action, it also comes with
plenty of bad information and questionable
advice. Many leaders, guided by pre-digital
assumptions or listening to slick, but less-thanthoughtful, ‘experts’, are buying into dangerous
myths. These myths can blur executives’

strategic vision and promote implementation
approaches that do not work.
What are these myths? We have been studying
digital transformation for ten years—long before
digital transformation became a ‘thing’. We have
researched hundreds of companies and published
a book that helped shape the last five years of
conversation on the topic. We have seen these
myths and the harm they can do. The seemingly
simple solutions they offer can lead to dangerous
consequences. Here are seven of the most common
myths we have heard.
 Myth 1: Digital transformation is a
technical challenge
This is dangerous because it feels so true. Our
findings are very different. Many companies
are adopting many new technologies, but
few are doing it well. Digital Masters, the
best companies we identified at digital
transformation, excel at two broad classes of
capability: digital capabilities and leadership
capabilities. They build digital capabilities by
embedding the right technologies into the right
parts of their customer engagements, operations,
and business models. They also build strong
leadership capabilities to drive
the transformational change that leads to
business results.
While both are important, we have learned
that leadership capability is paramount. It turns
technology into transformation. Technology
does not create value on its own. It only enables
value when you use it to improve the way you
do business. Leadership capabilities—vision,
employee engagement, governance across silos,
IT/business collaboration, and raising digital
competencies—are essential to driving valuecreating transformation.
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Myth 2: Digital transformation is
primarily about customer experience
Customer experience gets a lot of attention,
for good reason. If you can make your
customer experiences intuitive, then more
business will come your way. There are many
powerful and media-friendly stories of B2C
companies changing the way they engage with
customers. But they often miss the point of
what makes the transformation possible.
An essential source of advantage in digital
transformation is largely hidden from view. It
comes from transforming operations. If your
company can streamline the way it works,
clean up its product and customer data, or
make operations more agile, then this will
create myriad innovation opportunities.
Digitally transforming operations not only
creates efficiency, but also enables new
innovations in customer experiences and
business models.

Myth 3: Digital transformation is about
bottom-up innovation
We have all heard stories about edge
innovation or relying on worker experiments
to transform how a firm operates. But our
research found no cases of true bottom-up
transformation. All Digital Masters had strong
top-down leadership. This is a prerequisite
for the transformative vision or cross-silo
governance that drives true change. The ‘let
a thousand flowers bloom’ strategy leads to
just that. A thousand unconnected, and often
dying, flowers. Bottom-up engagement is still
important, and it happens productively when
employees buy into the vision and suggest
innovations. But, with few exceptions, digital
transformation must be driven from the top.
 Myth 4: Hiring a chief digital officer is
a ‘fire and forget’ way of hitting
the target
Digital transformation, like every
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transformation, needs a leader. A senior
person who can drive real organisational
change, not just technical innovation. Many
companies yielded to the temptation of
hiring visionary and fast-talking technical
gurus. These gurus often have a short shelf
life. They set vision and launch initiatives
but do not have the power, resources,
or cultural context to drive effective
transformation. Other companies tasked
their CIO to drive digital. This works in
companies where the CIO has the vision and
capability to drive business change, but often
fails. Others asked a business leader to drive
change. This works if the leader can envision
and drive new ways of doing business, but
often leads to missed opportunities and a
biased transformation focus. Whoever it is,
the digital leader needs top-level support
to mobilise resources and overcome
organisational hurdles.
 Myth 5: Digital transformation is too
fast for our IT organisation
Digital is fast, but our IT unit is slow. We
still hear this from companies around the
world. Many leaders still try to manage digital
activity without involving the IT department.
The truth is that we have seen very few
digital transformation successes that do not
include the IT organisation.You may be able
to design apps or implement a clever cloudbased front-end system. But, for sustainable
transformation—for systems to connect with
legacy data, for processes to flow efficiently
and securely, and for scaling the digital
initiatives that drive business returns—you
will need close cooperation between IT and
the business.
That means changing the way IT works,
and how it works with business leaders. IT
must become more agile, and leaders more
business-focused, while business leaders
become more technology savvy and willing to
engage more strategically with IT leaders.



Myth 6: Digital transformation is about
radical business model innovation
With many stories of industries being
disrupted, it can be tempting to assume that
only radical business model transformations
are worthwhile. But these are the hardest and
most risky ones to achieve. It is essential to
understand the likely extent and timeframe
of disruption in your industry. Industry
disruptions are typically long cycles,
especially for industries working in physical
products. We have seen a learning curve with
Digital Masters where companies first get
good at digitally improving their existing
businesses before they leap into radical
business model innovation. One common
myth is that if you are not driving a strategic
platform in your industry, then you will be
left behind. In reality, not every company is
in a position to become a platform leader.
For those that are, the process is complex and
uncertain, requires heavy investment, many
experiments and course corrections, longterm commitment, and a solid dose of luck.
Can your company deliver that?
Whether or not you consider radical business
model change, there are many smaller
opportunities in digitally-modifying or
digitally-enhancing your business model.
These innovations are lower risk and lower
cost but can yield tremendous value and
learnings in aggregate. For example, can
you provide subscription services instead
of waiting for orders? Can you use data
to understand a customer’s risk profile or
potential buying patterns, so you can price
your offerings better or personalise the sales
process? Can you add a per-usage model to
your core offering?
Business model innovation can be a great
source of value creation, but first understand
the timeframe of disruption and be realistic
about your organisational ability to respond
without damaging the existing business.
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Myth 7: Digital will be slow to change
my industry. I can afford to wait
Being complacent about the stability of
an industry is equally dangerous. We have
identified Digital Masters in even the
most traditional and stable industries such
as mining or agriculture. Why? Because
digital transformation success is more
about leadership drive than it is about
industry structure. Many CEOs fear present
competitors mastering digital transformation
more than they fear clever startups. Others
think it is better to wait and be a fast follower.
Truth is, you need to be hyperaware not
just of digital plays from your industry but
also players and innovations outside your
industry altogether. The best approach is to
create strong strategic awareness and vision,
and then start taking action to improve your
digital and leadership capabilities. With
digital masters in every industry, non-master
companies must rush to catch up even as their
best competitors accelerate ahead.



Breaking the myths of digital
transformation
Myths about digital transformation abound
and there is no shortage of media attention
amplification. The main lesson is: do not buy
the hype! Make sure your team challenges the
myths, traditional industry assumptions, or
silver bullet solutions.
Our research with hundreds of companies
shows that digital transformation is more of
a leadership challenge than a technical one.
The right way to manage transformation is
to understand what is happening, set a clear
vision, engage everyone in that vision, and
then continually invest, steer, and readjust
to make that vision a reality. This works in
every industry. Use the myths positively to
drive conversations and challenge common
thinking, but do not believe them as truths.
Buying into the myths is like following an old
map in a fast-changing city. It will get you
somewhere, but not where you want to be.
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Not a leap in the dark
A well-thought-out strategy—as opposed to a piecemeal approach—alone can drive a successful
digital transformation journey.
K SHANKAR, FEEDBACK BUSINESS CONSULTING
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igital transformation
was a coffee table
conversation in 199798. It became a subject
of consideration for
CIOs around the world
as they dealt with Y2K
compliance in 2000. Later that decade, digital
transformation became a relevant agenda
item for board room consideration. In recent
years, it is driving the survival of corporates!
Simply put, digital transformation has resulted
due to rapid computerisation and confluence
of technologies that help corporates address
efficiency improvements in operations and
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higher order delivery of products and services to
customers, and the dependent ecosystem. With data
science and analytics getting increasingly structured
and the advent of newer technologies like AI, digital
transformation will be an absolute necessity for
every forward-looking organisation to deal with
their business stakeholders and market challenges.
Today, more than ever, there are lots of tools,
platforms, and devices to structure a digital
strategy.Years ago, it all started with websites that
connected customers and companies. The advent
of social media allowed for personalisation in
customer service and management. Increased data
availability is now allowing companies to develop
superior intelligence within to bring enhanced
focus on customers and concerned stakeholders.
The entire strategy theme moved from digital
communication to digital transformation.
Digital transformation will soon become digital
strategy, which will be subjected to continuous
improvements as newer properties of technology
and networks emerge.
In its IT industry predictions for 2017
and beyond, IDC announced that digital
transformation will attain macroeconomic scale
over the next three to four years. By 2020,
spending on cloud services will be more than $500
billion, three times the present level. Worldwide
investment in digital transformation initiatives will
reach $2.2 trillion in 2019, almost 60 per cent
over the previous year. Gartner believes that digital
transformation will continue to fuel the future.
By 2021, Gartner expects, the physical, financial,
and healthcare worlds will become so digitalised
that 20 per cent of all activities done will involve
at least one of the top seven digital nodes. Mobile
apps and payments, smart agents, and digital
ecosystems will make the digital nodes part of our
everyday lives.
Strategy is key, digital transformation, just an
enabler
The plain speaks and key drivers of digital
transformation are profitability, customer
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While it helps an organisation
[to] have a dynamic strategy,
it cannot be highly modular
in a digital ecosystem. The
contours of strategy should
be well-defined for digital
investments and choice of
technologies and solutions.

satisfaction, and increased
speed-to-market. An
organisation needs to
have a well-thought-out
strategy that is inclusive
and can last a couple of
market cycles in the face
of rapid obsolescence. The
strategy should have all the
elements that determine
impact on key drivers for
a digital transformation. Strategy definition and
articulation is the starting point. The first step is
to define vision, mission, and goals. What is the
business looking to accomplish over a period?
What changes and resets are the businesses
seeking? What alignments in process, customer
delivery, sourcing, globalisation, finance, etc,
will help improve efficiency and hence the stated
objectives? What are the various business model
options available to an organisation to drive a
superior and lasting strategy? What competitive
advantages will the organisation drive through a
change in strategy and business model? How will
the strategy and business model change articulate
benefits to various stakeholders, viz, customers,
employees, vendors, lenders, government,
regulatory [bodies], and shareholders? How will
the strategy influence improvements in processes,
people engagement, and performance?
While it helps an organisation [to] have a
dynamic strategy, it cannot be highly modular
in a digital ecosystem. The contours of strategy
should be well-defined for digital investments and
choice of technologies and solutions. Getting the
strategy correct is a bigger imperative now than
ever. Digital transformation is just an enabler of a
strong and value-yielding strategy. It needs to be
whetted multiple times out of the corner room
and the board.
Examine touchpoints and connect the dots
Core strategy done, emphasis should move to
all the interchange or handshake points that
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are key to success in the overall objective. Each
of these functions needs to be fleshed out and
examined for high impact realisation. Digital
transformation requires a blend of optimal
thinking around the technology options available.
At this step, it is important to determine the
hierarchy of the objectives that matter for digital
transformation efforts. The objectives could be to
drastically reduce costs using predictive analytics
and advanced data solutions, expand presence
and customer reach across different digital
channels, or optimise operations as a whole.
Either way, defining the hierarchy of objectives
helps to foresee the results of collective efforts
and helps build the digital strategy programme.
The other approach could be to look at all the
objectives, determine a digital transformation
plan, and then implement it in conjunction
with the hierarchy and budgets available. As an
overarching priority, long-term goals, short-term
objectives, and resources availability should be
considered to determine balance. Consistent
focus on enhancement of competitive advantage
is a must as the dots are connected.
Allocate higher emphasis to market
characteristics, disruptive practices, and
competition
Strategy development for digital transformation
should capture medium to long-term market
development and horizons. This step is
particularly important in the light of technology
developments that are enabling changing market
dynamics. In the last decade, there have been
more disruptions in market practices than
seen over the last three decades before this. In
today’s world, more and more companies get
adversely impacted by disruptive practices. Rapid
industry changes and unexpected competition
moves make this step of the strategy essential.
Every business should take a calibrated and
microscopic look at the market landscape before
performing a gap analysis and assessing areas
where a difference can be made to approach. It is
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important to look at proxy businesses to get a fix
on trends and how disruptions have transformed
businesses for good. Gig economy businesses, for
example, have been designed on a proxy concept
of aggregation. A lot of retail-led businesses
could move their businesses to large format
common marketplaces like Flipkart or Amazon.
Similarly, custom sourcing could get simplified
with a large aggregation of vendors making
themselves available on large certified platforms.
Once boundaries between industries blur, it is
important to study other verticals and fields.
These provide for a good source of disruptive
technology or hidden competitive advantage.
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Organisation readiness critical
Digital transformation is change-led and
involves considerable investment. It is a brutally
important step to assess organisational readiness
across levels and take stock of all available
technology infrastructure that will be the
bedrock of digital transformation and the changes
thereof. Digital transformation must be driven
from the very top with a KPI-led measurement
matrix. It will begin by stringing together a
digital team within the organisation with a
digitally competent leadership in the company—
chief digital officer (CDO), chief information
officer (CIO), or other executives qualified to
monitor and ensure effective implementation of
the digital strategy. Some companies, depending
on the nature of their businesses, may require a
chief data officer or a chief analytics officer.
Secondly, it is necessary to audit the
availability of digital skills within the
organisation. Once done, the organisation
should revise skills, processes, and knowledge
in the company to prepare employees for
the transformation. In this context, it is vital
to consider training, skill upgrades, getting
new professionals on board to fill gaps, and
choosing the right external partners. These
efforts are a must and will require an additional
strategic effort for many companies. The

leadership should be early adopters to the
digital transformation concept and should be
seen driving it from the front. Employees and
leaders should be nudged to adopt the new
culture. There should be strong measurement
metrics. Digital transformation is a progressive
path and there is no reversal of it. It is crucial
to translate the value and benefits of digital
transformation to each member of the team,
integrate employees into the process, and
review their feedback. While the organisational
benefits are indexed in the strategic plan, it is
important to demonstrate individual benefits
employees get from the transformation and
encourage them to participate in the initiative.
In the absence of this, at risk will be a serious
investment and the future of the company. With
prep done, the organisation should identify all
data assets that can bring tremendous value in
the course of digital transformation. Assess all
available data potential and the frameworks to
capture it, be it user behaviour data, customer
satisfaction results, internal process data,
or financial numbers. Identify more data set
requirements if need be. Leveraging data sets
can and will make a big impact on the business
with advent of emerging decision-making
analytics technologies.
Many companies embark on digital
transformation with a piecemeal approach.
Companies that grow, sustain, and position
for the future always have a well and widely
understood strategy in place before deploying
digital transformation organisation-wide or
modularly. Over the next decade, digital
businesses will be like commodity. Companies
with good strategies that cover all the
touchpoints and are sensitive to stakeholders
that matter will be able to choose the most
optimal, yet high-impact digital technology to
make a runaway difference to their businesses.
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A present-forward mindset alone cannot ensure long-term sustainability.
MARK W JOHNSON, INNOSIGHT

STRATEGY

How to lead from
the future back

E

veryone recognises a great,
visionary business leader
when they see one—at least
in retrospect, after their
prescient ideas have been
borne out by time. Industrial
Age titans like Thomas
Edison, Henry Ford, and Kiichiro Toyoda, and, in
our own day, Bill Gates and Jeff Bezos, recognised
the transformative power of new technologies,
changing our whole economy and way of life.
Where did their visions come from? By
what alchemy, besides sheer force of intellect,
personality, and determination, did they bring
them to life? Visionary business leaders, we have
been led to believe, are creatures we can only
admire and never hope to emulate, who are
gifted with a mysterious power of second sight
that allows them to see opportunities where
others cannot.
Vision demystified
That is not what I believe. I believe that
they were, and are, flesh and blood men
and women who know how to develop
actionable views of their organisations’ best
possible futures—views that are clear-eyed,
inspiring, and granular enough that they can
be operationalised. I have built my livelihood
as a strategist on the conviction that the ability

to develop and then actualise such visions is a
critical—perhaps, the critical—executive skill,
as sorely neglected as it may be in traditional
management doctrine, and as hard to find in
the C-suites of most organisations.
When he was a young man, Apple’s Steve Jobs
experimented with LSD and lived in an ashram
in India. I will not tell you that I have a formula
that will allow you to do all the things that he did.
But I can tell you that you do not have to take
mind-altering drugs to become more visionary.
Developing and deploying an inspiring and
actionable vision is a skill that can be learned.
Beyond that, it can be driven into the cultures of
even the most hidebound organisations, reigniting
their entrepreneurial fires and infusing them with
a renewed sense of purpose and direction.
“You cannot connect the dots looking
forward,” Jobs told Stanford’s graduating class of
2005, when the digital hub strategy that he used
to transform Apple from a mid-size computer
company to one of the world’s most valuable
brands was in full force. “You can only connect
them looking backwards. So, you have to trust
that the dots will somehow connect in your
future.You have to trust in something—your gut,
destiny, life, karma, whatever.” It is a memorable
quote, but I do not believe for a minute that
Jobs and his team grew Apple’s market cap from
$4.8 billion to $313.6 billion in a decade, an
INDIAN MANAGEMENT

MARCH 2020

39

astounding 6,413 per cent, via fate or whatever.
Visionary leaders explore the topography of
the possible and then, after envisioning how
they might master it, walk it back to today and
strategically deploy it. They do that using a
process that I call future-back.
Present-forward versus future-back
Present-forward thinking is the mindset that
you use for routine management. Its processes
are algorithmic, and its approach is incremental,
building on and extending
paradigms that already exist.
Effective, long-view leaders
High in knowledge and
situate themselves within
geared towards execution and
a framework that includes
delivery, it is driven by rules,
facts, and data.
both the present-forward
Future-back thinking, in
mindset that is appropriate
constrast, is low in initial
for running their core,
knowledge and high in
and the future-back
heuristic assumptions—its
aim is not to leverage the facts
mindset that is necessary
that are captured by business
to ensure its continuing
metrics but to discover what
evolution, toggling back
could be true. Discontinuous,
and forth between them as
it explores and develops new
appropriate.
paradigms. While it cannot
predict the future, it can
recognise patterns and trends and build on them.
Present-forward thinking grapples with
what is, employing logical processes that are
deductive and inductive. Future-back thinking
employs problem-solving methods that are less
structured, as they must be applied not only
to what is known, but to what is unknown,
inferred, imagined, and envisioned. To develop
its mental models, it uses both traditional logic
and abductive reasoning, a term coined by the
American philosopher Charles Sanders Peirce
to describe the thought processes that go into
the generation of hypotheses from incomplete
observations. While present-forward thinking and
processes will suffice for as much as 90 per cent
of your time, if you want to ensure a sustainable
40
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future for your organisation, you must use
future-back thinking and processes as well.
A framework for long-view leadership
“Many of the important decisions we make,”
Jeff Bezos wrote in one of his annual letters to
Amazon shareholders in 2005, “can be made with
data. There is a right answer or a wrong answer,
a better answer or a worse answer, and math tells
us which is which.” But sometimes, he added,
“We have little or no historical data to guide us
and proactive experimentation is impossible….
Though data, analysis, and math play a role, the
prime ingredient in these decisions is judgment.”
Judgment and a visionary, future-back orientation
is what drove Amazon to expand from online
bookselling into cloud computing (AWS),
e-books (Kindle), conversational computing
(Alexa), streamed video (Amazon Fire), original
entertainment (Prime video), and more. They are
needed whenever enterprise leaders contemplate
moving into their enterprise’s white spaces. Any
journey into the unknown comes with a certain
amount of risk, but you do not have to stake
everything on your gut feelings. As speculative
as these moves may be, they can be tested and
managed intentionally, in ways that mitigate
risk. The upsides can be enormous—as can the
opportunity costs, if you cede those spaces to
your competitors. Bringing a present-forward
mindset to the quest for long-term sustainability
is a recipe for failure.
In the best of all possible worlds, no one would
ever have to risk disrupting or cannibalising their
core businesses, or spend money on technologies
that do not ultimately pan out. But as Peter
Drucker wrote a long time ago, “being human
artifacts,” businesses and business models “don’t
last forever, and, indeed, today they rarely last
for very long at all. Eventually every theory of
the business becomes obsolete and then invalid.”
Even the best business models weaken or get
disrupted over time; all capital investments
eventually lose their value.

STRATEGY

Leadership Framework

Leaders must toggle between present-forward and
future-back thinking

PRESENT-FORWARD

Leadership Focus:
Near term
Operations
Execution

Process:
Ordered
Analytical
Linear

Decision-Making:

Financial milestones
Facts- and data-driven

FUTURE-BACK

Leadership Focus:

Long term
Exploration
Envisioning and discovery

Process:
Organic
Creative
Iterative

Decision-Making:
Learning milestones
Assumptions-driven

Effective, long-view leaders situate themselves
within a framework that includes both the
present-forward mindset that is appropriate
for running their core, and the future-back
mindset that is necessary to ensure its continuing
evolution, toggling back and forth between them
as appropriate.
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Building a team that can toggle
The members of most leadership teams have
already mastered the present-forward side of
the framework, as it matches up to what they do
in their individual roles as function or business
heads. Moving them over to the right side is
much harder.
There is no one right way to build such a
team, but it is mandatory that, in Jim Collins’
words, “the right people [are] on the bus
(and the wrong people [are] off the bus).” The
CEO may need to change the composition of
the team, adding or subtracting members as
the circumstances dictate. Some may have to
leave the organisation. It is sad but true that

knowing who to fire is as important a leadership
capability as knowing who to hire and promote.
Some of the CEOs we have worked with
cherry-pick less senior people from around the
organisation who have unique knowledge or can
be high contributors to the dialogues; others
divide their teams into two unequal parts, with
the bulk of their members tasked with ongoing
operations and a much smaller group given a
charter to focus on the future.
Innately future-back and present-forward
thinkers may not only have very different
cognitive styles, they may feel uncomfortable
or even threatened by their opposites. As a bank
CEO told me, “each side must appreciate and
value the other, even if they don’t embrace them.
Both sides may feel fear when they look at each
other. But the CEO has to be comfortable on
both sides. If you, as the CEO, don’t have an
optimism about the future and a willingness to
take risks, an aspiration, a sense that something is
greater—if you can’t play out there as the CEO
then this whole thing is dead.”
Ultimately, the secret to lining up a leadership
team that can think from right to left (meaning
from future-back ideation to present-forward
execution) is to ensure that you spend enough
time doing just that, individually and together.
Just as there are annual budget reviews, you
should establish quarterly future-back reviews—
one- to two-day retreats in which senior leaders
revisit their visions and strategies, review the
progress that their innovation teams are making,
and further their own learning. Obviously, the
frequency and duration of these reviews will vary
depending upon your company’s circumstances,
but the key is to maintain a disciplined cadence
of these kinds of conversations. As you and your
colleagues grow more comfortable with futureback thinking, it will become second nature.
Without vision, there is only the push of the
short term and no pull of the future. With it, you
can build and maintain the bridges that connect
your organisation’s tomorrow to today.
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B-schools can play a seminal role in equipping students to handle ethical dilemmas at
the workplace. But not many are successful in doing so.

EDUCATION

DR SANTOSH DHAR AND DR UPINDER DHAR,
SHRI VAISHNAV VIDYAPEETH VISHWAVIDYALAYA

Poor score?

W

hat defines
corporate
ethics? Why is
it often being
ignored in
organisations?
What is the
role b-schools can play in creating an
ethical mindset?
Situations do influence behaviour, but it is an
individual’s ethical make-up that can make a
bigger impact. There are many personal attributes
that are considered to have an impact on ethics;
however, it is spirituality that can best help to
understand the fundamentals of workplace ethics.
Ashmos and Duchon (2000) defined workplace
spirituality as ‘recognition of an inner life that
nourishes and is nourished by meaningful work
that takes place in the context of community’.

Three vital constituents of workplace spirituality
have been outlined by them: inner life, meaning
of work, and community. Giacalone and
Jurkiewicz (2003) contended that there is the
influence of spirituality on the perception of both
the ethical and the unethical.
Creating an enabling environment
One way to keep ethical lapses at bay is to
introduce an integrated course in ethics and
spirituality in b-schools. According to Evans,
Trevino, and Weaver (2006), ethics can be
incorporated through functional areas rather
than making it a separate course. There is also
little agreement on the long-term usefulness of
either method on managerial ethical behaviour.
Research on moral cognitive development points
to the fact that carefully planned training can
improve moral reasoning (Thoma & Rest,1986).
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There is some truth in the
claim that ethics is not
based solely on absolutes;
right and wrong is in the
eyes of the beholder or in
the belief of people and
society.

decisions (Banaji, Bazerman, and Chugh, 2003).
Organisations always look for people with
integrity, thanks to recurring instances of scams.
McKinney and Moore (2008) found that the
presence of a written code of ethics significantly
decreased the likelihood of professionals finding
bribery acceptable; Martinov-Bennie and
Pflugrath’s (2009) study suggested that a code
would only be effective if it is internalised by
those who are supposed to abide by it.
There is some truth in the claim that ethics
is not based solely on absolutes; right and
wrong is in the eyes of the beholder or in the
belief of people and society. However, to argue
that all ethics is relative contradicts everyday
experiences. Many societies practised slavery
because they believed in it and did not consider
it to be morally wrong. The question is whether
individuals and firms doing business in such
societies should also follow the practice.
Perceptions of ethics at the workplace are
significantly associated with employer codes
of ethics, and any violation is likely to have
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Furthermore, it has been
confirmed that an ethics
curriculum, if incorporated with
proper design structures, does
positively impact the course
takers (Waples, Antes, Murphy,
Connelly and Mumford, 2009).
These approaches take into
account moral logic while giving
thought to the psychological
and contextual impacts of ethical behaviour,
and thereby develop value beliefs for ethics
management (Nelson, Poms and Wolf, 2012).
Ethics is much more than doing the right thing;
it entails a review of both problem avoidance
and problem-solving. Case studies, movies, or
role-playing can offer an opportunity to consider
questions such as ‘what could have been done to
avoid this situation?’, or ‘what might have been
done to correct this situation once it emerged?’
Their active involvement would help students
understand conscious or unconscious prejudices
that recurrently interfere with their ethical
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The job market is also
so competitive that if
one does not have a
positive work ethic, then
employers would not
think twice before looking
for someone who meets
their requirements.
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an immediate impact on
the employee. But if ethical
relativism were carried to
its logical extreme, no one
could disagree with anyone
about moral issues because each
person’s values would
be true for him or her.
Ultimately, this logic would
mean that no right or wrong
exists apart from an individual’s
or society’s principles.

Having a positive work ethic
Good management schools are quite conscious
about the shortcomings of their course design
and are dealing with them in their own way.
Some have introduced courses on leadership
and ethics, and others on ethical leadership.
Yet another lot concentrates on a broad agenda
of awareness-creating events in which ethical
issues—such as those involved in scams—are
deliberated upon by students, professors, and
those who have been affected. Some b-schools

have revamped their course after a series of
roundtables, forums, and debates with business
ethics as the focal theme. Institutions are required
to have an amalgamation of all these programmes
besides new courses. No doubt, b-schools cannot
always offer the right answers, but they should
rise to the challenge of preparing future leaders
who have better assessment skills—to consider
morally intricate questions during their careers.
Shareholders, employees, customers, suppliers,
communities, and the broader economy of the
country—all are impacted by the decisions of
business leaders. Hence, augmenting ethical
education at a foundational stage has to be the
top priority for b-schools. And when it comes
to work ethic, focus is as equally important as
persistence. It allows one to finish tasks more
efficiently while avoiding distractions.
People with a strong work ethic do not
procrastinate, and hence, are able to successfully
finish their tasks. The job market is also so
competitive that if one does not have a positive
work ethic, then employers would not think
twice before looking for someone who meets
INDIAN MANAGEMENT
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Emphasising the
importance of integrity
at the workplace and
building an environment
that promotes it can
enhance personal
integrity as well as wellbeing of employees.

their requirements. Although
what constitutes good work
ethics may not be the same
for all, there are a few
qualities that employers look
for, universally—honesty,
integrity, fairness, alertness,
openness, respect for others,
dependability, determination,
dedication, accountability,
confidentiality, responsibility,
legality, competence, humility, and initiative.
Workplace ethics refers to these positive
aspects that also cumulatively define the people
working in an organisation. As positive work
ethics is vital to business success, each person—
from the CEO to new entrants—must inculcate
it to keep the company functioning optimally.
Studies indicate that organisations that act in
socially irresponsible ways often have to pay
heavily for it.
It is often argued that integrating ethics within
the strategic management process is the right
and profitable thing to do. Corporate social
performance has also been found to increase
financial performance. What is ethical may not

always be in the best interests of the organisation
though. One should promote business ethics, not
because good ethics is good business, but because
businesses—as in the case of individuals—are
required to adopt the moral standpoint in all
dealings. Emphasising the importance of integrity
at the workplace and building an environment
that promotes it can enhance personal integrity
as well as well-being of employees. And
undoubtedly, both employees and employers
would stand to benefit.
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‘Command and Control’ is passé. Work out a transformational paradigm that suits
the digital and disrupted era.

STRATEGY

NICK SENECA JANKEL, AUTHOR, BECOME A
TRANSFORMATIONAL ORGANIZATION

Create and control

O

ver the last two
decades, I have
worked with
scores of worldclass organisations
who, despite the
differences in their
size, nationality, purpose, industry, products,
business models, legal entities, and ownership
structures, share a foundational challenge:
how to have an organisation that fits the fastchanging world and the intense evolutionary
pressures it brings.
I have come to believe that most, if not all,
of an organisation’s major problems, whether
decreasing margins or a disrupted operating
model, whether disengaged employees or a
lack of leadership agility, are actually symptoms
of a much more profound issue: the blueprint
upon which modern organisations are built is
no longer a fit for the environment they find
themselves in.
I also believe that the old ‘command and
control’ hierarchy is failing us. It is not
adaptable or agile enough to ensure we survive
in fast-changing environments. However,
moving straight to a flat, distributed, selfmanaging structure also brings with it many
pitfalls and is usually also a fail—it fails
to honour the systemic vision and radical
accountability of those at the top.
Instead, I believe we should model the

21st century organisation on how our brains
work, as our brains are the most complex and
sophisticated organising system in the known
universe. They have evolved to survive and
thrive by blending bottom-up creativity with
top-down control.
I call this the Create & Control™ blueprint.
It galvanises agility and purpose whilst
maintaining essential stability and profit. It
allows for endless transformation without the
chaos of too much innovation and consultation.
Here are some key principles for transforming
your enterprise into a Create & Control™
structure that allows you to become a truly
transformational organisation that survives and
thrives in the challenging era to come:
 Turning your enterprise into a Create
& Control™ structure that allows for
continuous transformation to adapt to
the changing world cannot, and must not,
happen overnight. Gone are the days when a
single, linear Industrial Age change initiative,
restructure, or IT roll-out can deliver the
transformation needed in the digital age.
Instead, organisations must ‘build the plane
whilst they are flying it’—engaging in
continuous future-forward transformation
systematically, strategically, and systemically
whilst ensuring business-as-usual continues
without fail.
 Break out of the cycle of change programmes
being cascaded down from the top on longINDIAN MANAGEMENT
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suffering employees only to peter out in time
for the next one. Becoming a transformational
organisation with a Create & Control™
structure is an evolutionary journey that
will never be ‘finished’ like a traditional
restructure or ‘reorg’ is. This is the new
‘business as usual’.
 There is no one-size-fitsall Create & Control™
solution. Every organisation
Consultants are too
has a different business model,
easy to hire and blame,
history, and culture, and so
which all too often
what is right for one will not
pushes ownership of the
be right for another. Instead,
the principles of becoming a
transformation to those
transformational organisation
who do not have the
must be interpreted within
power to enact it.
your organisation by your
people as they architect an
organisational structure that blends the right
amount of create (agility, purpose, pace)
versus control (stability, profit, predictability)
 Consultants do not have all the answers.
Leaders must resist the temptation to
outsource their transformation challenges to
management consultants who themselves tend
to rely on outdated Industrial Age thinking.
Consultants are too easy to hire and blame,
which all too often pushes ownership of the
transformation to those who do not have the
power to enact it. Those within must lead
transformation, as content and execution
experts, supported by consultants as process
and technology experts.
 As this is a journey, not a destination,
it is essential to build serious muscle
in transformation now across the
organisation—you will be invited by the
fast-changing world to transform again
and again in the coming decades. Use
the transformation journey to embed a
massive upgrade in capabilities in both
leaders and employees. Empower all
employees to become transformational,
50
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not just those called ‘leaders’. Harness the
process to upskill employees to be agile
and creative; and to upskill senior leaders
to lead transformation. This is a perfect
opportunity to walk the talk of employeeled creativity, innovation, and change.
However, senior leaders must still guide
with their systemic vision.
 The immune system of the legacy Command
& Control hierarchy will try to shut down
all attempts at transformation (whether they
are called innovation, digital transformation,
culture change, or anything else) until the
cultural DNA of the organisation, its immune
system, is rewired, one mindset and habit
at a time. Mindsets—like micromanaging,
needing to be the smartest in the room, acting
disempowered, or creating victim/persecutor
dramas—must change. In fact, mindsets must
transform before the structures, processes,
and strategies transform. An organisation
cannot embed a transformational way of
doing business without changing the hearts
and mindsets of the people in it.

STRATEGY

hopes up only to disappoint them again. Trust
that the value created will be an exponential
return on investment because your teams will
be able, willing, and ready to invent the future
of your organisation and industry not just
once, but many times.
 Start small, but hold a big vision for a truly
transformational organisation. Imagine a bold
vision for how your organisation can reinvent
itself to be adaptable, yet stable. Then, start
the transformation process in one area of the
organisation, with just a handful of crossfunctional teams.
 Use transformational innovation best practice
to prototype rapidly; fail small and fast; and
learn quickly before you evolve, scale, and
mainstream. Use systemic thinking best
practice to find sweet spots where small
changes could create outsized positive
outcomes. Go for quick, yet significant, wins
to build confidence and trust.
 Sense what is happening now before you
make big changes. Begin by listening and
learning from everyone, understanding
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Senior executives must recognise something
they do not teach in MBAs: whoever shapes
the people and culture of an organisation to
become transformational owns the keys to
the kingdom of future success. Leadership
development programmes must no longer
happen in [organisations] but must become
crucial, on-the-job support for delivering
transformational outcomes on tangible
and concrete problems—whilst still giving
leaders space, time, and permission to reflect
and connect. Unleash the potential of all
employees to effect change, at whatever level,
with people development methods that are
themselves innovative and scalable.
 Be prepared to invest for
exponential returns. The
Whoever shapes the
rewiring of an organisation
to become transformational
people and culture of an
cannot be done on the cheap. It
organisation to become
will take a sustained investment
transformational owns the
of time, energy, and resources.
keys to the kingdom of
Do not do it if you are not
future success.
committed as it gets people’s
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where the organisation is currently at,
where the lines of power and accountability
interact, where processes are ill-adapted to
the environment, where the greatest pain
and suffering is, and where people are not
agile, empowering, and creative.
 Ensure processes and digital technologies
are updated to support both adaptability and
stability. Processes usually work best when
they are designed in co-creation between
those who actually have to do the work
along with experts. Incorporate digital
technologies—including AI and automation—
slowly, and always solve concrete problems as
they emerge—rather than jumping on costly
bandwagons that do not have a clear purpose
or value.
 Learn from, and adapt, existing technologies
rather than immediately buying complex
IT systems for digital transformation.
License, borrow, and improve open-source
technologies, self-management processes,
agile and scrum methods, lean techniques,
social technologies, design thinking,
disruptive innovation practices, and more to
fast-track the transformation. Customised
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systems can always be generated once the
prototypes and hacks have been tested.
Do not stay purist to any one approach.
A combination of clear principles and a
bricolage of hacks and fixes are better than a
perfect, but inflexible solution.
 Bring together the C-suite and directors to
share their budgets and deliver the full weight
of a systemic vision. They must work together
to drive forward culture change, leadership,
strategy, and innovation. Silos and fiefdoms
have to break down at the top first to allow
others to co-create powerful solutions.
 Ultimately, a small group of leaders at the
top of the existing hierarchy have to switch
on and step up to lead this transformation
and usher in a Create & Control™ structure
that can future-proof the organisation.
Senior leaders must give up seeking just
safe, linear, and incremental Industrial
Age solutions to complex, fast-evolving,
network-driven transformational problems
and be ready to guide and cultivate non-linear
transformational solutions that fit the digital,
disrupted, and damaged era we are in.
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✦
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To build competitive advantage, organisations must cultivate a paradigmbreaking mindset and value employee opinion.
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reak Paradigms to Build
Competitive Advantage
Breaking
paradigms is
crucial for
achieving
breakthrough
results. As a business unit general
manager, I was taught this lesson
by the CEO of our company,
Paul Staley, who challenged the
design of a new plant my business
unit was trying to economically
justify. The return on investment
was initially below the hurdle rate
for this type of project.
Strategically, we wanted to
build the plant because it would
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open a new geography in a growing market
for the company and protect that market from
the entry of a competitor, but
we needed a higher return on
investment to get the board’s
approval. We didn’t want to
justify the plant just on a strategic
basis, but on an economic basis
as well.
Think “Out of the Box!”
When I told Staley that the
internal rate of return of the
project was insufficient to
present to the board, he asked
that every aspect of the plant
design be reviewed with the goal
of building the plant at a lower

© Shutterstock.com

Because of its new
design and the way
it operated, it was
the lowest cost plant
of its type in the
industry and became
our company’s model
for future plants of
this type.

capital cost and running it at a lower
operating cost.
This type of plant would normally
be staffed by four people on a
one-shift operation, led by a plant
manager. Staley asked if it would be
possible to design a smaller plant to
operate with only one person. I said
no, that was impossible.
Staley then told me to design the
plant with a two-shift self-managed
crew without a plant manager—one
person on the first shift and one on the second
shift, something that had never been done
before. My response was, “So, you want a moreefficient plant built at lower capital cost run by
fewer people and with no management? These
objectives are mutually exclusive!” Staley just
smiled and said, “Think out of the box! I know
you and your team can do this.”
We used the ideal plant model process I
described in Chapter 2-7 to reimagine this
plant. Working with our engineering and plant
operations team, we broke every paradigm we

ever had about this type of plant.
Through brainstorming, out-of-the-box
thinking, and open dialogue, we reoriented
equipment and scaled down the capacity of
the plant to lower the initial capital investment
but left it expandable if and when the demand
justified additional capacity. We raised the
qualifications of the operators hired to run the
plant, ensuring they had the capability to
self-manage.
There was much skepticism within the
company that the plant could run with a selfmanaging crew of only two people. For political
reasons, I added the cost of a third person to the
cash-flow projections. A third person was added
a few years later after demand grew, requiring
operation on the third shift.
After the plant design was revised and
staffing reduced, the return on investment rose
significantly, and we received board approval to
build the plant. Because of its new design and the
way it operated, it was the lowest cost plant of its
type in the industry and became our company’s
model for future plants of this type.
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Breaking Paradigms Builds Competitive
Advantage
A competitor chose not to enter the geography
because of our plant’s low-cost operation—they
couldn’t match its low costs.
A few years later, we built a replica of the
plant to serve another
geographic market. We
operated the plant at
Price of our
even lower cost with one
commodity
individual on the day
products and cost/
shift and a local retiree
performance of
who filled in when the
individual took vacation
our specialty and
or a sick day. We fulfilled
catalyst products
Paul Staley’s original
played a large
challenge to us: to operate
factor in whether
a plant like this with only
we won or lost the
one person!
How do you create
business.
a paradigm-breaking
mindset, so it becomes part of the culture of
your organization? I believe you need a catalyst
and an initiative where existing paradigms can
be challenged.You also need an organizational
culture where the opinions of all employees on
how to achieve breakthrough improvements
are valued and where the status quo can be
questioned. The organization that accomplishes
this will build competitive advantage.
Winning in a Competitive Marketplace
All business leaders face the issue of how to win
business in a competitive marketplace. At PQ
Corporation, we constantly faced competitive
pricing decisions to retain current customers’
business as well as win the business of new
customers. Price the product or service too low,
and you are leaving money on the table. Price
it too high, and the customer or client will buy
from a competitor.
Many of PQ’s customers and the customers
of our competitors were supplied under the
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terms of supply contracts that were one or more
years in duration. Before the end of their supply
contract, many of these customers would put
their business out for bid for the next contract
period. In the competitive marketplace, this was
an opportunity for us to win a future customer’s
business currently supplied by a competitor,
and an opportunity for a competitor to win the
business supplied by our company.
We worked hard to differentiate ourselves
on customer and technical service, as did our
competition. Price of our commodity products
and cost/performance of our specialty and
catalyst products played a large factor in whether
we won or lost the business.
As a business leader, how do you increase the
probability that you will win in the competitive
marketplace?
Work To Be the Preferred Provider
At PQ, we were always on the journey to be the
preferred provider by providing a great customer
experience. We wanted to be the company that
every customer would preferentially buy from.
Our goal was to help our customers be successful
in their businesses by being a great supplier.
Our products always met our specifications, our
plants were responsive to emergency deliveries,
and our sales and customer service people worked
to resolve any issues with our account.

Excerpt from Be Different! The Key to Business and Career
Success by Stan Silverman. Reprinted with permission of
Business Expert Press. © Business Expert Press, LLC, 2019.
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Top management must-reads
The Moonshot Game:
Adventures of an Indian
Venture Capitalist

No Limits: The Art
and Science of High
Performance

Author: Rahul Chandra
Publisher: Penguin Portfolio

Author: Mukesh Bansal
Publisher: Westland

A venture capital (VC) is a
journey of ups and downs.
This book gives insights
into the world of VC with
stories involving large
bets and big mistakes, and
how one juggles several
investments at the same
time. It also explores
India’s start-up revolution
from the eyes of venture
capitalist Rahul Chandra.
Covering the turbulent
times from 2006 till
2016, Chandra recounts
his adventures in India's
hyper-funded start-up
ecosystem.

Combining his
entrepreneurial experience
with extensive research
in health and fitness,
Mukesh Bansal dives into
the enormous power of
plasticity—the ability of
the human brain to rewire
itself at will as we develop
new skills. He has studied
the science behind it, and
worked closely with high
performers across verticals
to understand what it takes
to transcend apparent
limitations and achieve
true potential. The book
is a guide to maximising
one’s potential with welldefined strategies.
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Leadership Strategy and
Tactics: Field Manual
Authors: Jocko Willink
Publisher: Macmillan

Leaders at all levels are often
forced to use theoretical
guesswork to make decisions
and lead their troops.This
book is a practical guide to
leadership and how to excel
at it. It provides tested and
proven strategies and tactics,
in business and in life.
Retired Navy SEAL Officer
Jocko Willink explains
his pragmatic leadership
methodology that teaches
how to lead any team in
any situation to victory,
including how to deal with
egos and how to earn and
build trust with both your
subordinates and superiors.

Age of the Imperfect
Leader: Leading from
Strength
Author: Pawan Verma
Publisher: Rupa Publications
India

This book attempts
to debunk the myth
of perfect leaders by
suggesting that you should
have the courage to be
imperfect, and if you try
to be good at everything,
you can never be great at
anything. It identifies the
key secrets of leadership
success in the modern
world: discovering your
strengths and investing in
these areas, focusing on
the strengths of your team
members instead of their
weaknesses, making your
leadership team wellrounded, and many more.
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In a world dominated by Zener consumers, businesses that succeed will be those that
build trust and maintain a high social responsibility score.

MARKETING

DR DEBASHISH SENGUPTA, AUTHOR, THE LIFE OF Z

The ‘Z’ code

A

radio is buzzing in a
corner; the transmission
is unclear, and the signal
seems to be wavering. I
adjust the antennae and
then the voice starts
getting clearer. I repeat
this ritual several times. However, the crackling
cricket commentary makes up for all the hard
work. Both my younger brother and I are glued
to the radio the whole day. Our parents are not
at home. My mother wanted to speak to our
grandma and therefore she has gone to the post
office to book a trunk call. It would take her a
few hours of waiting before her turn comes to
speak over the public land phone. It took longer
than expected for our parents to come back
home. They could not find a taxi and hence had
to walk for nearly a kilometre before they found
some transport. And after such a long day, mom
had to cook dinner too. Meanwhile, we switched

off the radio since the match got over, and helped
mom in the kitchen. It was an uneventful day, but
we had some excitement coming up. Sunday was
just a day away, when we would catch another
episode of ‘Star Trek’. By then, we should also
be getting a letter from our cousin who would
possibly share our secret encryption code and
also photos of his recent holiday.
When I tell my son this story, he poses a
flurry of questions: Why were you listening to
the radio and not streaming live cricket over
the internet? Why could your parents not make
a video call from their mobile phone? Why did
you not order food on an app instead of letting
your tired mom cook? Why were you waiting
for days for a letter instead of using WhatsApp
or Instagram?
These are typical thoughts that rule the minds
of those who belong to his generation. Born
in the midst of technology and social media,
they barely understand the times when we
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Zeners are inundated
with information and are
uber-connected. Their
formative years are
shaped by a world that
offers them tremendous
opportunities and tools for
success on a platter.

were children. Their world is
different—on one hand, rapid
advancements in technology
are opening new realms of
possibilities like space tourism,
on the other, it is threatening
their very existence. While the
world is being brought closer
than ever before with networks
that defy the limits of distance;
it is also being fragmented
by economic, political, and religious conflicts.
Zeners or Generation Z, born in the year 2000
and after, are a unique generation. They have
more friends than anyone ever had perhaps, yet
they do not have strong connect with others.
They click more photos than Kodak film rolls
would ever allow and share them on Instagram,
but they miss the nostalgia of opening an old,
dusty album.
A goldmine consumer cohort
Zeners, the preteen and teenagers of today,
are a potential goldmine for companies and
marketers. Goldmine because this generation
accounts for close to 32 per cent of the world
population—by far the largest consumer cohort
in the world. I use the word ‘potential’ because
most companies have not yet succeeded in
leveraging this powerful, influencer consumer
base. Most companies have been too busy
focusing on millennials, and have not yet woken
up to the potential that Zeners offer. The problem
marketers face with respect to them is akin to
the one they faced in the case of millennials.
They make the mistake of projecting the previous
generation onto them and expecting similar
attitudes, mindsets, consumer preferences, and
behaviour. This leads to the formulation of flawed
marketing and consumer strategies.
Zeners have grown up in transformed times
A generation born into the world of social
media, smartphones, and smart gadgets,
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Zeners are inundated with information and
are uber-connected. Their formative years are
shaped by a world that offers them tremendous
opportunities and tools for success on a platter.
These differences in the environment make them
unique, and it is this uniqueness that makes the
marketers’ task challenging.
Unlocking potential
The key to unlocking the potential of this
powerful consumer base is to first understand
them, their lives, their world (mostly virtual),
and resulting attitudes, mindsets, and behaviour.
My latest book, The Life of Z: Understanding the
Digital Pre-teen and Adolescent Generation, attempts
to dive deep into this generation and create an
unbiased and unambiguous understanding of
them, which in turn can become the basis for
taking decisions—for everyone and anyone who
manages Zeners. This includes marketers and
entrepreneurs, besides parents, teachers, child
counsellors, and psychologists.
Here are a few facts about the ‘Z’ generation,
and tips to unlock the potential of this most
powerful consumer segment in the world:

© Shutterstock.com
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Smart too soon!
A large percentage of Zeners has more than
one smart digital gadget unto themselves,
smartphone being the most common; and
they get to own these phones quite early in
their lives.
Business tip: Since most of them have
smartphones, most children and teenagers
have easy access to information. This also
makes them one of the most aware consumers
the world has ever seen. They consider
advertisements as irritants and tend to believe
less in them, but mobile storytelling serves as
a big draw.
In this context, we could say that going digital
could be a good decision for businesses.
PlayAblo and Vedantu are two such companies
featured in my book. The former is gamifying
the landscape of school education; the latter is
transforming tutoring through online tuitions,
taking classes and the best tutors right to
the homes of Zeners, teaching them at their
comfort, time, and space.
 Virtual is real!
Those belonging to generation ‘Z’ do not just


like being more in the virtual world; they
also tend to project the virtual world in their
actual lives. If millennials started a seamless
parallel existence in the real and virtual
worlds, then Zeners have taken it a notch up
by being so influenced by it that many a time,
they believe or rather want to believe that it is
the reality.
Business tip: Such behaviours are a result
of early exposure to the virtual world. This
makes them extremely vulnerable as well;
the damage brought about by the Blue Whale
challenge and the Momo challenge is fresh
in our minds. However, marketers can take
a cue from this behaviour and leverage it in a
positive manner.
For example, take the Minecraft game that is
extremely popular among Zeners. Minecraft,
known for its alternate reality building
blocks, have numerous brands advertising
and promoting themselves on their platform.
This reach via the virtual world not only gives
brands direct access to the Zener consumer,
but also creates a virtual world of influence
that reflects in their real-world preferences.
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Zeners are attracted to
businesses that care
for the planet as well
as those that make
socially responsible
investments. Businesses
can win them over by
protecting consumer
rights and caring for the
environment.

To protect this vulnerable, yet
powerful set of consumers,
Microsoft-owned Mojang
recently announced that it is
drastically limiting the way
agencies, politicians, and
non-profit organisations can
litter the virtual world
with promotions.
 Meet them in their
‘space’
Where can we find Zeners
most of the time? Well, most
people would say online. But
that is a vague understanding of their real
neighbourhoods, the places they frequent.
Apps like Snapchat, Instagram, Spotify,
Messenger, and Twitter are hugely popular
among them, all the more because they find
their parents less frequent in these spaces.
They do not consume television the way the
previous generation used to. They prefer
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mostly internet-based content, Netflix taking
the lead.
Business tip: Marketing activities, such as
targeting and positioning, and promotion
can be strategised better based on the
understanding of Zener neighbourhoods; it
would also ensure high return on investment.
 ‘NetiZeners’ - internet for fun!
Zeners use the internet differently compared
to the previous generation. They go online for
primarily watching videos, gaming, listening
to music, making music/videos, and so on.
Reading/watching memes is also extremely
popular among them; many have their own
YouTube channels too.
Business tip: The traditional way of
promoting products does not quite work
with Zeners. The key is to understand their
preferences.YouTube videos and popular
YouTubers are a great way to reach them.
Vat19.com is a good example; they make fun
videos targeting Zeners, while also promoting

MARKETING

Remember that although
Zeners are the influencer
consumers, their parents
are the paying consumers.
Brands should not forget
this fact, and must do
everything to win parents’
approval and build trust
as well.
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various products and enticing
them to buy these from their
website. Daniel Thrasher
has piano recital videos on
YouTube, and at the same time
advertises products. Similarly,
TwoSet Violin, a YouTuber duo,
play the violin in their videos
and promote their merchandise
as well.
 Up-aging
There is a strong degree of
‘up-aging’ among Zeners; in other words,
they mature faster than their physical age.
The huge exposure they have to information
technology and the changing world and social
order have contributed to this in some way or
the other.
Business tip: The line between products
and services meant for children and adults is
blurring by the day. Gadgets, lifestyle brands,
and many other products/services have an
equal chance to attract Zeners, as they
can adults.
 Vocal about rights
Zeners can aptly be called ‘crusaders’ of
social justice. They abhor discrimination in
the name of religion, region, language, or any
such pseudo wall that violates basic human
rights. They also voice their worry regarding
the environment and the future of the planet.
Greta Thunberg has already proven how
powerful a Zener’s voice can be, by leading
the fight against climate change and creating a
stir among world leaders.
Business tip: Zeners are attracted to
businesses that care for the planet as well
as those that make socially responsible
investments. Businesses can win them over
by protecting consumer rights and caring for
the environment.
 Vulnerable
Despite the power technology and
information offer them, Zeners are perhaps

the most vulnerable section in society. In the
digital age, there are dangers lurking in both
the real and virtual worlds. See the contrast:
a 17-year-old boy discovers a planet on the
third day of his NASA internship, while
a 12-year-old girl kills herself after being
severely cyberbullied.
Business tip: This vulnerability has made
parents extremely skeptical of brands that
try to lure Zeners. Remember that although
Zeners are the influencer consumers, their
parents are the paying consumers. Brands
should not forget this fact, and must do
everything to win parents’ approval and build
trust as well.
While writing my book, I had the opportunity
to talk to countless number of Zeners, their
parents, teachers, counsellors, and paediatricians,
and I came across many contrasting stories. For
instance, a group of children has turned their
school project into an entrepreneurial journey;
however, there are many others struggling
to realise their dreams because they find low
acceptance of their ideas among adults. This
generation undoubtedly has high potential, high
intelligence, and high ability. But the world they
live in is turning more predatory by the day and
pressures are mounting. This would increasingly
make them fall prey to anxiety, depression, and
poor mental health.
Businesses must realise that the key to winning
Zeners as consumers lies in building trust. Try
to not just be profitable, but also responsible;
not just make profits, but care and share as
well. What they look for is understanding and
empathy. Those who understand Zeners and their
lives win them early and for long. Together with
millennials, they hold the key to the fortunes of
businesses in the years to come.
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How business will step up its game in the new decade.
NATALIA OLYNEC, IMD BUSINESS SCHOOL

SUSTAINABILITY

What lies ahead

T

he new decade has begun
on a wave of activism,
financial innovation, and
government policies
aimed at positive societal
change. A growing number
of CEOs, policymakers
and consumers know that big social and
environmental problems, particularly climate
change, are accelerating beyond the boundaries of
our current system.
Under pressure to transform, companies
recognize that embracing systemic change
and disruption to address the world’s urgent
challenges will create huge opportunities for
innovation, investment, greater relevance and
market share.
In the new decade, “it will not only be possible
to do well by doing good, it will only be
possible to do well by doing good,” says IMD’s
President Jean-Francois Manzoni.
The World Economic Forum’s Davos
Manifesto, released to coincide with the 50th
anniversary of the organization’s annual meeting currently in full swing in the Swiss Alpine resort is a “a set of ethical principles to guide companies
in the age of the Fourth Industrial Revolution.”
Meanwhile, for the first time in its 15 year
history, the top five risks in the Forum’s annual

Global Risks Report were all related to the
environment and climate change.
With the release of these two publications and
with sustainability top of the agenda at
#WEF20, IMD faculty have identified some
key sustainability trends that will drive business
in 2020.
Responsible leaders drive action for
Sustainable Development Goals - Professor
Susan Goldsworthy
We have ten years to achieve the 2030 targets set
by the United Nations Sustainable Development
Goals (SDGs). We now know that our current
way of living is unsustainable and so we must
ask ourselves, ‘What did we do once we knew?’
Business has a vital role to play in protecting our
ecosystem otherwise our short-term business
endeavors become increasingly irrelevant.
Leadership demands that executives see the
bigger picture and act responsibly whilst
working on the day-to-day. For example, IG&H
Strategic consultancy has created a sustainability
plan with the goal of becoming CO2 neutral.
As well as investing in solar panels and electric
cars, it is also planting a small forest in Portugal
and creating a biophilic office. How might you
act to combine the interests of people, planet
and profitable business?
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From sustainability strategy to sustainable
transformation - Professor Bettina Büchel
Integrating sustainability into corporate strategy
is becoming essential to address the impacts of
global megatrends. While some are influenced
by an increasingly aware
consumer base that is more
in touch with the impact
Stakeholders across the
the products and services
globe are demanding capital
they buy have on people and
markets shift from shortthe environment, others
term, siloed, extractive
are driven by the role their
behavior to long-term,
company has on society
at large.
inclusive and sustainable
For example, OCP Group
capitalism.
of Morocco, with exclusive
access to 70 per cent of
the world’s phosphate reserves, has a unique
opportunity to ensure global food security. OCP
has evolved from a phosphate rock exporter to
a farmer-centric fertilizer solutions provider.
While maintaining its global reach, it works
closely with farmers to unleash the agricultural
yield potential of Africa – a continent that could
solve the world’s food challenges. OCP develops
customized fertilizers to provide soil-specific
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nutrients to alleviate the damage that fertilizer
overuse has caused in other parts of the world.
Sustainable finance goes mainstream Professor Vanina Farber
Stakeholders across the globe are demanding
capital markets shift from short-term, siloed,
extractive behavior to long-term, inclusive and
sustainable capitalism. Investors are moving
beyond the simple risk-return paradigm to
ask how they can deploy capital as a lever for
change. Investment decisions that integrate
environmental, social or governance (ESG)
criteria are increasingly popular and are
positioned to drastically ramp up over the next
decade: projections indicate a €1 trillion market
where one in every three equity funds will be
ESG focused.
Meanwhile, the measurement and aggregation
of non-financial data are emerging as a cottage
industry to support the financial sector. From
sustainable portfolio construction to specialized
stock exchanges and green bond markets,
investors will demonstrate the purposefulness of
their investments.
China steps up to green the global economy Professor Mark Greeven
Without China’s support, neither the EU nor
the US will have enough clout nor negotiation
power to really push for significant initiatives. As
examples, consider the expectations on Chinese
leadership to deal with the Amazon emergency in
Brazil, or the fact that China is the second largest
contributor to the United Nations.
China is also the key benefactor of the United
Nations Environmental Programme (UNEP) and
the driving force behind the alignment of the
Belt and Road Initiative and the UNEP into an
International Green Development Coalition. This
will be a year of Chinese Climate diplomacy –
the key question will be if other large nations are
willing to engage with China, on Chinese terms
or otherwise.

The next generation will influence family
enterprises to embrace social impact Professor Peter Vogel
Family Enterprises make up the majority of all
businesses in the world, contributing to twothirds of global GDP and job creation. They
therefore play a significant role in addressing
some of the world’s most pressing challenges.
While Corporate Social Responsibility and
philanthropy are clearly very important, the most
effective strategy is the transformation of business
models towards real impact and purpose.
Because of the direct influence of owners, family
enterprises are in a unique position to master
this transformation.
One major driving force inside family
enterprises is the next generation of
owners and leaders. They are moving into
significant leadership and governance roles
at a comparatively young age, allowing
them to push for innovation and transformation
across the entire organization. Helping
this emerging generation to transform their
business models will be an incredibly
effective way of addressing the most pressing
global challenges.
Corporate Digital Responsibility will unite
sustainability and digitization - Professor
Michael Wade
This year will see the emergence of Corporate
Digital Responsibility (CDR) – the use of digital
technologies to promote ethical and sustainable
business practices.
Social digital responsibility includes an
organizations practices around customer and
employee privacy, as well as aspects of digital
diversity and inclusion.
Economic digital responsibility relates to the
replacement of jobs by technology, as well as the
changing nature of jobs through things like, for
example, the gig economy. CDR is also linked
to the development and use of technologies
themselves, such as the ethics and accuracy of
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AI decision-making algorithms along with the
potential weaponization of AI.
Finally, environmental digital responsibility
concerns digital technologies and the physical
environment. This includes responsible recycling
or disposal of e-waste, and power usage of
technologies such as bitcoin mining.
The fashion and luxury goods changes its
habits - Professor Stéphane Girod
With its long supply chains and energy intensive
production, the fashion industry is responsible for
about 10 per cent of greenhouse gas emissions.
To a growing number of consumers, this impact
is no longer acceptable. When Burberry burnt a
large stock of unsold clothes in 2017, the brand
faced a serious backlash on social media.
Significant industry adaptations are taking
place, including:
 A shift to made-to-order production to avoid
unnecessary waste
 The multiplication of business models for
second hand items. Companies like Panoply,
threadUP or Rent the Runway are leading
the way
 Fashion companies pledge to cut carbon
emissions. Kering announced it aims to cut
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its emissions by 50% as it becomes
carbon-neutral
 Reorientation of story-telling towards a
brands’ purpose
 Addressing the damaging impact of
e-commerce delivery on the climate However,
Real changes will happen when the late
adopters change their behaviour.
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Making marketing a positive force for change
- Professor Frederic Dalsace
For many, marketing is seen as the villain:
promoting the purchase of often poor-quality
goods and services we don’t really want nor need
with money we don’t have.
I propose that marketing could become a
positive force for change. When marketing
deals with buyer-seller relationships (B2B and
B2C), it should find ways to encourage a more

efficient development and production process.
Meanwhile, marketing has been researching
customer persuasion for almost a century, so it
should now be able to develop new attitudes and
behaviors and promote the circular economy.
Marketing could also promote certification
and traceability schemes, therefore fostering
a more equitable world. And the proverbial
‘limitless imagination’ of marketers could be
used to develop new business models dedicated
to the poor. This will require a critical mass
of customers to force firms to change their
practices, and bold Chief Marketing Officers to
make it happen.
Spelling has been preserved.
Reprinted with the permission of International Institute for
Management Development.
No part of this publication may be reproduced, stored in a
retrieval system or transmitted in any form or by any means
without the permission of IMD.
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There are challenges many in the startup journey, but these can be dealt with ease if
one adopts a pragmatic approach.

STARTUPS

SARVESH SHASHI, SARVA

The right track

N

o startup endeavour
is complete without
facing its share of
challenges, but it
invariably brings in
learnings too. It could
mould you, both
personally and professionally, and enhance your
personality. It could effect a sea change in one’s
thought process and perspective, wherein you
are able to adapt to and look at each situation
in a balanced way. This has been my personal
experience too.
Here is a list of dos and don’ts for budding
entrepreneurs, which would offer them the
right perspective, and help them grapple with
the managerial challenges that could arise in the
startup journey.
 Define your mission and vision
This might sound like the most fundamental
aspect, in fact redundant, but most of us
do not set the definitions right at the very
beginning. The company’s vision has to be
clearly defined and goals set before embarking
on the entrepreneurial journey.
 Identify the right talent
No matter how big your idea is, you cannot
run the show by yourself. There has to be a
core team that is aligned with your thoughts
and at the same time can bring a difference
to the table. Moreover, there must be
healthy discussions and arguments that give
a 360-degree perspective vis-à-vis every
challenge. The team should have the capability

to execute the solutions and wear multiple
hats, at least in the initial stages.
 Manage your funds
Get your cash flows right because if you hit
a dead end, your growth will be affected.
Capital is important for everything, be it
software, product development, office space,
or marketing. Initial investment and funds
planning are what will decide the rest of
your journey.
 Do not ignore marketing and sales
Word-of-mouth publicity is all good but
marketing and sales should not be ignored
totally. Never leave it solely to customers in
the hope that they will discover you; make a
structured action plan for acquiring a loyal
base. When you build sales and marketing
functions from the ground up, they can be
aligned and integrated better going forward.
 Failure is important
Failure is an intrinsic part of any
entrepreneurial venture. Dispel apprehensions
and try to imbibe what you learnt from it
rather than getting bogged down. Ups and
downs facilitate learning and growth. What
is important is to not lose the desire and
passion. Mental strength during tough times is
the only thing needed to hold up and
move ahead.
 Welcome diverse skill sets
Hiring may seem like an uphill task, but to
sustain a startup, there is a need to include
people with different skillsets—this applies to
co-founders as well as employees. Individuals
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with diverse ideas are as important to a
growing venture as those with a similar bent
of mind.
 Match the service/product and
market
Find the perfect fit between the product and
market, as this is what will establish you as the
market leader and help you stand out amidst
the clutter. Make sure you
identify a genuine market need,
Do not let attachment
wherein the customer would
come in the way of logical
not be hesitant to pay for the
decision-making. If you
service offered. The solution
must solve customer needs
feel things are not going
while also offering them the
fine, then let go, pause,
best experience. For instance,
and begin again.
SARVA was established with
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the idea of helping people find a
balance between physical and mental wellness
through yoga.
 Align with your investors
Investors can open the right doors for a young
business and lead it to greater heights. So,
choose your investors wisely and raise capital
at an early stage if need be. They have to be in
tune with your idea and can help in creating
the product/service and in team building and
other aspects.
 Find your mentors early
This is one of the most important aspects to
consider. Mentors could serve as a sounding
board for your reflections and perspectives
right from the word go. Good mentors can
help to avoid complacency and to gain a new
perspective—otherwise you may stand a
chance to think unidimensionally. They can
also lend clarity to your inner voice and guide
you appropriately.
 Set up systems and processes
Businesses rely on paperwork,
documentation, and keeping track of
processes. Hence it is important that these
systems are established at the very outset.
If a solid management information system
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is in place, then it will become easier to
delegate responsibilities and tasks as the
business grows. This includes everything
from contracts to clear terms and conditions,
effective employment procedures, and so on.
Invest in quality control systems, as they are
an important part of driving improvements.
 Work-life balance
This is one of the most demanding aspects
of being an entrepreneur. So, prioritise it
right from day one. A healthy personal life
will ensure that you are able to bring out
your best professionally and fill up loopholes
in the process. This is also critical to building
a work culture as a startup and enhancing
overall productivity.
 Know when to let go
While you may have given it your everything,
detachment is key to a startup as with
anything else. Do not let attachment come in
the way of logical decision-making. If you feel
things are not going fine, then let go, pause,
and begin again.
The guiding mantra for entrepreneurs should
be: Live your dream. Be enthusiastic, daring
and crazy about your goals. Keep learning at
every stage and remember, hard work is 99.9
per cent more effective than sheer luck.
Just like the potential to create, the
motivation to keep going is also within us.
What is needed is the ability to capitalise on
our strengths and make improvements vis-àvis our weaknesses. Amidst all the starts and
halts, recharge yourself, refuel, and focus on
what is mission-critical.

Illustration by Farzana Cooper

78

INDIAN MANAGEMENT

MARCH 2020

Learning agility has emerged as the most crucial skill set to succeed in the
new-age economy.
MUNIINDER K ANAND, CENTER FOR CREATIVE LEADERSHIP

SELFDEVELOPMENT

Unlearn, adapt

C

ountries around the world
are in different phases of
their economic cycles,
but the bigger picture in
terms of who the players
are remains largely
unchanged. Out of the top
20 economies of 1980, 17 have maintained their
presence on the list, which means there are only
three new entrants in the last three decades.
In the last decade or so, we have been witness
to flux in the economy, both globally as well
as closer home—the response of developed
countries to the 2009 recession, growth
acceleration of BRICS nations, and the recent
growth slump in China and India due to the
macroeconomic trends of reduced consumption

expenditure and degrowth in exports, primarily
due to the protectionist stance adopted by
developed nations.
Disruptive forces are taking centre stage with
respect to the global economy. New regimes are
doing away with conventional knowledge and
ignoring the policy rulebook. Protectionism is
dampening the upswing of trade flows that led
to China’s rise.
For nations, the ask now is to make shrewd
investments, develop a workforce with the right
skill sets, build the capability for research, and
provide effective governance, which are not
easy feats to achieve. Adding to the complexity
are the disruptive forces—ranging from
protectionism to climate change, which may
cause a disproportionate impact on low- and
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In the times to come,
those who win would be
those who do not wait
for the next wave or for
situations to improve, but
who take charge—those
who take the initiative to
create their own success.

or for situations to improve, but who take
charge—those who take the initiative to create
their own success.
Below are five questions that may lead the way to
charting your path to success in any economy:
1.What are the broad goals or aspirations you
have for yourself/your organisation, and what
are the benchmarks against which we can
measure our progress?
2.Where is the potential available to us in the
market/industry, and where should one
operate to realise goals and aspirations?
3.In one’s chosen place of operation, how will
one choose to win against competitors?
4.What capability does one need to build and
maintain to win in one’s chosen manner?
5.How does one manage and scale to develop
and maintain key capabilities?
While dealing with these questions, the trick
is to have answers that are aligned with each
other and also help in building a cohesive strategy
to succeed in the new-age economy. However,
people make thinking out the answers much
harder than it ought to be.
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middle-income economies.
To succeed in the present
economy mired in newage trends, such as artificial
intelligence, design thinking,
Internet of Things, automation,
and an evolving geopolitical
environment workplace, the
key differentiator would be to
have and maintain a competitive
edge. The need of the hour is
an individual’s ability to connect the dots, to
meet present and future needs of employers
and markets alike to drive success. However,
in times of crisis lies the opportunity—
while automation and the digital economy
are boosting productivity for some, they are
depleting the previous sources of advantage for
others. And the way a disruptive trend impacts
an individual depends largely on his or her
preparedness to adapt to it and change so as to
harness its true potential.
In the times to come, those who win would
be those who do not wait for the next wave

80

INDIAN MANAGEMENT

MARCH 2020

SELFDEVELOPMENT
Some simply overthink and lay excessive
emphasis on the very tools designed to help
in making these decisions: SWOT analyses,
environmental scans, competitor analyses,
financial modelling, and so on. They lose their
way when they start believing that it is all about
getting the broad goal right, without thinking
through the actual groundwork needed to
achieve it. To get the right mix, one must think
at some level about all the above-mentioned
aspects; one cannot just rely on
the tools, skill sets, and external
drivers.
Individuals who
The key is to iterate and be agile
continue to develop
to respond to the changes in the
on the job become
environment—work on the goals,
study the market/industry, then
successful, whereas
again come back to the goals to
those who are unable
modify them if needed (to ensure
to let go of entrenched
they tie in well together); then find
behavioural patterns
ways to stay ahead of competitors;
or do not recognise the
consider the existing capabilities;
and then turn towards managing
subtleties in situations
it all, to check whether it really
tend to go off track.
makes sense. Finally, see everything
in totality and modify accordingly.
Defining and refining your approach in
relatively small and buildable blocks maybe
relatively easier and scalable. Honing the
answers to the five questions through iteration
will help you arrive upon a strategy that may
equip you to deal with the changes in the
economy. It would also help to work better,
while having enough room to evolve and modify
so as to maintain the focus.
Research by Center for Creative Leadership
shows that individuals who continue to
develop on the job become successful, whereas
ABOUT THE AUTHOR
those who are unable to let go of entrenched
behavioural patterns or do not recognise the
Muniinder K
Anand is Managing
subtleties in situations tend to go off track.
Director India
We know that successful leaders show the
& South Asia,
Center for Creative
willingness and ability to learn throughout
Leadership.
their careers, if not their entire lives, and hence

are agile learners. When looking at long-term
potential, an individual’s current skill sets are
of secondary importance compared to their
ability to acquire new skills, knowledge, and
behaviours that will enable them to respond to
new challenges.
Hence, our focus must shift to identifying
and developing ourselves as individuals who are
continually able to give up perspectives, skills,
and ideas that may have lost relevance, and learn
new ones that are relevant.
High learning-agile individuals generally tend
to be active organisational members—they
are active and sociable, they like to create and
implement new plans and ideas, are methodical
perfectionists, and yet are not afraid to express
their opinions or challenge others.
On top of this, learning-agile people are
likely to be usualy quieter, display greater
resilience, and remain relatively more at ease
than their less-agile colleagues. This indicates
that such people do not just seek out novel and
stimulating conditions that would potentially
serve as learning experiences, but also respond
to these conditions commendably, allowing for a
learning opportunity to develop. Placing oneself
in a challenging setting is one thing; dealing and
coping with the stresses of that environment
is another. This component of learning agility
is usually tougher for some to cultivate.
Nevertheless, people must discover ways to
develop it to be considered learning-agile and to
be effective in their roles.
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Monetising the data collected while also serving the public interest is undoubtedly the
winning business model. But striking this balance is not an easy undertaking.
DR WILLIAM PUTSIS, AUTHOR, THE CARROT AND THE STICK

TECHNOLOGY

Data blues

C

ompanies today realise
that data is the new gold,
the new oil. Through
increasingly powerful
means—balloons, drones,
5G, fiber cable, and
LEO (low-earth orbit)
satellites—companies are fighting to control
data in order to monetise what it can do for
them. It is what will provide them with the
new currency to compete in a world of Siri,
Alexa, big data, artificial intelligence, machine
learning, and IoT interconnectivity.
One extreme example of this is a recent
initiative that Alphabet, via its sister company
Sidewalk Labs, has undertaken. It recently
contracted with the City of Toronto and the
Ontario and Canadian governments to develop
a design for a new ‘smart’ city built from the
bottom up in a rundown area of Toronto, known
as Quayside. The city has been designed to be as
efficient as possible while also collecting data on

every facet of resident’s behaviours. Activities
are tracked and data collected—from what is
thrown down ‘intelligent’ garbage chutes to
crowdsourcing whether noise from a party
disrupts neighbours.
While this may sound Orwellian beyond
reason, it is not unique. China’s Social Credit
Score—managed by Tencent and Alibaba—
attempts to use collected data to create a social
credit score that would be utilised much like
we use traditional credit scores, even denying
college entrance for those that do not adhere to
social norms. Is this worse or just different?
While China tends toward control and the
EU (vis-à-vis regulations like its General Data
Protection Regulation) toward the paternalistic,
in the United States, caveat emptor (let the
buyer beware) has traditionally ruled. Look no
further than the (now defunct) app Good2Go
where two individuals can give their consent to
sex on the app to avoid later claims that consent
was not given. However, the company owns all
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Good companies that
will stand the test of
time must find ways
to monetise, yet act
responsibly in the interest
of the public good.

the data you provide and you
have no recourse.Your (or your
children’s) sexual history could
be sold to the highest bidder.
While there is no evidence that
Good2Go has done that, do
you feel comfortable putting
that decision in someone else’s
hands—particularly those that
have a fiduciary responsibility to earn money for
their shareholders? To date, little pushback has
resulted, at least in the United States.

Instagram? Twitter? Should they be paying you
for your data (as the browser BRACE does
presently? The point is that you cannot have it
both ways.You cannot get the service for free
unless you let these for-profit companies use
your data. They have to make money somehow,
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Until Facebook and Cambridge Analytica’s
data privacy scandal
Much of the debate in the United States around
data privacy since the scandal broke misses
the fundamental point that companies like
Alphabet, Facebook, Apple, and others are in
business—indeed, have a responsibility to their
shareholders—to maximise profits.
Ask yourself: if Facebook could not use your
data, would you pay $14.99 a month to have it?
Or $8.99, which is closer to what it currently
earns off of you? What about for LinkedIn?
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or there never would have been an incentive to
create the service to begin with.
Good companies that will stand the test
of time must find ways to monetise, yet act
responsibly in the interest of the public good.
Tim Cook at Apple has been an example of
someone who has tried to do just that, even
while it is also a bit self-serving. Facebook,
Alphabet, and many, if not most, technologybased companies make only a small fraction
of their earnings from hardware. Apple,
meanwhile, is largely a hardware company.
Consequently, for Tim Cook to promote data
privacy restrictions, albeit in the public interest,
has less bearing on his company’s bottom line.
So, what would a winning business model
look like? Using data collected from you in
order to provide a better service (these days
often through AI, ML, IoT, and advanced
analytics) is considered a win-win. Companies
that use collected data to offer value-added
services (which can be charged for) are able

to both monetise the data and serve the public
interest. In the long run, that is the right thing
to do and the winning business model.
However, this is often easier said than done.
Shareholder and earnings pressure and the
constant drive for growth make it very tempting
to use data in ways that may not be in your best
interest. Resolving the conflict between the
short-run incentive to monetise data and doing
the right thing in the long run does not have an
easy solution or answer.
Would you pay for Facebook, LinkedIn, or
any social media app you use often as a way to
get around giving access to your private data?
Do you appreciate the individualised services
and offerings that come as a result of sharing
your data?
We are currently in the Wild West of data
ownership that will have repercussions for years
to come.
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‘Being ethical’ is not just a desirable leadership trait; it has to be seen as a precept
that straddles the entire spectrum of organisational culture.
DR SHRUTHI J MAYUR, T A PAI MANAGEMENT INSTITUTE

LEADERSHIP

Ethics matters

A

s I entered a coffee shop
the other day, I noticed
a group of youngsters
fervently working on
an assignment. Their
enthusiasm drew me to
a table next to them. I
was curious to know what had ignited such
gusto at eight in the morning. I did not have
to strain my ears too much to comprehend
their topic of discussion—‘ethical leadership’.
Of all that transpired amongst them, two
statements caught my attention. One said,
“Isn’t leadership supposed to be ethical? So
why the hype?” Another remarked, “It sounds
like an oxymoron.”
This drew my attention to this highly relevant
topic. And digging deep into the tons of
information available, I came across a simple
and meaningful definition for it. According
to the Center for Ethical Leadership, “Ethical
leadership is knowing your core values and
having the courage to live them in all parts of
your life in service of the common good.”
This implies that you need to become an

ethical and honest person first to become
an ethical and honest leader. So, what is the
difference between the two? It is important to
understand the difference because very often,
individuals apply one set of values in their
personal life and another in their professional
life. This dissonance can lead to many negative
consequences. While the first role is about the
ethical values an individual follows in his or her
personal life, the second and more challenging
role pertains to an individual striving to
inculcate these in his or her followers. This is
a challenge because many moral principles are
not universally held.
According to one of the defintions I came
across, ethical leadership means staying true to
one’s moral principles, while being aware of
the complexity of certain ethical issues, being
sensitive to the differing views of employees,
and being able to manage the conflicts that may
arise. Thus, ethical leadership is not a style or
a leadership trait. It goes much deeper—it is a
culture. A culture where everyone understands
and performs with synergy—synergy between
the core values of the individual and those of the
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up in. While the environment has prescribed
certain values, one has to script one’s own
value system. Unless one can stand by these
values through hell or high water, one cannot
expect another to follow it.
 Study and understand the
organisation’s value system
Personal and professional value systems
have to match; or else, the journey with the
organisation will be short-lived. Consider
something as simple as punctuality. If you
strongly believe in it and the organisation you
work for takes time for granted, then you will
not last there long. This also works vice versa.
 Code of conduct
Develop a code of conduct for the
organisation. Codes are different from rules;
they act as guides that help individuals during
a dilemma. A well-articulated code will help
in bringing back on track anyone who strays
from the value system. Easier said than done?
No, the code can serve as a beacon.
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organisation—without being micromanaged. It
is a culture wherein the employee is empowered
and respected. But how many actually
understand this and behave in a manner that is
expected? Is it enough to do the right thing only
when someone is watching?
So, how does one practise and instill in others
such an inclusive culture? It is not easy, but
possible. Some pointers as to
how this can be achieved are
Develop a code of conduct
given below:
 Define personal values
for the organisation.
As a leader, spend time listing
Codes are different from
personal core values. It must
rules; they act as guides
be clear that there is zerothat help individuals
tolerance for non-compliance.
It calls for a lot of introspection
during a dilemma. A welland understanding of
articulated code will help
experiences one has gone
in bringing back on track
through, to list these sets of
anyone who strays from
values. This is also influenced by
the value system.
the value system one has grown
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Be transparent in all
dealings, irrespective
of the issues or people
involved. There should
be no scope for ‘reading
between the lines’, as this
can lead to loss of trust,
confusion, and chaos.
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Differentiate between
ethics and rules
“Ethics is knowing the
difference between what you
have a right to do and what is
right to do.” - Potter Stewart
Ethical behaviour is different
from complying with the law
or the rules laid down by
industry. While something may
be lawful, it may be unethical
as it goes against personal and organisational
values. In such a situation, an employee must
be encouraged to take action in compliance
with their personal/organisational values.
 Behaviour modelling
From childhood, we are told to look up
to people of repute and try to emulate
them. Even now, one of the most popular
questions during interviews is: Who is
your role model? This is basically because
people learn by observing others whom they
believe are credible and knowledgeable. Like
Robert Noyce said, “If ethics are poor at
top, that behaviour is copied down through
the organization.” Leaders must model the
behaviour they want others to follow. This
should be done at all times, and not just when
others are watching.
 Transparency
Be transparent in all dealings, irrespective of
the issues or people involved. There should
be no scope for ‘reading between the lines’,
as this can lead to loss of trust, confusion,
and chaos. As a leader, ensure that whatever
needs to be said is done in a language (simple)
others understand and be sure to answer all
queries they may have.
 Participation
Involve employees in making decisions that
impact them. If they are part of the decisionmaking process, then individuals mostly go
the extra mile to make things work. The sense
of ownership motivates them to perform


better; it will also create accountability for the
actions taken. Participation creates trust and
respect in the workplace.
 Call a spade a spade
“Whoever is careless with the truth in small
matters cannot be trusted with important
matters.” - Albert Einstein
Be fair in all dealings. As a leader, one may
make mistakes, but have the courage to own
up. Ensure that the rules are the same for all,
irrespective of rank or position. There is no
place for nepotism in an ethical environment.
 Hiring the right people
Having said all of the above, the entire
exercise will go waste if the organisation
does not hire the right people. Warren
Buffett has been quoted as saying, “Somebody
once said that in looking for people to
hire, you look for three qualities: integrity,
intelligence, and energy. And if you don’t
have the first, the other two will kill you.”
So, first define what ‘right people’ means
for the organisation. The task is to find not
only people with the right competencies, but
also those who display an ethical approach to
work. This has to be clearly articulated in job
descriptions and questioned in depth during
interviews. Checking references must be
done with diligence.
Concluding with some food for thought—a
quote by Warren Buffet one should read every
day: “It takes twenty years to build a reputation
and five minutes to ruin it. If you think about
that, you will do things differently.”
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