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PRESIDENT’S 
MESSAGE

A crisis is a time of revelation and 

realisation, introspection, and 

improvement. A crisis exposes 

the core and the character of an 

organisation by tearing down its facade. The 

illusion of strength and resilience is unmasked 

when conditions change suddenly and do not fit 

the organisation’s model of reality. 

The Covid has been a crisis like no other 

and it has tested even the most prepared.  

This unprecedented and prolonged crisis 

has changed our understanding of resilience. 

Over the past year, leaders have learned that 

the usual and oft-used contingency planning 

is no more adequate; in fact, it is rendered 

irrelevant in such a radical and 

universal disruption as the ongoing 

pandemic. During and after 

Covid, leaders have to reimagine 

organisational resilience.

Even those organisations that 

had planned a response to such 

disruptions have found their 

textbook resilience strategies 

and preparations inadequate 

and irrelevant. Typically, scenario 

planning and responses assume 

short and localised disruptions 

due to natural disasters, industrial 

accidents, frauds, political 

disturbances, wars, etc. However, 

with the entire world getting 

swept by the pandemic and all 

governments resorting to drawn out lockdowns, 

almost simultaneously, the perception of 

disruption and resilience has changed 

dramatically.

As the coronavirus lingers and mutates and 

vaccine takes time to reach the masses and 

prove its efficacy, organisations must plan 

for an uncertain future. In addition to Covid, 

organisations also have to factor in the potential 

disruptions from climate change related policy 

and events, geopolitical tensions, and political 

revolutions all over the world.

The key to building organisational resilience 

in today’s unstable world is early detection of 

disruption and building capacity for instant 

shapeshifting. Organisations that successfully 

navigated disruption during the lockdown were 

those that were already quite digitalised in their 

operations or were able to quickly adopt it. 

They acted early on, and ensured not just their 

continuity but also a competitive advantage 

over those who tried to change only after the 

lockdowns had been imposed. 

Intelligence gathering can no longer be left to 

postulation and chance. Organisations need to 

prioritise and formalise tracking of global news, 

social media chatter, weather events, science 

and technology developments, etc. Periodic 

research reports are no longer the best guides 

to strategy and planning as most things are real 

time today.

Besides intensive intelligence gathering, 

organisational resilience depends on agile 

Covid lessons: Rethinking organisational resilience
HARSH PATI SINGHANIA is Director, JK Organisation, and Vice Chairman & Managing Director, JK Paper Ltd.

The key to building 
organisational 
resilience in today’s 
unstable world 
is early detection 
of disruption and 
building capacity for 
instant shapeshifting. 
Organisations that 
successfully navigated 
disruption during the 
lockdown were those 
that were already quite 
digitalised in their 
operations or were able 
to quickly adopt it.
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structures and processes and 

clarity of purpose for fast and 

frequent adaptation. Covid 

experience has established the 

need for transferring substantial 

decision-making power and 

accountability to the frontlines 

while centralising information 

for easy and prompt sharing. 

There is a new urgency to 

trade hierarchy for outcomes. 

Under stressful and uncertain 

conditions, the strategy leaders must be in 

direct contact with the operations leaders. 

Forming networks of cross-functional, multi-

regional teams that can operate independently 

if needed is critical for containing and mitigating 

disruption.

There is no alternative to immediate 

digitalisation of organisation processes 

now. Everyone in an organisation needs to 

be provided with digital devices and the 

necessary applications for virtual availability 

and work. HR must provide the appropriate 

framework for roles, responsibilities, work 

hours, tools, training, engagement, salaries 

and wages, performance evaluation, hiring, 

induction. Etc. in a hybrid or purely virtual 

workplace. The workforce has to be reoriented 

and restructured with emphasis on working 

remotely and independently. HR itself has to 

be digitalised and automated for removing any 

lag in mobilisation. In this respect AI-powered 

HR-chatbots come in handy. Deploying the 

much needed automated HR and IT support to 

employees working remotely enables HR team 

to focus on meaningful work, while the repetitive 

and routine HR operations are taken care of.

Once Covid recedes and people can return 

to offices, organisations will need to rebuild 

their leadership pipelines. While it is easier for 

the older employees to work independently 

because of their familiarity with the organisation 

and the market, it is necessary for the young 

and the new employees to learn by observing 

and interacting in person. A certain minimum 

level of mingling, when possible, is necessary 

to develop and propagate cohesion and 

culture. In fact, without a strong culture and 

shared purpose, an organisation cannot make 

virtualisation work.

Covid has opened everybody’s mind to 

unprecedented possibilities for organisational 

evolution. Pain is the greatest teacher and 

the disruption caused by Covid must lead to 

rethinking and rebuilding of organisational 

resilience. 

The opinion expressed is personal.

Deploying the much 
needed automated 
HR and IT support to 
employees working 
remotely enables 
HR team to focus on 
meaningful work, while 
the repetitive and routine 
HR operations are taken 
care of.
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Organisational resilience has many definitions, all of 
which converge on the common thread that it is an 
organisation’s ability to sustain a disruption, and emerge 
stronger, even in a different avatar. It is conceived as a set 

of reactive measures to navigate unwanted or unanticipated change. 
However, resilience needn’t be built only in the face of an adversity. 
Organisations need to proactively embed resilience in their culture 
and make sure that the entire workforce is aligned to it. 

Markets fluctuate, and they will keep fluctuating. Natural calamities 
as well as man-made crises will keep occurring. Organisations that 
anticipate these changes and adapt to them and their outcomes have a 
greater chance of not just surviving but thriving. 

Successful organisations have well-established protocols in place. 
However, these measures are rendered ineffective in the face of an 
unprecedented disruption such as the COVID-19 pandemic. Hence, 
it is important that organisations keep their systems and strategies 
nimble. Since the onus of this agility lies on the leadership, it is 
important that leaders are initiated, and at the same time, are keeping 
their teams just as inspired. 

As Karlin Sloan, CEO, Sloan Group International and author, 
Inspiring Leadership for Uncertain Times, writes in her article in 
this issue, at the most senior levels of organisations, leaders have 
greater flexibility and change-readiness than the people they lead. 
This is both good and bad news—leaders might assume that their 
teams are as comfortable with change as they themselves are. 
They might be faster to leap to new strategies than their people 
are ready for and may miss an opportunity to build the trust and 
alignment necessary to move forward.

So how does one go about building resilience in their organisation? 
Do write in with your views to imeditorial@spentamultimedia.com

Dear Readers,
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Growing through 
adversity

 PATRICK GALLEN, GRANT THORNTON, IRELAND.

Resilience should not occur in the face of adversity. One has to plan for it in advance, 
anticipating unexpected disruption.
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IIt is without a doubt that the global 
pandemic has brought with it a 
myriad of challenges, obstacles, and 
opportunities for organisations. 
Not only has it forced our people 
and organisations to step up, adapt, 
bounce back, and overcome, but it has 

clearly differentiated between those who were 
operating a proactive approach to unforeseen 
circumstances and those who were reactive.

There are several definitions of ‘resilience’ 
but for the purpose of this article, I am going 
to offer you the following one by Andrew 
Zolli: Resilience is the capacity of a system, 
enterprise, or person to maintain its core 

purpose and integrity in the face of dramatically 
changed circumstances. In today’s world, where 
change and disruption are constant, simply 
bouncing back is no longer a sustainable strategy. 
Sustainability is all about survival, but the goal of 
resilience is to thrive. So how are organisations 
demonstrating this resilience now more than ever? 
And more importantly, how can those who are 
stuck in survival mode learn to thrive in these 
tumultuous times?

I see resilience not only at an organisational level, 
but also at a team and an individual level. A truly 
resilient organisation will strive for resilient people, 
processes and systems underpinned by strong 
leadership and strategy, culture and behaviours, 
preparation, and risk management.

True organisational resilience is about having 
it on a continual basis. Roffey Park’s research in 
this field in the UK, talks about organisational 
resilience needing to be dynamic and contextual, 
because it changes over time and can get eroded, 
if not nourished and attended to. You only need to 
think of the Nokia phone and the Kodak camera to 
be reminded of how quickly things can change. In 
fact, organisational resilience has to not only cover 
operational aspects, it is very much about having 
that resilience at a strategic level as well.

The life-cycle of resilience should not begin 
in the face of change and challenge, but in 
anticipation, confident that, within our control 
or not, change will occur and challenges will 
present themselves. Organisations which not only 
pre-empt change, but accept it, are the ones who 
thrive (even amidst a challenge as monumental as a 
global pandemic). These are the organisations who 
have the processes and systems in place to leverage 
resources, manage risks, lead people through 
change, and sustain business as usual despite less 
than idyllic circumstances. Work by Cranfield 
University describes this phase of resilience as 
‘preventative control and mindful action’. The 
focus is on preventing losses, either by standardised 
procedures and back-ups, or through empowering 
employees to make quick, informed decisions in 
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response to threats.
During the Covid-19 pandemic, leadership, 

culture, and behaviours come to the forefront, 
and a focus on the people of the organisation 
is essential. There are a number of important 
traits that nourish and sustain resilience at an 

organisational level. The first might 
seem surprising, but it is often down 
to its core purpose and values—are 
they clear and inspiring for employees 
to get behind? Are they articulated 
and demonstrated by all? Research 
by Glint conducted in 2020 revealed 
that the most resilient organisations 
are those where employees readily 
observe the stated culture and values 
in action. The employees within these 
organisations were 11 times more 
likely to believe their organisation 
would bounce back from setbacks 
quickly and eight times more likely 
to believe they could be more 

productive during times of uncertainty.
An organisation’s response to a crisis is a 

reflection of its leadership capabilities. As 
we enter 2021 with continued uncertainty 
and challenges to face, resilient leaders must 
step up and sustain—sustain their ability to 
lead, sustain their people, and sustain the 
organisation’s value creation.

For most of us, this will be the most 
extraordinary leadership challenge of our career. 
Resilient leadership to me looks like-
Self-awareness: Am I managing my energy? Am 
I showing up for my employees? Am I practising 
the values and culture of my organisation? Am I 
leading by example?
Vulnerability: Am I openly communicating 
with my employees? Am I openly sharing 
information? Am I demonstrating empathy and 
a level of understanding with the people of the 
organisation?
Empowerment: Do my employees feel 
empowered to make decisions and respond to 

Sustaining the people 
of an organisation 
requires empathy 
and the courage 
to have difficult 
conversations. With 
people undergoing 
unprecedented levels 
of stress, loss and 
uncertainty, empathy 
should be at the core 
of leadership.
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threats? Am I promoting and encouraging shared 
leadership across the organisation?

Sustaining the people of an organisation 
requires empathy and the courage to have 
difficult conversations. With people undergoing 
unprecedented levels of stress, loss and 
uncertainty, empathy should be at the core of 
leadership. Organisational resilience requires 
leaders who are capable of making critical 
decisions under extreme circumstances of stress 
and uncertainty, and it is courageous (and often 
difficult) conversations that will allow leaders to 
sustain their people. 

The sustainability of the organisation’s value 
creation requires organisations to strike a 
balance between playing defence and offence. 
During a crisis, it is often our default to play 
defence in order to protect our people and our 
business, however, true resilient organisations 
will strive to proactively envision and take 
action towards where they need to steer the 
organisation in the future.

How will organisational resilience come to 
the fore post-pandemic? The beauty of challenge 
and change is that they force us to grow, both 
on a personal level and an organisational level. 
We have all heard the old adage ‘if you’re not 
growing, you’re dying’ and this is certainly 
true from a long-term perspective. In a world 
full of constant change, maintaining the status 
quo is setting your organisation up for passive 
regression. Sure, you may survive, but in order 
to thrive we must see this pandemic not only as 
disruption, but also as an opportunity for growth. 

Resilient organisations will look to the future 
and proactively seek to understand the long-
term impact Covid-19 will have on the people, 
processes, and technology within that organisation. 

How will your organisation emerge from 
this historical event? Will it survive or will it 
thrive? Some organisations will go through it, 
but the resilient one will grow through it. This 
adversity is temporary; the resilience gained by 
overcoming it will be everlasting.  
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Become the leader 
you were born to be

 KARLIN SLOAN, AUTHOR, INSPIRING LEADERSHIP FOR UNCERTAIN TIMES

Challenging times call for an overhaul of the ‘self’ for a leader to lead effectively.
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As a leadership consultant 
working in financial 
services organisations for 
the past fifteen years, I have 
been witness to the peaks 
and perils of leadership 
in high-stress and high-

change environments.  What is different about 
the current moment? Navigating the intense 
pressure at work requires resilience, but this 
time of change is special—it also requires 
leaders to take a step back, to engage their 
most innovative and strategic thinking, and to 
practise a unique self-discipline that will enable 
them to activate their organisations for a new 

world. 
It is in the most stressful moments that leadership 

is the most important. In a crisis, others look to 
you for answers, for a calm mind, and a strong 
perspective. They want to hear that they are part 
of something larger than themselves, that you have 
got their back, that we are all for one and one for 
all, and that we will help each other get through the 
crisis and potentially come stronger out it.

We are up against some significant challenges.
In the four years after the initial SARS infections 

in Hong Kong, the Chinese University of Hong 
Kong discovered that over 40 per cent of SARS 
survivors ‘had an active psychiatric illness, most 
commonly PTSD or depression’1. These disturbing 
research findings are the tip of the iceberg of what 
we will begin to see as a follow-on to the global 
impact of Covid-19 which is ratcheting up levels of 
anxiety worldwide. Employee and consumer stress 
levels are high, which means performance is down 
and pressure on leadership is up. 

As those of us that lead organisations have 
already seen increased pressure, stress, change, and 
challenge at work, how do we prevent our own 
burnout and keep others on track, even with a new 
pandemic of mental health issues looming?

Put on your oxygen mask first
It is an overused metaphor but a good one. 
Stabilise yourself first, then focus on others. This 
may mean taking some drastic steps to protect 
yourself, not just your physical health of which we 
are all hyperaware; but your mental well-being, 
your time, your energy, and your availability as 
demands increase. 

In organisations, fear can shut down the 
productivity and effectiveness of a team fast. 
We stop thinking clearly and start operating on 
faulty assumptions. We miss important details and 
scramble to get things down rather than thinking 
them through properly. It sabotages our best 
thinking, decision making, and capacity to innovate 
during challenging times. So, it is important that 
you stay cool and calm in the face of threats.
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It takes more energy to engage in 
meetings when we are in a virtual 
environment, particularly when we 
are on video2. It also takes more 
communication and clarification to get 
things done when your team is under 
stress. Some simple steps to preserve 
yourself:  
 Build breaks into your schedule;
 Rest and recuperate;
 Set reminders on your phone to 
look away from the screen;
 Hide your face from your own 
view when video conferencing;
 Reduce multitasking when possible
 Take short stretch breaks, walks, 
and when possible move;

 Make a ‘to not do’ list;
 Delegate more;
 Stay away from those people who drain your 

energy. 
As author William S. Burroughs famously 

said, “If after having been exposed to someone's 
presence you feel as if you’ve lost a quart of 
plasma, avoid that presence. You need it like you 
need pernicious anemia.” 

Start where they are, not where you are
Ongoing research into resilience at work3 
shows that at the most senior levels of 
organisations, leaders have greater flexibility 
and change-readiness than the people they 
lead. This is both good and bad news for those 
of us who are in charge. 

Ongoing research 
into resilience at 
work  shows that at 
the most senior levels 
of organisations, 
leaders have greater 
flexibility and 
change-readiness 
than the people they 
lead. This is both 
good and bad news 
for those of us who 
are in charge. 
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It means that we may make assumptions that 
others are as comfortable with change and 
ambiguity as we are. We may be faster to leap 
to new strategies and positive messages of the 
future than our people are ready for, and we may 
miss an opportunity to acknowledge the stress 
of the present moment and build the trust and 
alignment necessary to move forward together.

Before you pivot to a new strategy or make 
a leap into the future, take the time for what 
Google researchers into productive team 
outcomes term ‘ostentatious listening’4.  
Ostentatious listening means that we 
demonstrate that we are listening by repeating 
or paraphrasing what is being said and making 
eye contact. This demonstration that you are 
there to listen to others builds trust and creates 
buy-in for the next step, i.e., shifting into a 
positive future vision. 

Go back to basics
Leaders throughout history have relied on deeply 
held virtues or character strengths to get them 
through challenging times. Taking the time to 

take a step back and think through who you are 
at your best and who you wish to be will ground 
you in something solid and enduring. 

Virtues transcend our differences and unify 
us in the very humanising pursuit finding what 
is best in ourselves5. They refocus us on what is 
most important and get us out of survival-level 
behaviours. It may be that you want to call on 
your own fortitude, moderation, kindness, or 
compassion as a daily practice. It is deceptively 
simple, but a simple daily reminder of who 
you are and what you represent can make the 
difference between mediocre performance and 
making a powerful and positive impact as the 
leader you were born to be.  

©
 S

hu
tte

rs
to

ck
.c

om



20   I N D I A N  M A N A G E M E N T   F E B R U A R Y  2 0 2 1   

A strong foundation
 PALLAVI JHA, DALE CARNEGIE INDIA

Resilience is a deep-rooted attribute that flows from the culture of an organisation, 
through the senior management, and down to the employees.
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When Eric Yuan 
moved to USA 
in 1997 after 
being rejected 
for a visa 
eight times, 
he arrived in 

the country armed with nothing more than 
conviction and a dream. He was sure that the 
internet was going to bring many disruptions in 
the market and that he wanted to be in the right 
place when that happened. He soon moved on 
to make his own collaboration platform called 
Zoom in 2011. 

How did a relatively new entrant in a 

marketplace dominated by giants like Cisco, 
Google, and Skype become the platform of 
choice for millions of people across the globe to 
collaborate in a remote work environment?

The answer lies in the commitment of a frugal 
and prudent founder to make a lightweight, easy-
to-use service that would make physical presence 
in any meeting simply a matter of discretion. Yuan 
kept his ears close to the ground, learnt from 
others’ mistakes, used his pursuit of simplicity as 
an agile weapon, and mastered the art of resilience 
amidst stiff competition and many hurdles. 

Change comes in many shapes and forms and 
history has taught us that disaster and crises occur 
far more frequently now than ever. 

Few of us are able to change the environment 
in which we operate; we can only control how we 
prepare for and respond to it. Resilience has moved 
from being highly desirable to extremely crucial 
for organizations. In fact, resilience and agility are 
the only two factors that will make it easier for 
businesses to survive the inevitable downturn that 
is staring us in our faces. 

Resilient organisations begin with resilient teams 
that are made of resilient individuals. While it is 
easier to judge it as a characteristic in individuals, it 
becomes a daunting task to make groups of people 
resilient, especially when motivations are down and 
people are working remotely. 

Business plans and strategies go out of the 
window in extraordinary times. Domain specific 
knowledge and well-defined job roles do not 
matter in uncertain times. What matters is people 
who are determined to power through, skillsets 
that are fluid, and determination that is unshaken in 
the face of adversity.

It is clear that the fate of an organisation facing 
adversity can be profoundly affected by the 
trajectories its employees follow. How, then, can 
organisations minimise the impact of delayed 
and chronic responses to adversity and emerge 
unscathed through devastating times? The easy and 
hard answer to that is by building resilience.

Resilience is a deep-rooted attribute that trickles 
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down to employees through the senior 
leaders and culture of the organisation. 

In uncertain, unforeseen events like 
the COVID-19 outbreak, what does 
resilience in an organisation look like?
•  A focussed sense of urgency in 
responding to new developments and 
preparation for worse case scenarios 
by pivoting to new products, making 
hard decisions and implementing 
them swiftly;
• Agile leaders who keep their 
minds open for any and all possibilities 
and understand that some of them 
might not work as expected;
• Empowered employees who 
display leadership in their roles 

despite their seniority;
• Time not wasted on activities that cannot be 

measured in times of uncertainty. They play 
on their areas of strength and are quick to 
learn new tricks to retain the cash flows;

• Prudent, well-informed, and realistic analysis 

about the impact of the dynamic marketplace 
scenarios on their product and models.

 Similarly, individuals with high resilience 
demonstrate a unique combination of 
attitudes and behaviours:

• They maintain a positive attitude;
• They are confident in their skills and abilities;
• They cope well with challenges;
• They recover quickly from crisis at work;
• They absorb lessons from adversity that they 

use to grow and improve future performance.
 A Dale Carnegie study confirmed a number 

of those positive outcomes of resilience at 
work. Highly resilient employees are: 

• More than twice as willing to consistently 
give their best efforts at work; 

• Significantly, more likely to feel relatively free 
of serious stress at work, reporting that they 
rarely or never felt stress. 
Interestingly, a Dale Carnegie survey found 

that age or type of employment had little effect 
on resilience of individuals. This means that 
irrespective of an employee’s age or status 

Domain specific 
knowledge and 
well-defined job 
roles do not matter 
in uncertain times. 
What matters is 
people who are 
determined to power 
through, skillsets 
that are fluid, and 
determination that is 
unshaken in the face 
of adversity.
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(freelance/full time), they can 
display the much needed attributes 
required to be resilient. Which begs 
the question, what is it that influences 
resilience in individuals and more 
importantly, organisations?

According to a Dale Carnegie 
White Paper, rather than being an 
innate trait that people have or do 
not have, resilience is the result of a 

process that combines individual traits, attitudes, 
and behaviours together with work-related 
environmental factors, many of which can be 
developed or modified to strengthen resilience in 
individuals, teams, and the entire organisation.

In turbulent times that are unprecedented and 
disruptive, there are a few sure ways that leaders 
can use to build resilience in the workforce.

• Be socially intelligent and manage 
expectations accordingly. Times like the 
COVID-19 pandemic are extraordinary in 
nature and bring with them great emotional 
stress. Now, more than ever, leaders must 
display social intelligence by being there for 
the team and saying the right things when they 
matter the most. Leaders must manage their 
expectation from the employees and refrain from 
stressing them with unachievable deadlines and 
deliverables.

• Work on relationships. Of the 
respondents in the Dale Carnegie study who 
consistently felt all three emotions (connected, 
valued, and empowered) 77 per cent were 
highly resilient, nearly double the rate of high 
resilience (41 per cent) among all others. Leaders 
must make time to show sincere appreciation, 
and build transparent relationships with their 
employees even when they maybe working 
virtually.

• Reinforce the organisational purpose. A 
shared organisational purpose can be the binding 
force even when employees work from remote 
worksites. A purpose provides a valuable sense of 
orientation and meaning, especially in times of 

adversity. This is reiterated in the findings of the 
survey; of those who could not strongly agree 
that they have a sense of purpose at work, only 
one-third manage to be highly resilient

• Provide adequate resources. Many 
employees are struggling with a lack of resources 
when their work environment changes almost 
overnight. In fact, there were a substantial 
number in the Dale Carnegie survey (about 
three in 10) who acknowledged a problem in this 
area by responding in a neutral or negative way 
regarding resources. Of those, only 27 per cent 
were highly resilient.

• Foster a learning culture. Employees 
who routinely share knowledge and information 
are shown to be highly resilient (78 per cent) 
compared to others. Learning keeps the 
organisation agile and ensures that employees 
have the skillsets required to pivot to new 
products and roles.

The path to resilience is never a straightforward 
one. There are contrasting elements and tough 
decisions that have to be made by leaders that 
might hamper the short-term efforts of building 
a resilient workforce. But for organisations to 
survive stormy times like these, the foundation 
has to be strong and worked upon relentlessly. 
Because someone said it rightly, you are nothing 
if not resilient.  

Learning keeps the 
organisation agile 
and ensures that 
employees have the 
skillsets required 
to pivot to new 
products and roles.
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Thriving in 
uncertain times

 MICHAEL EVANS, NEWPORT LLC

Culture, leadership, change, and discipline will help build a resilient organisation in a 
post-pandemic world.
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Although we are approaching 
the proverbial ‘light at the 
end of the tunnel’ of a very 
long tunnel, the world 
economies are still months, 
if not years, away from 
pre Covid-19 levels. Most 

businesses, the world over, have had to adjust 
to significantly lower revenue levels, depleted 
capital structures, adopt new approaches to 
obtaining and serving customers and reduced 
employee levels due to Covid-19 quarantine 
mandates. While some Covid-19 focused 
businesses such as Amazon, Alibaba, and Zoom 
have thrived, most middle-market businesses 

have not, and as we emerge from the ‘tunnel’, 
middle-market business leaders need to prepare for 
growth and resilience in 2021. 

Most of us have a good idea of the definition 
of growth, but resilience is a relatively new 
addition to the business vocabulary. So, here is a 
good definition to start: Resilience is the ability 
to protect and grow value in the face of rapidly 
changing external conditions. 

To build and maintain resiliency in your business, 
you will want to minimise the downside while 
maintaining the ability to act on opportunities. 
Resilience involves financial, operational, strategic, 
and psychological elements. To build and maintain 
resiliency in your business, focus on four tools that 
will be key to your success:
1. Culture,
2. Leadership,
3. Change, and
4. Discipline.

As you refine your culture and adapt your 
leadership for 2021, make sure you clearly identify 
the vision you have. Know where you want to be 
at the end of 2021. Identify the milestones and 
metrics that will tell you that you have achieved 
growth and resilience. This is not an easy task. Be 
specific and set challenging but attainable goals. 

Culture is the personality of your organisation
Culture is the sum of all the beliefs and 
behaviours—at every level of the organisation—
that shape your company’s strategy and actions.  
Your company has a culture or personality and it 
can be a help or a hindrance to your success.

Start by revisiting the pillars of your culture – 
Mission, Values, and Vision. Here are a few insights 
as you do this:
- Validate or revise these three pillars based on 

the impact of Covid-19 to your business;
- Make sure you have buy-in across the entire 

organisation, clear two-way communication and 
the agreed upon accountability;

- Create deep connections for all employees by 
identifying specific ways they can contribute to 
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achieving your Mission and Vision;
- Next make sure your culture and 
your strategy are aligned. A top-down 
culture is not likely to support a 
strategy that relies on creativity and 
innovation.
 Things you can do to align culture and 
strategy include:
- Deliberately weave your discussion 
of your Mission, Values, and 
Vision into your planning process, 
operations, and business development; 
as a leader you should consistently 
walk the talk;
- Be sure to protect and support the 
cultural elements that propel your 

company to success and be quick to change or 
eliminate the parts that are impediments.

Leadership matters
Culture and leadership are inextricably bound 

together, so pay close attention to leadership 
at all levels of the organisation. Culture is 
affected by line managers as much as executives. 
Like 2020, 2021 is likely to present plenty of 
uncertainty, so as you focus on leadership, keep 
these insights in mind:
- First, be nimble and attuned to the situation, 

change, and uncertainty that will still be with 
us;

- Next be aware of the special needs of your 
employees created by Covid-19 and the 
related economic circumstances. Develop 
and incorporate a strong sense of caring and 
commitment to employee well-being. In most 
cases, your employees have been through a 
lot over the past year. Recognise that they 
might have lost family members, suffered 
severe economic problems and/or are facing 
emotional detachment issues from family and 
friends.  You cannot have a successful business 
if your employees are not supported or do not 

Map out a clear and 
understandable plan; 
you want logical 
milestones and 
meaningful metrics. 
Remember you have 
to communicate 
this plan, get 
buy-in all across 
the organisation, 
and have clear 
accountability.
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trust you.
- Finally, make leadership a deliberate part of your 

2021 plan and metrics; leadership matters. 

Change is never easy
Determine what change is needed and how fast 
you want to accomplish ‘change’. As an example, 
physical-based retailers with store locations have 
had to very quickly adopt internet retailing, 
new efficiencies in goods delivery, and new 
approaches to customer acquisition in order 
to survive the drop in person shopping. Many 
retailers who could not change fast enough have 
filed bankruptcy. The level of change needed and 
speed to change are the first elements of change. 
Once you have defined your current state and 
where you want to be you can begin to map the 
change process.

There are lots of different change techniques 
and methodologies, but the best change programs 
involve the following four elements.
Analytical: Know the key levers available to 
effect the change you want.
Logical: Map out a clear and understandable 
plan; you want logical milestones and meaningful 
metrics. Remember you have to communicate 

this plan, get buy-in all across the organisation, 
and have clear accountability.
Right people: In the end, it is your people 
who will execute the plan, so get the right 
people in the right places; here you may want 
to make selections based on mindset as much as 
skills or capabilities.
Team support: Once the team is in place, 
they need support; this may be in the form of 
resources or recognition or guidance; your job as 
leader is to know what support is needed, where, 
and when; and do not forget to celebrate the 
successes.

Discipline—a relentless focus on execution
Discipline has two primary facets: a relentless 
focus and pursuit of your goals. But it also 
has also an unwavering attention to the tools, 
processes, and financial resources that protect 
your business from the downside. 

Remember the world is still a very uncertain 
place, so you need to be prepared to succeed 
whether the wind is blowing from behind you 
or in your face. Use the four tools of Culture, 
Leadership, Change, and Discipline to map your 
way to growth and resilience in 2021.  
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 VIVEK MEHRA, SAGE PUBLICATIONS INDIA PRIVATE LIMITED.

The foundation of 
resilience
Empathetic leadership must be an integral part of all rungs of management.
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It is important to understand resilience 
in the context of businesses. Typically, 
resilience refers to the ability of an 
object or an individual to come back to 
status quo or the original position when 
displaced by an unknown or unforeseen 
event. Another definition I read talks 

about the ‘the capacity to recover quickly from 
difficulties’. These understandings then suggest 
that the resilience of any organisation should 
be measured in terms of its ability to ‘return 
to achieve projected revenue, or profit’. In the 
context of COVID-19 and the devastation it 
has caused, resilience seems to be the ability to 
bounce back to the status quo and resume the 

journey to revenue and profit generation.
But I tend to view difficulties differently. 
For an organisation, the path is sometimes 

described as ‘rock-solid’; one that ‘marches on’ no 
matter what the adversity. It is almost like a ship 
designed to sail through frozen seas or a hot knife 
that slices everything that is thrown at it. By design, 
this state of mind is dangerous and detrimental to the 
medium and long-term future of the organisation. 
Too much attention is paid to get back to ‘as things 
were’. All effort is directed at getting back on track 
while another, more subtle issue begins to surface.  
To illustrate my point, here is a live example from 
the times of COVID.

When the lockdown hit in March 2020, all 
transportation came to a standstill. The publishing 
industry was brought to a grinding halt, so to speak. I 
heard the following pain points being aired:

 – Manuscripts could not reach typesetters 
because of couriers being shut down;

 – Printed books did not reach individuals;
 – Retail stores shut down, and hence, customers 

could not buy books off the shelf;
 – Printing presses shut down, so no books were 

printed.
In the first three months of the pandemic, it is 

safe to assume that these pain points were focused 
on and all efforts were made to get rid of them. 
However, this should have been a wakeup call and 
a time to introspect. The pandemic thrust upon 
this industry a situation that should have forced a 
rethink of processes. Unfortunately, most focused 
on the tip of their noses so to speak, and hence, 
suffered—not just through the lockdown but 
continued to do so after it too.

An adverse event in the course of normal 
business needs to be viewed differently. Instead 
of viewing it as a challenge that needs to be 
overcome, an organisation needs to view it as an 
early warning sign of change. The event could 
be an indicator of change that is internal or 
external with respect to the organisation. It is 
thus important that appropriate action be taken 
to address not just the event but the change that 
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the event is a symptom of. 
The impact of COVID-19 should be viewed 

as the symptom of a larger problem that had 
nothing to do with the pandemic. The ones 
impacted by COVID-19 had not changed in the 
following manner:

 – Their workflows were heavily dependent on 
physical movement of goods and services. 
This should have changed to digital modes 
almost a decade ago.

 – Distribution channels had long moved to online 
modes, but many sections of the industry 
were still hesitant to embrace this change.

 – The products too had moved from physical 
ones to digital ones; the ones without a 
digital strategy were most impacted.

The effects of the pandemic were thus 
symptoms of greater problems. The pandemic 
itself was probably not more than a brief 
interlude to test future readiness.

Building resilience - A 3-step process
Resilience should be understood as the ability 
of an organisation to be ready to adapt to any 
unnatural adverse event that has the potential 
to cripple it. In this context, building culture is 
important and building this sort of culture can 
be divided into three easy steps:
  Step 1: Clear, long-term people-

focused objectives 
This sounds obvious, but very few 
organisations commit to long-term objectives. 
The most important objective should be 
building a culture of process, product, and 
people awareness. Processes and products are 
relatively easy to identify and become aware 
of. Any industry has market leaders that bring 
about process and product innovation. These 
can be adopted/adapted easily. But within any 
industry, people is one variable that is unique 
to every organisation and is based on various 
parameters. My top three parameters are:

1. Size and geographical location of the 
organisation;

2. Demographics and biases; and
3. Value, reward, and growth systems.
In every organisation, culture is made of the 

above-mentioned three parameters. Together, 
they set up the foundation of resilience. An 
organisation must be committed to building 
an environment where such objectives are 
continuously committed to. 
  Step 2: Empathetic leadership to the 

fore 
A big problem with management is that 
the higher it sits, the less empathetic it is to 
the hardships faced by those at the lowest 
rungs. When an adverse event hits, the 
scramble at the top leaves the grassroots 
unattended, thereby contributing to fear, 
isolation, and lack of will to work. The 
pandemic is an extreme but valuable event 
in terms of learning the effects of isolation 
and the lack of motivation that affect any 
organisation. When the lockdown hit, many 
individuals found themselves alone in one-
room apartments or even two roommates 
living together in an apartment suddenly felt 
alone. The camaraderie they were used to in 
the office vanished overnight. Simple tasks 
such as access to food, essentials, and even 
medication suddenly became challenges. On 
top of this, the prospect of job loss loomed 
large and that had the potential to rapidly 
deplete any motivation the workforce had.

Senior management cannot wake up to a 
pandemic and suddenly act empathetically. 
To be able to do this, empathetic 
leadership must be an integral part of all 
rungs of management. When the going 
is good, managers should be continually 
taught to take empathetically balanced 
decisions and not simply quote the ‘rule 
book’. When an organisation is led by a 
management that understands the pain of 
its workforce, every adverse event will be 
handled effectively. 

In SAGE, there are many examples of 
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initiatives that helped, but here are my top 
three:
1. Creating a database of every employee that 

lived alone and ensuring that each of them 
had a buddy they could reach out. Every 
single one of them was contacted every 
day to ensure they were well, had food, 
essentials, and medicine.

2. Setting aside time during working hours to 
have fun. Many did not understand this or 
did not want to participate but we insisted 
that every week, a minimum of 1 hour 
‘during working hours’ be spent on having 
fun. Fun hour was dedicated to hobby 
lessons. I also shared my passion for cooking 
and some 300-plus employees attended the 
CEO cooking sessions. 

3. Making the CEO visible. During the 
lockdown, I ensured that I was on a 
platform (MS Teams) interacting with 
400+plus employees directly. During the 
interaction, everyone was encouraged to 
write comments and/or ask questions. 
This helped bring some of the camaraderie 
back. As CEO, I answered all questions, 
no matter how uncomfortable they were. 
This loosened up individuals in a manner, 
emails or any other sort of communication 
couldn’t have. 

  Step 3: Walk the talk, honestly 
To be credible in times of crisis you need to 
build your credibility ‘before’ the crisis hits. 
All too often, leaders and managers find 
themselves ‘not being heard or believed’, 
when in the midst of an adverse event. And 
they wonder why. The answer lies in the 
credibility that has been built over time. 
Management, and especially the CXO 
Suite, believe they are credible. But I believe 
practices, policies, and values as played out 
in day-to-day operations are a great indicator 
of credibility. All too often, value statements 
remain enshrined on fancy paper and even 
fancier frames hung on office walls. These 
need to be brought to life and this effort has 
to be led by the CXO Suite. In the time of 
adverse events, it is this credibility that helps 
the workforce to make seemingly instant yet 
essential changes effectively.

Thus, organisational resilience needs to 
move away from its conventional definition to 
a new more relevant one: Resilience should be 
understood as the ability of an   to be ready to 
adapt to any unnatural adverse event that has 
the potential to cripple it (the organisation).

Businesses change and need to keep pace 
with changing environments, especially if 
adverse events become more frequent.  
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the talk, 
honestly
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A visionary leader
ecosystem, depends on visionary leaders.

Having a vision is like looking at the present 
from the future’s standpoint. There is only a slim 
chance for success, breakthrough initiatives, 
incredible achievements, and an abundance of 
opportunities in a flat two-dimensional reality. A 
solid vision opens up a multidimensional space in 
which anything is possible.

MYTH 2: Vision is a gift that only a few can have
Vision is not a gift but a result of focused 
thinking, and it is accessible to all who are 
prepared to think beyond themselves. Vision 
comes when your conscious awareness of a 
problem or a need you want to solve reaches 
its peak. 

Vision is a response to the most critical 
problems and issues that people face. It releases 
our inner abilities. This is a practical, pragmatic, 
and realistic reflection of our aspirations and 
long-term desires, and a plan to make them 
reality. From the moment when thoughts come 

Conscious awareness reaching its peak leads to the formation of vision 
in a leader; such a leader materialises the present and uses a path to 
the future, opines Dr Oleg Konovalov, a thought leader, author, 
business educator, consultant, and coach. Dr Konovalov is also on 
the Thinkers50 radar, has been recognized as #1 Global Thought 
Leader on Culture by Thinkers 360, and is #1 Global Leading Coach 
(Marshall Goldsmith Thinkers50).

MYTH 1: Every leader has a vision
We are living in a time of leadership blindness. 
All leaders claim to have a vision. The vast 
majority are, at best, only pretending. In truth, 
about 0.1 per cent of business, social, or political 
leaders actually have a vision.

Modern leaders often cannot explain what 
vision is and how it can be made a reality. They 
substitute money and performance indicators for 
vision, forgetting that without vision, no amount 
of time, money, or resources can help.

Life is not a place we live but a path we take. 
Vision defines a path into the future down which 
a true leader must lead others.

Vision is aspiration for the future that we strive 
to make a reality today. In fact, not many modern 
leaders are good at defining the future and 
making it a reality. 

Vision creates the fertile ground on which we 
build the future. How we create a productive and 
prosperous space for all stakeholders, employees, 
customers, partners, and future users of this 

MYTH 
BUSTER
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together and offer a solution, a 
vision defines the world around us.

Vision grows into its shape 
fed by imagination, nurtured by 
inspiration, and driven by a desire 
to solve a serious problem for 
the sake of others. It can be very 
different from the initial idea, but 
it is beautiful in its own way. It 
becomes not just productive, but 
reproductive as the results inspire 

new ideas to nurture.
Conscious awareness is not about platitudes 

like, ‘I have a calling’ or ‘taking a chance’, but 
about consciously understanding why a certain 
problem should be solved. This is about a fully 
formed and defined ‘why’.

We can get a vision of something that we 
are most concerned about. How great is this 
problem that one is prepared to devote one’s 
own life to solve it for the benefit of many? This 
‘why’ is the pain of others which will not let the 
visionary rest.

Great vision allows 
organisations to grow 
and remain valuable for 
many years to come. A 
vision should provide a 
firm ground on which 
to stand and a lofty 
goal to reach for. 

MYTH 3: Vision is an idea turned into a 
statement
A vision is not a mere statement written so it 
can be nailed on an office wall and gives people 
something to look at when waiting for the meeting 
to start. Statements do not define the future. 

The greatness of a vision matters more than 
the size of the organisation. Great vision allows 
organisations to grow and remain valuable for 
many years to come. A vision should provide a 
firm ground on which to stand and a lofty goal 
to reach for. This requires that it be carefully 
constructed. 

Every vision has six firm criteria – stimulus, 
scale, spotlight, scanning, simplicity, and 
excitement.
Stimulus: Vision reflects the highest purpose 
of leadership—purposeful acting for and with 
people.
Scale: Vision never leads to or accepts a dead 
end. It shows multiple potentials for expansion.
Spotlight: Vision assumes responsibility, 
immediate, and extended. The greater the vision, 
the greater the responsibility for its impact on 
people’s lives, and the legacy that will be left 
afterwards.
Scanning: Watch for signs and clues in pursuit 
of your vision while choosing the best path to 
success. They will be easy to follow if the vision 
is strong.
Simplicity: Vision is elegant thinking about 
complicated things. A great vision is genuinely 
easy to understand and never complicated.
Excitement and passion: A strong vision is 
always accompanied by excitement and passion. 
Excitement equals passion which gives emotional 
power to a vision.

MYTH 4: Visionary leadership is about 
consensus
The future complies only with leaders strong 
enough to manage it. Strong, visionary leaders 
create a vision and guide it to success. 

We have a problem: in today’s world consensus ©
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increasingly has become very important for 
everyone to secure. Yet, a vision cannot be 
created through consensus. It can only be created 
by strong leadership.

Consensus comes into play when a leader has 
no idea where to go and instead seeks to please 
everyone. Pleasers do not create value either 
for people or themselves. Pleasers do not take 
a risk (which itself is a huge risk). They hide 
their lack of leadership qualities and excessive 
indecisiveness behind the consensus. 

Vision demands action. Strong leaders are 
doers who turn a vision a reality, 
pleasers don’t.  

Visionary leadership is about 
showing people a prosperous future 
where they are going to be under 
your leadership and leading them to 
this promised future. 

Our life is defined not by the 
number of problems we solved 
or how many people we pleased 
but by the number of solutions 
we found that allowed creating 
successful businesses, living in 
happy families, and creating value 
for others. Strong leadership is 

about guiding people.
Such a leader assumes responsibility for 

massive, positive transformation which helps 
people to get out of their bubbles and conquer 
new terrain. This is why a strong leader takes 
the helm.

MYTH 5: A visionary and a futurist are the 
same
There is a common, albeit wrong, belief that a 
visionary and a futurist are the same. A visionary 
and a futurist are, in fact, very different creatures. 

A futurist will tell you that climate change will 
lead to the end of civilisation and there will be 
tons of refugees and refugees will create war. 

A visionary will tell you the young people of 
the world should have the skills and motivation to 

be able to solve any problem, including climate 
change. They want to help young people solve the 
problem of climate change by educating them. As 
a result, we will not have refugees and not have 
problems with professional education, which is 
aspirational and pragmatic.  

Futurists draw a dreary or even scary picture 
of the future where visionaries create a positive 
future. A visionary is someone with a tangible 
plan as he sees where he is going and where to 
lead people. 

In fact, none of the futurists’ predictions come 
true. Futurists work for audiences and for a short 
period of time sell what people want to hear. Any 
forecasts without responsibility to create that 
future or crystal ball predictions without effective 
execution are fakes in reality.

Visionaries define the implications of new 
inventions and spread them globally. Visionaries 
materialise the present and use a path to the 
future which exists in the here and now.  

Pleasers do not create 
value either for people 
or themselves. Pleasers 
do not take a risk 
(which itself is a huge 
risk). They hide their 
lack of leadership 
qualities and excessive 
indecisiveness behind 
the consensus.

MYTH 
BUSTER
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What it takes…
The first path destroys those hit by the 

ambush. They are paralysed and make no 
effort to improve the situation. They become 
defeated knowing that their life has been 
irrevocably changed. They become lesser 
versions of themselves; they cease to be the 
person they were. 

The second path leads those who suffered a 
catastrophic event through to the other side, 
but it is always a point of struggle. Fearing 
further loss, they reject opportunities for 
growth and become stagnant. 

Those who follow the third path are able to 
turn an ambush into a launching point. Instead 
of being defined by their loss, they choose 
to distinguish themselves for the challenges 
they have overcome. They have adopted an 
‘overcome mindset’. 

I learned about developing an overcome 
mindset after barely surviving an ambush 
in Iraq while serving as a Navy SEAL. To 
recover physically, I had six blood transfusions, 
underwent 40 reconstructive surgeries, 
wore a tracheotomy for seven months and 
endured multiple months of physical therapy. 

As humans, we all can 
expect to experience an 
ambush of some kind in 
life. A case in point is the 
Covid-19 pandemic that 
came from out of the 
blue and infected millions 

around the globe, caused over a million deaths 
to date, shuttered businesses, and affected 
billion of jobs. Covid ambushed the lives of 
people, globally. 

But at the same time, life ambushes are our 
greatest teachers. They teach us perspective. 
They teach us gratitude. We understand the 
fragility of life better because of challenging 
experiences, and we have more to offer to the 
world because of what we have survived. 

But to gain this perspective, we have to 
find a way to move beyond what has brought 
anger, guilt, emptiness, or pain. Doing so 
requires adopting a mindset that believes it is 
not only possible to overcome adversity, but 
it is imperative. 

When ambush comes, responses typically 
follow one of three paths: 

An overcome mindset can help one make a triumphant come back 
from adversity.

 JASON REDMAN, AUTHOR, OVERCOME STRATEGY
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To recover mentally, I labelled the 
day I was wounded as my ‘rebirth 
day’. My ambush launched me into 
a new trajectory so that I didn’t 
just survive, I thrived. My purpose 
is now to share with others how 
to sustain recovery long-term 
and relaunch their lives after a 
catastrophic ambush.

Whether it is confronting the 
loss of a loved one, a crippling 
health issue, termination from a 
job, or some other tragedy, the 
overcome mindset can allow you 
to triumph over adversity. Here 
are some guidelines for developing 

the mindset: 
Learn acceptance. You do not have to 
accept that what happened is right or okay, 
because maybe it is not. Face it: life is not 
always fair. But you do have to accept that you 
are living in this new state, so begin to make 
adjustments to your thinking and actions that 
match your new reality. You may be battling 
depression, anxiety, PTSD, or any number 
of difficulties after your ambush. Instead of 
fighting against them with anger and denial, 
accept them for what they are. Seek help if 
needed and commit to the long-term healing 
needed to move through them. 
Choose action over inaction. When you 
get into an ambush, you have got to REACT (a 
step-by-step process to deal with any ambush). 
Explore the actions you can take toward living 
a full life again. Recognise that there are no 
easy ways out, only forward motion—one 
step at a time, one day at a time. Stop allowing 
yourself to be stuck in a vulnerable position. 
Just the first step toward living again will show 
you that you’ve got this.
Face the dragon. Whatever life ambush you 
are facing—a physical setback, bankruptcy, 
divorce, or some other unexpected hardship—
it will leave its scars on you. Your life will 

not ever be the same as before and you 
should not expect it to be. Understand that 
overcoming is not about vanquishing the 
dragon so you return to your past self. It is 
about acknowledging that the dragon now lives 
within you. Resolve to slowly learn to touch 
the dragon so that you can live with it. Once 
you reach that point where you own the bad 
incident and can control it, there is no longer 
negative energy pinning you down.
Expect obstacles. The overcome mindset 
is a no-excuses, forward motion attitude. It is 
a mental commitment to lean into the storm 
and drive forward. As you move forward, you 
are going to continue to meet resistance, and 
possibly consequences from your past actions. 
Face those challenges head-on. Recognise that 
adversity can turn into opportunity. Do not 
ignore the difficulties and obstacles. See them, 
name them, and resolve to move through them 
no matter what. 

It is never too late to adopt an overcome 
mindset. It is never too late to choose the path 
that leads to your triumphant comeback. 

Understand that 
overcoming is not 
about vanquishing 
the dragon so you 
return to your past 
self. It is about 
acknowledging that 
the dragon now lives 
within you. Resolve to 
slowly learn to touch 
the dragon so that 
you can live with it. 

Jason Redman 
is a retired Navy 
SEAL and author of 
Overcome: Crush 
Adversity with 
the Leadership 
Techniques of 
America’s Toughest 
Warriors.
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A good teammate
Distance Teammate-Stay Engaged and Connected 
Working Anywhere, Kevin Eikenberry and I 
uncovered some unexpected factors in the long-
term success of remote workers. 

The first was how they identified themselves. 
Certainly, being able to maintain productivity 
unsupervised was the obvious part of the 
equation. But we found that even the most 
focused, capable individual worker sometimes 
felt stuck or unmotivated, and often began to 
exhibit signs of stress and burnout after several 
months. Those who felt they were individuals 
answering to their manager and otherwise on 
their own were, in the long run, less productive, 
engaged, and satisfied than those who thought of 
themselves as ‘teammates’.

In the book, the difference is explained 
this way: a team member is an individual 
who reports to the same manager as the 
other members of the team, but whose focus 
is on their individual tasks and duties. Task 
completion is the key focus, particularly those 
things that impact their personal metrics and 
performance. The word teammate implies a 
deeper social, emotional connection to the 

What is the 
difference 
between 
organisations 
that have 
successful 
remote teams 

and those who do not? The answer might 
surprise you. Productivity is the obvious answer, 
but it is not the only factor. It is not each 
individual being as productive as they can while 
on their own—it is the members of the team 
working as true teammates.

Even before COVID-19 and the shutdowns, 
remote work was on the rise. Indian firms such 
as Tata Consultancy Services anticipated that as 
much as 75 per cent of their workforce would 
have the option to work from home by 2025. 
Now most companies have at least some of 
their workforce working away from the office, 
voluntarily or not. The issue for many of these 
entities going forward is creating the same level 
of engagement, collaboration and team, spirit 
they had while working in the office together.

In researching our new book, The Long-

What separates teammates from people who simply work together?

 WAYNE TURMEL, AUTHOR, THE LONG-DISTANCE TEAMMATE
LEADERSHIP
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work, the direct manager, and the 
other members of the team.

Teammates care about more 
than their own performance. 
The success of the team matters. 
They take joy in building and 
maintaining solid relationships with 
their fellow teammates, and thus 
are more engaged in the work and 
the overall success of the team. 
Simply put, they care more and put 
in much more discretionary effort 
than those simply meeting the 
requirements of their job.

We interviewed hundreds of 
remote workers and their leaders 

and uncovered three factors that determine 
what separates teammates from people who 
simply work together. Those factors have 
been built into what is called in the book, The 
3P Model for Remote Teamwork. The three 
success factors are: Productivity, Proactivity 
and Potential.

Productivity sounds simple and obvious: You need 
to get the work done even when you are alone 
or isolated from your team. But that thinking can 

result in individuals becoming focused on their 
own work, deliverables, and key performance 
indicators and them not actively contributing 
to the success of the team. People may 
undermine group activities like brainstorming 
or contributing to meetings. When we talk about 
productivity as a teammate, it means not merely 
getting your work done (the bare minimum to 
keep your job) but getting the right work done. 
This is a mixture of personal duties as well as 
work that benefits the whole team. Productive 
workers help their teammates succeed, work in 
a way that benefits everyone, and successfully 
balance their individual and team tasks so that 
the collective team succeeds while the individual 
achieves their own goals and expectations.

Proactivity is the factor most managers and 
teammates described as one that truly separates 
great teammates from people they work with.  
Many people associate proactivity with doing 
the tasks that need to be done without being 
asked. While that is true (and important) 
proactivity on a remote team is so much more.

When a teammate is obviously struggling or 
has a question, do you reach out to them on 
your own? When you have a question, are you 
comfortable reaching out to people on your 
team for help or do you struggle in silence 
because you do not want to interrupt or 
bother people? 

Maybe most importantly, a proactive 
teammate is engaged enough to ask clarifying 
questions of their manager, to speak up in 
meetings when others won’t, and actively 
contribute to brainstorming and collaboration 
without waiting to be called upon. By being 
proactive, teammates are  caring, engaged, and 
adding great value to the team and each other.

Potential means thinking about the long-
term implications of our communication, our 
relationship building efforts, and our work. This 
has implications not only for the immediate 
work of the team, but for the long-term 
engagement, satisfaction, and quality of the 

When we talk about 
productivity as a 
teammate, it means 
not merely getting 
your work done (the 
bare minimum to keep 
your job) but getting 
the right work done. 
This is a mixture of 
personal duties as well 
as work that benefits 
the whole team.
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individual’s work going forward.
One of the challenges of working 

apart from others for a long time 
is that communication tends to 
be transactional. We only speak to 
someone when we need something 
from them. The social conversations 
across cubicle walls, or chats in the 
tearoom that make interactions 
pleasant and fun often do not occur.

We do not accidentally run into 
people; we need to push a button 

or write a message and send it. We speak with 
our teammates only when we have to, and only 
about work-related topics; we do not build and 
maintain the kind of relationships that make 
work easier, more efficient, and pleasant. Team 
members who are proactive about reaching out 
to our peers, take the time to engage in chit chat 
and celebrate birthdays are perceived as better 
teammates in the long run.

On a personal level, successful teammates 
take a long view of their own work. They do 
not just focus on the tasks in front of them, 
but think about their longer-term career 
development and personal goals. They keep 
an eye out for learning and development 
opportunities. When people see a future for 

themselves, rather than simply do the same 
thing day in and day out with no end in sight, 
they are more apt to be excited by their work 
and invest their energy into it.

Remote workers who embrace all ‘3Ps’ will 
be more engaged, do better work, and be 
perceived as better teammates. This has great 
implications for the organisation, the team, 
and themselves. 

Wayne Turmel is 
an author, speaker 
and co-founder 
of the Remote 
Leadership Institute. 
He is the co-author, 
The Long-Distance 
Teammate: Stay 
Engaged and 
Connected Working 
Anywhere and The 
Long-Distance 
Leader- Rules for 
Remarkable Remote 
Leadership.

ABOUT THE AUTHOR

Successful teammates 
take a long view of 
their own work. They 
do not just focus on 
the tasks in front of 
them, but think about 
their longer-term 
career development 
and personal goals.
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Adopting the future 
of work

the problem of disguised unemployment by 
absorbing the agricultural labours during the 
lean season. This segment also extends support 
to the large industries in the form of ancillary 
units and plays a significant role in the entire 
value chain of the business. Since almost 
51% of Indian MSMEs are based in the rural 
regions, the sector contributes to the economic 
empowerment and social inclusion of the rural 
population. They are engaged in diversified 
fields ranging from traditional rural handicrafts 
to technology oriented industrial units. 

The significance of this sector is evident 
from the numerous government initiatives 
taken to boost its growth, the most significant 
one being the revision in the definition of the 
MSMEs. Global trends in classifying MSMEs 
revealed that most of the countries are using 
major parameters like number of employees, 
net worth, turnover, capital employed, etc. To 
facilitate ease of doing business the Government 
of India revised the definition of MSMEs vide 
the Gazette Notification S.O. 2119 (E) dated 
June 26, 2020. Accordingly, the definition of 
MSMEs is mentioned in the table given below:

 

MSMEs segment is 
the backbone of the 
Indian economy. 
However, in the 
past few years, 
challenges such as 
demonetisation, 

supply chain bottlenecks, financial crisis, and 
adopting to digital ecosystem have been rocking 
the MSMEs sector.

The growing importance of digitalisation 
in MSMEs is not only the policy agenda but is 
also important for the survival of this segment. 
Digitalisation will not only improve their 
competitiveness, but also benefit society at large 
because SMEs are the main service providers in 
the regional economic growth and innovations.

Though digitalisation is the buzzword today, 
anxieties about how to adopt it and the impact 
of this transformation in business are still 
restricting its adoption in many an organisation.

The MSME sector is critical to the growth of a 
country like India, especially because of its huge 
population, as it fosters entrepreneurship and 
employment opportunities. This sector reduces 

Digital transition should go beyond just adopting digital tools; it 
should be a holistic transformation.

 R SUMITRA, BARODA APEX ACADEMY
TECHNOLOGY
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Despite the notable contribution 
of the MSME segment to the 
country’s economy, it could 
not evolve as a robust, resilient 
player. MSMEs face several 
challenges—availability of low 
cost credit facilities, procurement 
of raw material, inertia to 
technology adoption, capacity 
building, supply chain disruption, 
and the perennial problem of 
delayed payments, among others. 

Apart from these, the COVID-19 pandemic 
continues to keep the world on edge. Though 
businesses are getting back to pre-pandemic 
levels, the uncertainty over the duration and 
intensity of the pandemic continue to cause 
concern. Just like boosting immunity of the 
population is a key to tackle the pandemic, 
the key to long-term sustainability for 
MSMEs would be to focus on innovation and 
digitalisation.

Seizing opportunities from digitalisation
Digital is becoming a way of life—billions 

of people wake up to notifications from 
social media sites, e-mail, etc. Opportunities 
provided by digitalisation are compelling 
organisations to look at their business models 
from a different perspective.

A digitalisation infrastructure can help 
reposition business by improving the reach 
beyond geographical boundaries. The era of 
invisible networks has created a new market 
for the economy at large. Information rushes 
through the networks at the blink of an eye, 
customers can pick and choose any services, 
products from across the globe. 

Indian MSMEs and digitalisation
The MSME sector is yet to benefit from the 
advancements in the digital space. Anxiety and 
confusion about how digitalisation will impact 
my business, how much capital will be required 
for the digitalisation, the fear of failure to 
implement, and more such doubts are gripping 
the MSMEs into inaction.

Given the present scenario, more and more 
customers are shifting to online platforms 
which are providing opportunities for MSMEs 

Just like boosting 
immunity of the 
population is a key to 
tackle the pandemic, 
the key to long-term 
sustainability for 
MSMEs would be to 
focus on innovation 
and digitalisation.

Figure 1 Definition of MSME
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to transform and build on digitalisation of their 
businesses. Digitalisation provides opportunity 
to thrive on enriched data and thereby take 
corrective actions on time.

Why is Digitalisation a challenge for MSMEs?
Digital literacy: The term ‘digital literacy’ 
means ability to use information and 
communication technologies to find, evaluate, 
create and communicate information using 
both analytical and technical skills. Digital 
transformation requires cultural and behavioural 
changes such as new ways of approaching 
customers, monitoring the digital behaviour 
of the customers, keeping customers engaged 
using digital marketing, increased collaboration 
with tech-savvy entities, etc. It is important to 
develop a mindset to embrace the change. Digital 
literacy is the primary step towards the ultimate 
goal of embracing the change and reinforcing 
new behaviours and way of working through the 
digital platforms. 
Denial from workforce: Concerns about 
being replaced by young, tech-savvy staff, or 
machines are reasons enough for the workforce 
to oppose digitalisation. Insecurity and anxiety 
about the unknown may even lead to sabotaging 
of the process of digital transformation.
Switching Cost: A majority of the MSMEs 
operate on a thin margin with limited capital. 

These units do not have easy access to formal 
credit system. Most of the firms run their 
business out of their own investment or by 
borrowing money from friends and family. These 
entities feel that digital transformation requires a 
big budget and are therefore pessimistic towards 
digitisation.
Loss of revenue from non-digital 
customers: Digitalisation is often considered 
as a something that will eat away the share of 
revenue contributed by non-digital platforms.
Cyber Security: An unsafe online 
environment presents another challenge in 
adopting a digital framework. Instances of 
hacking, intellectual property infringement, etc. 
are pose major threats.
Inconsistency in quality of customers 
and digital agenda: The real meaning of 
digitalisation is often misinterpreted. The 
business units assume that digital transformation 
means the act of using some of the digital tools 
along with the traditional business model. They 
fail to understand that it is not a momentary 
event, but it is something that they must sustain 
over the years. 

Digital engagement levels of MSMEs in India
The series of struggles which the MSMEs 
face leads to obstruction in their way to 
transformation. They try to adopt reform 
measures on a trial and error approach. They 
experiment and mend things and many a times 
come at crossroads. In this process some reach 
their destination, some struggle in the initial 
stage, while the rest reach the mid-way and thrive 
to improve with perseverance and zeal.

The engagement level of MSMEs can be 
categorised as under:
Offline. MSMEs which do not use computers, 
social media platforms, and have no access to 
internet.
Connected. Those that have preliminary 
knowledge of digital platforms and are making 
minimal use of digital channels like e-mails, ©

 S
hu

tte
rs

to
ck

.c
om



 I N D I A N  M A N A G E M E N T   F E B R U A R Y  2 0 2 1  47

search engines etc.
Enabled. These entities have 
corporate e-mail IDs, own website, 
and social media presence to 
maintain relations with their clients. 
They understand the market using 
digital platforms.
Engaged. These segments 
of MSMEs are tech-savvy and 
proficient in digital tools, 
predominant volume of their 
business activity is executed through 
digital platforms. 

At present, over 80 per cent of 
the MSMEs belong to the offline 

and connected engagement level. 

Way forward
Real digital transformation is about breaking the 
barriers and leveraging technology for increased 
earnings and profitability. There is need for 
effective integration of technology and all the 
available key resources of the business.

Acquiring digital IQ
Acquisition of Digital IQ or Digital Maturity is 
necessary to reap the benefits of digitalisation. It 
is the measurement of the organisation’s ability to 
harness growth and profitability from the digital 
framework. The journey towards digital agility 
is not a onetime moment; it is a continuous and 
enduring process. It is a thing beyond a statement 
like, ‘We want to go paperless’. The management 
must be clear about the specifics of the 
organisation, assess the effect of transformation 
on the culture and commercial side of the 
business and align the digital objective with the 
mission of the business entity.

Shift in the mindset & culture change
Regardless of the effectiveness of the digital 
mission, it will be truly successful, only if there 
is a shift in the mindset of the entire workforce 
of the organisation. The employees should be 

TECHNOLOGY
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directly involved in the transformation process. 
The leader must set an example by getting 
actively involved in the process. 

Identify the gaps
It is also important to maintain close connection 
with the world outside the organisation to 
understand the external needs, temperament 
of the customers, and strategies adopted by 
competitors. Meaningful connections needed to 
be established with the customers to understand 
the digital experience they value. From the needs 
of the customers, identify the digital model 
that will bridge the gaps of the unmet customer 
expectations. One method to identify the gaps 
can be to host a virtual event for the customers 
to get their feedback, experience the digital 
products used by the customers, etc. 

Leveraging government schemes
The government is introducing several schemes 
and incentives for MSMEs who want to 
adopt digitalisation. ZED is one such scheme 
introduced to encourage MSMEs to adopt quality 
tools/systems and energy efficient manufacturing 
process.

Route to digital transformation
Some methods for successful digital 
transformations are consistency in plan, 
establishing flexible framework, and a 
collaborative approach with expert service 
providers like digital hubs, startup support 
system, etc.

Transformation is not just an agenda; it must 
become a natural way of working of the entity. 
The emerging technologies must be the core 
competencies of the organisation. It is important 
to embrace the challenges to make the journey 
meaningful and effective for the business. 

Some methods for 
successful digital 
transformations are 
consistency in plan, 
establishing flexible 
framework, and a 
collaborative approach 
with expert service 
providers like digital 
hubs, startup support 
system, etc.

Reference
Digital Transformation by Lindsay Herbert
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Building blocks
N Ranga and Sons, Rajoo Engineers, Fouress 
Engineering, and others have adopted the 
following principles to stay relevant and 
resilient in challenging times. 

Long-term vision, tempered with realism
Building a resilient family business requires 
thorough planning and diligent execution. If 
it is only a single company, then explore what 
is required to scale and grow. Identify the 
partnerships and alliances needed to expand 
to new geographies, and reinvest profits in 
deepening expertise and acquiring efficient 
resources. After touching a certain revenue, 
plan for adjacent markets that can be pursued 
without efficiency loss. Run the business with 
clearly measurable outcomes and do not launch 
unprofitable ventures. Constant pruning, 
diversification, and expansion are imperative to 
stay relevant. 

Good governance policies, structure, and 
process
Invest in the governance process, both formal 
and informal. Create a formal siblings council 

Family run businesses are a 
significant segment of any 
nation’s economy. A family 
business can be a single-owner 
firm or a large industrial house. 
In India, Family Business 
contribute close to 25 per 

cent of GDP, about $670 billion (BCG 2020). 
According to Mint, only 12 per cent of family 
business make it to 3rd generation and 3 
per cent make it to the fourth. Most family 
businesses fail to survive multiple generations 
because they do not address succession 
planning, risk management, and suffer from 
interdependencies between the family, the 
business, and ownership. COVID-19 has only 
accentuated the need for family businesses to 
build resilience, to survive and sustain black 
swan moments. Resilience is the ability of 
the family business to quickly adopt to any 
disruptions while continuing to protect business 
continuity and safeguard its investments, people 
and brand equity. 

Thermax, Jagdale Group, Shahi Exports Pvt 
Ltd, Shahi Exports, Mysore Deep Perfumery, 

Building a resilient family business entails congruence of vision, 
unwavering commitment, and diligent execution of strategy.

 T R MADAN MOHAN AND SHARADHA V, BROWNE & 
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or cousin consortium or a family office. 
Create roles for effective communication, 
reporting, accountability, disputes resolution, 
administration, and also to decide on forums/
rules for meetings. Create a charter detailing the 
vision and values of the family and the business, 
and the connect between the two. It could 
also carry details such as board representation, 
voting rights, nomination, disputes resolution 
mechanisms, and so on. Importantly, a family 
charter must also limit exposure to investment 
risk in markets wit government as major 

customers as change of policies 
or change of regimes can make 
or break a family business. Risk 
management practices should also 
be put in place; these would protect 
the family from exceeding resource 
limits and also craft mitigation 
strategies while operating in sectors 
with strict regulatory environment. 
Further, audits are a sure-shot way 
to ensure transparency and protect 
the businesses from fraud. 

Define values and identity
The most critical step in building 
resilience is developing and 

celebrating the legacy of the business, its history, 
and the values that define it. Pains, setbacks, 
and wins constitute the threads of history that 
define the richness and identity of any firm. These 
are powerful means of inspiring and offering 
direction to the new generation. So, let these 
values and identity drive the business and limit 
opportunism at all levels. 

Create rituals and processes for multi-
generational bonding. Invest in documenting 
the family culture that is shaped by members 
of different generations and their specific 
interests. Robust family businesses enshrine 
and celebrate their pride, and ensure business 
continuity and security by preserving the 
charisma of their culture. 

Invest in capabilities and successors
Working on capacities, offerings, and the 
capabilities of resources is critical to build a 
sustainable family business. Continuity and 
market relevance can be ensured by working on 
not just products and services, but the business as 
a whole. The key here is to build capabilities that 
will make the organisation stronger in terms of 
management, process, systems, and culture. 

Succession must be done in a transparent 
manner. While the plan for it is rolling, ensure 

Continuity and market 
relevance can be 
ensured by working 
on not just products 
and services, but the 
business as a whole. 
The key here is to build 
capabilities that will 
make the organisation 
stronger in terms of 
management, process, 
systems, and culture. 
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that the business is not disrupted by the changes 
it may bring about. The older generation plays 
a significant role in communicating the business 
parameters to multiple interest groups and 
ensuring buy-in.

Finding a successor is also an opportunity 
to rewire a business; so, let somebody who 
is going to own and run it in the future weed 
out suboptimal approaches and bring fresh 
perspective. Identify successors based on their 
capabilities, commitment, and interest in 
pursuing a role rather than on gender or other 
norms. A grow-from-the-shop-floor approach 
or internship can help them find their feet in the 
company. Also, they should not be burdened with 
constant reminders on results; the focus should 
be on outcomes instead. Obsession with results 
may divert their attention to short-term gains. 

Create a corpus and protect wealth
An important way to create a sustainable family 
business is to create a diversified portfolio of 
wealth by looking beyond just real estate and 
commodities (read gold). De-risk by investing 
across all asset classes. Explore the option 
of overseas investment, as permitted by the 
government—this will help create assets in 
foreign countries that could also serve as an 
education base or market ports for future 
generations. This, in turn, would undoubtedly 
help in ensuring higher returns and do better 
tax planning. Acquiring companies without 
stretching resources will help to gain trade and 
supply chain advantages. 

Bring in professionals
A family business that can attract, manage, and 
retain talent will always be more resilient. While 
family businesses typically focus on optimisation, 
especially on the resources front, non-family 
professionals can bring in a high degree of 
efficiency focus. They can bring in systems and 
processes that can lead to more transparency, 
accountability, and enhanced control of the 

business. Professionals should be hired for not 
only their experience but also their attitude—
those who can not only lead, but also mentor 
and guide incumbent resources. And if they have 
long-term vision, it would help in maintaining 
continuity of the ‘change paradigm’. Actively 
encourage dual reporting, to professional 
mentors and family business leaders to seek out 
feedback and guidance on both task and business 
related areas. 

Imagine the worst, prepare best
Family businesses fare better when there is a clear 
demarcation between ‘family’ and ‘business’. 
Operational conflicts can be easily resolved 
when there is a clear understanding of roles and 
responsibilities. A good starting point is to align 
the family’s relationship with the business goals 
and detail a plan with a clear description of roles 
and expectations, the skills required for each 
function, and also the chain of command. Lay 
down transparent compensation rules for those 
family members involved in the business. Proper 
mechanisms and processes have to put in place to 
prevent small problems from mushrooming into 
major business and family issues. 

Building a sustainable family business is all 
about preparing well to respond to challenges. 
And resilience comes from the ability to stay 
relevant by avoiding unwanted expenditure and 
risks. Building the foundation of a sustainable 
and resilient family business entails preparation, 
congruence, commitment, and execution 
excellence. Such an approach will come in 
handy while tackling knock-on effects of even 
major disruptions like COVID-19. 
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