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president’s 
MESSAGE

COVID-19 and lockdowns have 

changed work and life. Not many 

had expected to find themselves 

shut inside their homes and 

outside their workplaces without warning. But 

people are resourceful, and they always find a 

way. Businesses took to digital technologies 

and carried on, more or less.

Businesses shifted online and 

work continued from homes. The 

digital future of working from 

anywhere was pulled into the 

present. For the better part of 2020, 

or worse, the world has survived 

on digital and some of the new 

habits will stick even though people 

are itching to be with others and 

celebrate life.

Digital is here to stay because 

people have tasted its convenience 

and power. Those who were 

sceptical about remote work and online 

business earlier are now fanatical converts. 

The cost savings and productivity increases 

achieved by organisations during COVID-19 

would prove extremely persuasive in 

continuing with the digital ways. Also, the 

new-found appreciation of personal space 

and social hygiene would be a force for 

change in business culture. Much of the new 

behaviour would be enabled and enforced by                        

digital technologies.

As governments retreat from physical control 

on life and business, they would rely on 

digital technologies to give permissions and 

to watch everyone. A convergence between 

government and commercial surveillance is 

being seen as the way to allow businesses to 

receive people and control social distancing. 

Offices and factories are installing cameras to 

monitor employee interaction and compliance 

with safety measures. Digital surveillance is 

much cheaper and easier than redesigning 

shared spaces to enforce social distancing and 

safety. In any case, the opportunity to collect 

data on employee and customer behaviour is 

welcomed by most businesses.

Work from home will continue in some 

form and degree even if COVID-19 were to 

disappear tomorrow. Many businesses have 

discovered that not only can they get more 

work out of their employees when they work 

from home, but also save on the cost of office 

space and infrastructure when not everybody 

needs official real estate and tools to work. 

Most organisations have already invested in 

digital capacities for online work and meetings, 

and they are unlikely to throw those away once 

people are allowed to come to office. 

The biggest reason digital is here to stay is 

Digital is here to stay
SANjAy KIrloSKAr is Chairman and Managing Director, Kirloskar Brothers Limited.

Digital is here to 
stay because people 
have tasted its 
convenience and 
power. Those who 
were sceptical about 
remote work and 
online business 
earlier are now 
fanatical converts.
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the change in customer habits and 

expectations. During the lockdown, 

consumers have got accustomed to 

digital experience of everything—

work, social togetherness, shopping, 

education, entertainment, worship, 

art and culture, healthcare, 

homecare, and more. The home has 

become the centre of the economy, 

as work and consumption are either 

digital or digitally enabled. Even big-

ticket items such as property and 

cars are expected to be displayed, explained, 

and sold online. With travel denied to them, 

people want to experience performing and 

display art, places of worship, and exotic 

tourism locations through live video feeds. 

Though people want to return to the physical 

world, they also want it augmented with the 

digital one.

Another way the digital revolution will stick 

is the automation of work. With denial of free 

access to labour during COVID-19, businesses 

and households have become sensitive to 

disruption because of the non-availability of 

workers. Labour no longer seems abundant 

or cheap. Automation has emerged as the 

answer. Software is set to automate a whole 

host of cognitive and mechanical tasks.  For 

example, during lockdowns, call centres were 

closed and companies switched to AI bots to 

interact with their customers. Bots are here to 

stay. Industrial and domestic machines will be 

increasingly connected and remotely managed 

and serviced. The automation revolution will 

probably be the most significant legacy of 

COVID-19.

Still, humans are not going out of fashion, 

at least for now. It is a human world even if 

not all humans are equal. Digital products and 

services would require humans to conceive and 

upgrade them. Digital work would still require 

the human touch because humans evaluate 

each other primarily through their senses. 

Even in an online society, people would not do 

business with a picture beyond a point.

The opinion expressed is personal.

Industrial and 
domestic machines 
will be increasingly 
connected and 
remotely managed 
and serviced. The 
automation revolution 
will probably be the 
most significant 
legacy of CoVID-19.



Maneck Davar

editor s 
NOTE

EDITorIAl ADVISory BoArD

D Shivakumar
Sanjay Kirloskar 
Rekha Sethi
Prof. J K Mitra
Maneck Davar
N Radhakrishnan

EDITOR & PUBLISHER i Maneck Davar

ASSOCIATE EDITOR i Anitha Moosath

EDITORIAL TEAM i Ashutosh Gotad, Bindu Nair

DESIGN

GRAPHIC DESIGNER i Nikunj Parikh

ILLUSTRATOR i Nilesh Juvalekar

ADVErTISEMENT MArKETING

DIRECTOR – Marketing & Sales | Geetu Rai
Tel: 9920023908/9844265885

MUMBAI – Sudhir valvara | +91 9821215361
Fax: (+91 22) 2481 1021
sudhir@spentamultimedia.com

DELHI – vijay Bhagat | +91 9871271219
vijay@spentamultimedia.com

BENGALURU – Sandeep Kumar | +91 9886870671
sandeep@spentamultimedia.com

CHENNAI – Shoba Rebecca | +91 9884055523 
chennai@spentamultimedia.com

KOLKATA – Pulak Ghosh | (+91 33) 4073 5025
pulak.spenta@gmail.com

GUJARAT – Sanjay Chawda | +91 9824043072
sanjaychawda@gmail.com

SuBSCrIpTIoNS

Robert Gomes | 022-24811024 / 31
robert@spentamultimedia.com

Indian Management, the monthly magazine of Spenta 
Multimedia Private Limited, is published and printed by  
Mr Maneck E. Davar on behalf of Spenta Multimedia Private 
Limited. Printed at Spenta Multimedia Private Limited, Plot 
15, 16 & 21/1, village – Chikloli, Morivali, MIDC, Ambernath 
(West), District-Thane. Published from 1102, Akashdeep 
Building, Barakhamba Road, New Delhi – 110001. 
Editor – Maneck E. Davar
 
The views and opinions expressed or implied in Indian 
Management are those of the authors and do not necessarily 
reflect those of Indian Management or Spenta Multimedia 
Private Limited. Unsolicited articles and transparencies are 
sent in at the owner’s risk and the publisher accepts no liability 
for loss or damage. Material in this publication may not be 
reproduced, whether in part or in whole, without the consent of 
Indian Management or Spenta Multimedia Private Limited.

SEPTEMBER 2020 vOLUME 59 ISSUE 8

A SPENTA MULTIMEDIA PVT LTD PUBLICATION

tHE JOURNaL OF tHE
aLL INDIa MaNagEMENt aSSOCIatION

Catastrophes and crises invariably leave behind a trail 
of disruption. The World Wars, the bubonic plague, 
the Lehman crisis—history is strewn with many such 
examples. COVID-19 too has taken its toll on lives, 

economies, and businesses alike. New norms have crept into 
our lives and we have been forced to refashion our modes of 
behaviour accordingly. 

In the world of business too, the rate of change has been 
phenomenal. We have been witnessing the rise of digital for more 
than a decade now, but the pandemic has undeniably lent it a new 
energy—there has been a marked spurt in those transitioning 
to the digital in order to suit the emerging reality. And those 
who had already embarked on the path have added pace to their 
journey. In arenas like education, healthcare, payments, and 
entertainment, power of the online medium is being leveraged 
like never before. 

Even as e-meetings, webinars, and video calls are becoming the 
order of the day, there is a question uppermost in many minds. 
Now that its benefits have been proven beyond doubt, will there 
be a total return to the pre-COVID state wherein digital was 
hardly the norm in most spheres of life? Or, will it be considered 
more prudent to retain a slice of the digital when moving 
forward? If so, to what extent will ‘human connect’ be eschewed 
and what will be its implications? What about the security 
concerns that may crop up? The answers may unfold in a while.

However, a common pattern for the future cannot be drawn. 
It is up to every individual organisation to introspect, weigh the 
options, and chart the course.

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

Dear Readers,
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Driving digital 
transformation

 JOerg nIessIng anD FreD geyer, auTHOrs, The DefiniTive GuiDe To B2B 
DiGiTal TransformaTion

resilient businesses use digital technologies, data, and analytics to create long-term customer value.
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We are witnessing 
a profound 
shift in how 
customers, 
organisations, 
and employees 
use digital 

technologies to consume information, engage, 
and make informed buying decisions. 

COVID-19 has accelerated this shift. 
It will not abate when the pandemic 
recedes. Although the shift is easy to see, 
addressing it is not straightforward. Many 
companies are now forced to speed up 
their digital transformation, having realised 

that the new way of working might be the                                                                           
new normal. 

Leaders are hitting the fast forward button 
on technologies that were already in place. 
From remote working to digital events, 
digital communication, and virtual reality 
training facilities, these technologies have now 
become an essential part of our daily work life.  
Moreover, they are here to stay. 

And these are not just ephemeral changes; 
they make up a crucial component of many 
organisations’ ability to create long-term value 
for customers. 

The ongoing crisis has both brought to the 
forefront and broadened the meaning of digital 
resilience. This idea emerged in the area of 
cybersecurity. Originally, it reflected the need 
to upgrade and maintain IT capabilities to resist 
cyberattacks. Since the COVID-19 crisis, digital 
resilience increasingly refers to the strategic use 
of digital technologies to understand, co-create, 
deliver, communicate, and capture value. 
Indeed, some industries—hospitality, higher 
education, traditional retail, and also particular 
B2B industries—were hit more than others. 
The damage was most to players who did not 
embed digital technologies and analytics early 
enough or did not fully commit. 

In our recently published book, The Definitive 
Guide to B2B Digital Transformation, we have 
summarised how growth leaders effectively 
apply the digital technologies that are most 
relevant to their customers, their industry, and 
the unique growth challenges they face. 

Our research into over 20 case studies of 
digital transformations and interviews with 
over 1,000 transformation leaders indicated 
that successful transformation leaders start with 
the customer. 

We identified three transformational shifts 
that have helped successful companies to 
leverage digital technologies, build competitive 
advantage, and achieve profitable growth. 
Companies that have already embedded one 
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or more of these shifts 
are more reliant and 
are the winners in the              
current crisis.

The digital selling shift: 
Engage customers and sell 
more effectively
This starts with taking sales 
and marketing out of their 
silos and pooling them 

together. In the standard arrangement, sales 
‘owns’ the customer relationship, and marketing 
provides messaging and content. This traditional 
division is too cumbersome for the digital age.

As companies move through the various 
stages of the digital selling shift, marketing 
becomes increasingly intertwined with sales, 
while certain legs of the sales journey are 
automated. This is happening in full force in 
the pharmaceutical industry. Here, a digital-
first approach is now common in at least 
three crucial phases of drug sales: premarket 
conditioning, launch sell-in, and post-launch 
market development. Digital communication 
and engagement play a critical role in this shift. 

The digital experience makeover: Innovate and 
enrich customer experiences
Digital technologies represent a powerful tool 
for redesigning customer experiences. They 
achieve that by making CX more tailored, 
configurable, dynamic, and easy-to-use, and thus 
more relevant to the customers. Introducing 
digital tools at key points in the customer 
journey, such as on-boarding, re-ordering, and 
technical support ensures that the experiences 
conform to the individual customer’s needs 
and are less generic. When combined with 
a reduction in pain points, it unlocks even 
greater value for the customer, establishing the 
competitive differentiation that companies need 
to win and grow. It is critical that companies 
move away from a product-centric approach to 

powerful customer experiences. This might be 
the main differentiator going forward. 

The digital proposition pivot: offer data-
powered solutions rather than individual 
products and services
Finally, companies should extend digital 
transformation to the core of their business—
the basic value proposition they offer to 
customers. The best way to do this is to pivot 
from thinking in terms of specific products 
or services, to prioritising increased revenue 
generation through data-powered solutions.

Digital offerings can deploy a host of new 
technologies—IoT, AI, blockchain, etc.—to 
capture and capitalise on customer data, for the 
benefit of both companies and clients. 

Many new offerings focus on sharing, 
integrating, and learning from data gathered 
through an industry ecosystem, such as 
digital medical records, financial exchanges, 
or shipping clearinghouses. As a result, an 
enormous array of product and service 
companies are turning into data-powered 
solution providers. 

The European construction manufacturer 
Hilti, for example, moved from selling 
tool sets to building sites to providing a 
fleet management solution, which allows 
construction companies to pay for the tools 

joerg Niessing 
is INSEAD Senior 
Affiliate Professor 
of Marketing. He 
is also co-author, 
The Definitive Guide 
to B2B Digital 
Transformation.

only companies that leverage 
digital technologies and data 
to engage with customers 
more effectively, enrich 
customer experiences, or 
offer innovative customer-
centric business models will 
create long-term growth.

ABouT THE AuTHor
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they require on an as-used basis. Hilti uses the 
data generated as the tools are used to anticipate 
needs for new machinery, replace worn parts 
and accessories, and address surges in  
tool utilisation. 

Companies can now unleash the power 
of digital technologies and data to connect 
customers and devices, to make data accessible, 
to configure solutions on demand, and to 
partner with other suppliers. 

All three shifts are helping companies in 
building resilience. But to achieve that, it is 

critical to stay customer-
centric. Only companies 
that leverage digital 
technologies and data to 
engage with customers 
more effectively, enrich 
customer experiences, or 
offer innovative customer-
centric business models will 
create long-term growth.

A great example of 
this is Majid Al Futtaim (MAF), which was 
showcased by a recent INSEAD case study. 
Despite COVID-19’s impact on many of 
MAF’s industries such as shopping malls, 
entertainment, and hotels, the conglomerate’s 
digital readiness, which had been ramping up 
for years prior to the pandemic, significantly 
limited the negative effects of the digitisation 
shock triggered by   the pandemic. 

So how did a company whose business model 
is based on brick-and-mortar leisure and 
lifestyle activities plan its transformation? The 
secret sauce includes three ingredients. First, a 
company-wide change in mindset. Second, the 
development and integration of analytical skill 
sets. Finally, there is the application of digital 
technologies along the three shifts discussed 
above through a use case methodology.

A company-wide change in mindset requires 
strong digital leadership. As per a recent study 
done by Accenture, 78 per cent of the more 

Fred Geyer is 
Senior Partner, 
Prophet. He is also 
co-author, The 
Definitive Guide 
to B2B Digital 
Transformation.

Building digital resilience 
starts with an analytics 
transformation, which entails 
building a mindset, a skill 
set, and leveraging outsets to 
build use cases.

than 1,300 senior executives interviewed 
reported that they have failed to exceed 
their return on digital investment goals. The 
primary reason is that digital efforts tend to be 
embraced at either the top or the bottom of the 
organisational hierarchy without coordination 
and often within silos. Today’s leaders have to be 
top-down champions, providing a clear upfront 
commitment with defined objectives, while 
emerging tech talents are given crucial seats at 
the table to help drive change.

Over time, and thanks to leveraging digital 
technologies strategically, MAF has become 
a data-driven business and has equipped its 
business units with a ‘digital memory’. This 
enables the company to keep a log of past 
tests and to keep on improving. Such best 
practices and transformation guidelines are 
also present in other successful organisations. 
Building digital resilience starts with an 
analytics transformation, which entails 
building a mindset, a skill set, and leveraging 
outsets to build use cases. In this process, 
each organisation will meet its own challenges 
along the way. Still, significant growth awaits a 
company that successfully completes its digital 
journey. This will become even more evident 
when a business stays laser-focused on how 
data and digital tech could empower company 
collaborators in the service of the customer. 

MAF offers a clear example of a company 
that has managed the digital transformation 
well. Yet, our research confirms that the robust 
discussion in recent years about the disruptive 
power of digitalisation was coupled with too 
little action. The current crisis shows the true 
nature of digital innovation. The connection 
between the degree of digitalisation and 
competitiveness is becoming apparent for many 
business leaders. In a crisis like COVID-19, 
pragmatic solutions are required. The three 
transformational shifts will help organisations 
to build their digital transformation and boost                                        
future resilience.   

ABouT THE AuTHor
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Digital divide
 mOrgen WITzeL, unIVersITy OF exeTer BusIness sCHOOL

With the disruption that has come about in the workforce paradigm, people management will be the most 
important part of a leader’s task. 
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We have seen 
a worldwide 
revolution 
in working 
practices over 
the past few 
months—or 

have we? With the arrival of the coronavirus 
pandemic and the subsequent periods of 
lockdown, hundreds of millions of people 
had to adapt, often overnight, to working 
remotely from home. Thousands of offices were 
abandoned while people converted spare rooms 
or kitchen tables to working space. People who 
had never heard of Zoom or Microsoft Teams 

were forced to become instantly familiar with 
them. And on the whole, so far, it has worked 
pretty well.

But will digital working, or remote working, 
continue? Can it? Should it? These are the 
questions being asked at the moment in 
companies all around the world as lockdowns 
ease and it becomes possible for employees 
to return to their places of work. I teach on a 
senior leadership programme at the University 
of Exeter in the UK, where the participants are 
in senior positions in private companies and the 
public sector, and they are wrestling with these 
questions every day. In this article, I will reflect 
a little on their experience and my own, and 
weigh up the pros and cons of digital working.

There have been many positives. One of these 
is flexibility. People can often work when they 
want, and are not bound by strict hours. This 
has been a boon to workers who are also carers 
or who have children. Second, there is no need 
to commute to the office. This saves workers 
a great deal of time, and in some cases quite 
a lot of money, and gives them more leisure 
time and a better quality of life. Commuting, 
even by public transport, also increases air 
pollution, and many studies have shown how 
people benefitted from better air quality              
during lockdown.

Some of my students talked about how digital 
working improved their own productivity. 
One remarked that in January, he had flown to 
Washington DC to attend a two-hour meeting, 
a process which had taken two days and an 
overnight stay in a hotel. In April, he attended 
the same meeting as a two-hour Zoom call, 
and spent the rest of the time working on 
other projects. ‘Why would I go back to the 
office?’ he asked. Others reported getting 
more sleep, meaning they were less tired and 
had improved mental health. These things also                
impact productivity.

However, digital working is not for everyone. 
My students reported how some colleagues and 
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team members struggled 
to adapt. Some could 
not access high-quality 
broadband signals. Others 
were simply gregarious 
individuals who liked 
human company and found 
the isolation of solitude 
hard to bear. I found myself 
spending a lot of time 
online talking to students, 
not about their work or the 
programme but about their 
home lives and feelings of 

unhappiness. I became less of a teacher, and 
more of a pastoral care worker. Other team 
leaders and managers I have spoken to echo 
the same sentiment. ‘We’re not giving orders 
any more’, one said. ‘We are looking after our 
people. That is our number one job’.

Another issue which came up during 
lockdown was digital exclusion. In an office 
setting, the informal conversations between 
people have a strong impact on culture and are 
also a powerful vehicle for getting things done. 

People working remotely can be excluded from 
that process, and feel they no longer have input 
into decision-making. This, in turn, increases the 
feelings of loneliness and isolation.

It is also important to remember that not 
everyone can work digitally. Manufacturing 
workers, people providing care to the elderly 
and homeless, police officers, carpenters and 
electricians, bus drivers and taxi drivers—these 
are just some of the people who cannot work 
digitally. Their jobs are hands-on and require 
them to be present. One student told me how 
his department has two teams: one of risk 
assessors who can and do work from home, and 
one of office staff whose job requires that they 
be in the building. Not only is this second team 
paid less than the first, but its members are also 
more likely to be exposed to the virus.

This opens up an uncomfortable possibility, 
that one of the consequences of the pandemic 
will create a new divide in workplaces, similar 
to the old ‘white collar’ and ‘blue collar’ of the 
past. On the one hand, we will have relatively 
well-paid, highly skilled workers and managers 
who have the choice to work digitally and very 
often will do so, either from home or wherever 
they choose to be. I know of one case where 
someone who had been providing coaching 
services moved her work online, then bought 
a motor caravan and went travelling, working 
from wherever she happened to be.

On the other hand, we will have cohorts 
of less paid and less skilled workers who are 
compelled by the nature of their job to work 
in an office or other place of work. They will 
still be required to engage in the expensive and 
polluting process of commuting to work, and 
they will be exposed to greater danger from 
the pandemic. It is not unlikely that there will 
be tensions between these groups, and the 
latter group will resent what they regard as the 
privileged status of the former.

There is finally to be considered the economic 
impact on towns and cities, where many 

In an office setting, the 
informal conversations 
between people have a strong 
impact on culture and are 
also a powerful vehicle for 
getting things done. people 
working remotely can be 
excluded from that process, 
and feel they no longer have 
input into decision-making.
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businesses rely on office 
workers for their income. 
Cafes, bars, restaurants 
and retail outlets typically 
derive most of their 
business from workers 
in nearby offices. Canary 
Wharf, the massive financial 
district in London, has an 
underground shopping mall 
whose customers are almost 

entirely workers in the office towers overhead. 
It seems unlikely that any of those shops will 
open again any time soon.

Will this change? In some countries, yes. 
More than two-thirds of office workers in 
France, Spain, and Italy have now returned to 
work after the end of lockdown. In the UK, 
however, the figure is 34 per cent. Will offices in 
London and other big cities ever return to full 
capacity? Perhaps, but it will take a very long 
time. Meanwhile, people who had commuted 
into London are now moving to the country to 
take advantage of cleaner air and a better quality 
of life. Offices are now being reimagined and 
redesigned in virtual space.

Some people are happy with the change and 
will never go back. Others long for the security, 
status, and camaraderie of office life, and 
meanwhile, as noted above, there are still others 
who would love to work from home but cannot 
because of the constraints of their job. There 
is a strong risk that these divisions will turn 
into vertical fractures cutting across corporate 
cultures, with gaps between the insiders and 
the digitally excluded, the willing and the 
unwilling, the thrivers and the strugglers. The 
old certainties about the nature of work have 
been broken. It remains to be seen how we will 
put the pieces back together.

Perhaps what we are seeing now is a 
disruption. A new digital order will emerge 
and younger generations of workers, already 
more digitally conscious and tech-savvy, will 

Morgen Witzel 
is a management 
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of 21 books, and a 
Fellow of the Centre 
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University of Exeter 
Business
School.

perhaps what we are seeing 
now is a disruption. A new 
digital order will emerge 
and younger generations 
of workers, already more 
digitally conscious and 
tech-savvy, will make digital 
working a way of life.

make digital working a way of life. Many jobs 
that are currently being done hands-on may 
become automated (though hopefully, police 
services will not be one of these). Offices will 
be replaced by neural networks.

For my students, however, the concern is 
that we are heading towards something rather 
more confused and mixed, where they will lead 
hybrid organisations where some people work 
digitally and some do not. The challenges of 
leading and managing across these organisations, 
of maintaining cohesion and focus, and of 
nurturing strong team and corporate cultures, 
are immense. One thing seems clear. In the 
future, no matter how things turn out, it is the 
management of people that will be the most 
important part of the leader’s/manager’s task. 
The days of management through process are 
gone. Tomorrow’s management will be all  
about people.  

ABouT THE AuTHor
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The end of  
paper money? 

 Jame DIBIasIO, auTHOr, CoWries To CrypTo

CoviD-19 has given the cashless society a big impetus, but digital money has hurdles yet to be jumped.
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It is now widely accepted that 
COVID-19 has catalysed the 
digitisation of many aspects of work 
and life—including the handling of 
money. Touching physical cash is a 
potential health risk. Is the world on 
the cusp of replacing banknotes and 

coins with electronic forms of money?
Electronic money is efficient and convenient. 

It is also key to financial inclusion for two 
reasons. First, services to poor and remote 
areas can be made commercially viable 
when digitised instead of relying on physical 
networks. Second, because customer identities 
can be verified and creditworthiness measured 

through biometrics, user behaviour, and 
phone metadata when there is no formal bank 
statement or credit score available. 

This makes digital currency an exciting 
prospect for both developed and emerging 
markets: Sweden and India may not have a lot 
in common, but both are charging full speed 
towards digitising money. Governments, 
financial institutions, technology companies, 
and e-commerce players all support efforts to 
go cashless.

So why is it taking so long?
India is a leading example of a government 

actively pursuing digitising money. Results have 
been mixed.

The government of Narendra Modi 
made headlines in 2016 with its attempt to 
demonetise the country by banning commonly 
used notes. Although this spurred growth in 
digital wallet accounts, hundreds of millions 
of people suffered from a surprise liquidity 
crunch. Coercion proved an unwise course.

India has had more success with a more long-
term, infrastructure-led project that began 
in 2009 when the government of Manmohan 
Singh created two institutions of great 
importance: one for digital payments (National 
Payments Corporation of India) and the other 
for biometric identity, Aadhaar (built by Unique 
Identification Authority of India). 

Combining these capabilities enabled 
digital payments by mobile phone and for 
customers to apply for financial accounts 
remotely, without the paperwork traditionally 
required. For example, UPI, United Payments 
Interface, allows people to transfer money 
via their mobile phones instantly with only        
biometric inputs.

Dozens of companies such as Amazon and 
Paytm rely on UPI to power their own mobile 
apps, while more use UPI directly to facilitate 
their services. COVID-19 has seen a huge 
uptick in usage—in June 2020, UPI processed 
1.3 billion transactions.
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Yet, the fact remains that even now, about 90 
per cent of transactions in India are through 
cash. Business executives reckon only about 10 
per cent of the 1.4 billion population actually 
uses digital payments, or about one-third of 
India’s 500 million internet users.

Habits die hard; in rich countries like the 
US and Germany, cash and cheques remain 
ubiquitous, and Americans still prefer plastic to 
mobile wallets for purchasing with credit; while 
in India and Southeast Asia, lack of access to 
banks means cash remains king.

Businesses have a long way to go to convince 
people that paying with an e-wallet on their 
mobile phone is better than cash. Around 
the world, private companies—banks, credit 

card companies, fintechs, 
e-commerce sites—are 
driving hard for digitisation 
of money.

This is not new. The first 
e-wallet was launched in 
Kenya in 2007 by a telecom 
operator, M-Pesa. It was 
designed to allow people 
without bank accounts to 
transfer money via their 
mobile phones. Wallet 

use has since exploded, particularly in the 
developing world, where the use of QR codes 
(first in China) has made it easy for merchants 
to accept payments this way.

By itself, electronic payments do not make 
much money (although paper-based bank 
transactions do). But as companies like AliPay 
have shown, digitisation makes it possible 
for the underserved to get access to financial 
services, and once payments go digital, it 
is simple to layer on lucrative, value-added 
services, such as lending. 

Meanwhile, in countries where populations 
have already largely adopted digital payments, 
the question now is whether to issue 
currency in digital form. An e-wallet is only 

a representation of fiat money ultimately held 
in commercial bank accounts in the form of 
cash deposits. But what if the currency itself 
becomes digitalised?

This has become a pressing issue in places 
where cash has already vanished from cities, 
such as in Sweden and China, where private 
mobile wallets such as Swish, AliPay, and 
WeChat Pay have popularised e-money. 

Sweden’s Riksbank worries that if the money 
system is completely privatised, it will not serve 
poor and remote communities, and it could 
marginalise the commercial banking system. 
Likewise, the People’s Bank of China is uneasy 
with e-money transactions being dominated 
by just two companies operating incompatible 
closed loop corporate environments.

Both central banks are now piloting digital 
versions of their currencies, with China’s 
project also seen from abroad as a possible tool 
to internationalise the renminbi.

Designing a central bank digital currency 
depends on what the government is trying 
to achieve. Money that is digital is also 
programmable: for example, should the central 
bank charge people to hold their currency 

Digitisation makes it possible 
for the underserved to get 
access to financial services, 
and once payments go 
digital, it is simple to layer 
on lucrative, value-added 
services, such as lending.
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in digital form—or pay 
them? Should companies 
or individuals bypass 
commercial banks and hold 
digital currency directly 
with the central bank?

There are risks of getting 
the design wrong. Perhaps 
it is just coincidence, but 
China and Sweden also 
pioneered earlier forms 

of financial innovation. They know what can 
happen when the rules of money are botched.

China invented paper money in the late tenth 
century, and its emperors soon took up the idea 
of printing fiat money. Initially, it was a painless 
way to finance wars but overprinting inevitably 
created inflation that destabilised both the Yuan 
and Ming dynasties. 

Sweden was the first European country to 
issue paper bank notes, in 1661. Within three 
years, overprinting by Stockholms Banco 
(the precursor to the Riksbank) ruined the 
institution, and Sweden would not issue paper 
money again for nearly two hundred years. So 
too in France, whose first stab at central bank 
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Going cashless is not a 
single phenomenon. It is a 
combination of augmenting 
the traditional financial 
system, redesigning fiat 
currency, and private 
currency creation.

paper money bankrupted the government.
It would be the creation of the Bank of 

England in 1694 that framed the best model 
for issuing banknotes, as a public-private 
partnership between the Crown and the 
City of London founded on a credible gold 
standard. But it learned from failures like those 
in China, Sweden, and France to establish the 
best practices. This history suggests digital 
experiments be treated cautiously.

There is a wild card to ending cash. In 2008, 
Satoshi Nakamoto (a pseudonym) published 
the White Paper for Bitcoin, creating the first 
digital currency entirely designed and operated 
by a decentralised, global network of software 
developers and private servers. Like M-Pesa, 
Bitcoin was created to be a better, private way 
to make payments without relying on either 
a fee-extracting bank or the permission of            
a government.

Naturally, most governments today are hostile 
to cryptocurrencies, but the structures built 
by Satoshi Nakamoto and M-Pesa are being 
adapted to support fiat currency. A high-profile 
example is Libra, the proposed digital currency 
of Facebook, which would use a stablecoin (a 
cryptographic token whose value is pegged 
to something else) based on a basket of cash 
and cash equivalents in dollar, euro, and other 
mainstream fiat currencies.

If governments accept such projects, it 
will lead to widespread adoption of privately 
issued, purely digital money—if consumers 
and merchants decide they want to use it. 
Going cashless is not a single phenomenon. It 
is a combination of augmenting the traditional 
financial system, redesigning fiat currency, and 
private currency creation. All depends upon 
mass consumer and merchant acceptance—
people have to see the value in using digital 
money over the cash they can touch and feel. 
Forcing people to use it will not engender trust. 
In this context, COVID-19 is just another good 
reason for people to change their habits.  

ABouT THE AuTHor
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point of no return
 greg Orme, auTHOr, The human eDGe

CoviD-19 has accelerated the rise of digital innovation, and organisations that adapt to this shift will 
be better equipped to navigate the unknown waters that lie ahead.
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There is a joke circulating 
on social media. It is a fake 
questionnaire that asks: 
Who is driving your digital 
transformation?

Option A: CEO
Option B: CTO 

Option C: COVID-19
At the beginning of the pandemic, many 

organisations went into survival mode. Leaders 
reported they were frantically shoring up the 
core business, conserving cash, and minimising 
risk. They were waiting for more clarity before 
innovating their business model.1 We have 
entered a new stage in this unfolding crisis. 

We are now clear on one thing: clarity is many 
months, perhaps years, away. 

When pilots are mapping out a flight, they 
always note an important spot on their intended 
journey. It is when the aircraft does not have 
sufficient fuel to return to the airfield from 
which it took off. They call it ‘the point of no 
return’. Some business managers are still asking: 
‘How long before our commercial world gets 
back to normal?’ I would argue the question is 
redundant and risky.

The power of technological innovation has 
been evident in the war against the virus. We 
are seeing everything from 3D printed ‘hands-
free’ door openers, ventilators powered by car 
windscreen-wiper motors2, and smart face masks 
with tiny sensors to detect COVID symptoms 
and fatigue3. These innovations are reminiscent 
of the Second World War which sparked the 
invention of the first digital computer, rocket 
technology, jet engines, pressurised plane cabins, 
radar—and even super glue and ballpoint 
pens.4 If necessity is the mother of invention, 
technology is often  the father. 

This pioneering spirit is now rippling through 
the business world. Even before the crisis,  
92 per cent of companies believed their business 
models would need to change to become more 
digitised. New research shows businesses, 
consumers, and employees have vaulted five 
years forward in digital adoption in just a matter 
of months.5 Hundreds of millions of people have 
tasted working from home for the first time. 
Polls indicate many would like to keep working 
remotely for at least a few days each week. The 
use of digital collaboration platforms like Zoom 
and Microsoft Teams will continue to grow.6 
COVID-19 has undoubtedly already catalysed 
rapid adoption of technology. Smart business 
leaders will now pick up that baton and run  
with it. 

Leaders need to focus on how to solve the 
problems of our ‘new normal’ using digital 
technology. In the recession after the 2008 
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financial crash, research 
illustrated the businesses 
that thought ‘through’ the 
crisis to the other side, and 
planned for what came next, 
outstripped their rivals 
for many years.7 Likewise, 

proactivity will pay off now. Here are four focus 
areas to leverage technological innovation in the 
post-COVID world:
 Think like a startup
In a crisis, you cannot just plan towards the 
future, you must reimagine it. Not surprising 
then, that poll after poll of CEOs show 
creativity rising up the hierarchy of valuable 
skills. Right now, the first step to developing 
a more entrepreneurial mindset is to accept 
that customer behaviours and attitudes have 
shifted significantly. The second step is to ask the 
question: ‘What are the new pain points in our 
customer’s life?’ 

In the past, ‘going digital’ has been interpreted 
by some as ‘taking our current paper-based 
forms and putting them online’ (just ask my high 
street bank in the UK). During the pandemic, 
customers have undergone a COVID-sponsored 
digital crash course. Naturally, they are now 
demanding at-home and ‘low-touch’ options in 
both B2C and B2B. 

You may have been the world’s greatest expert 
on your customer, but the world has changed. 
You need to go back to school on their needs. 
Like a startup with a brand new product, 
this entails meticulously rediscovering your 
customer’s journey. Working out where it hurts, 
and offering tech-enabled solutions. Technology 
is not an end in itself. It is simply a powerful way 
to solve problems, which is always at the heart                 
of innovation.
 Build teams with greater agility
Tech-enabled businesses have already shown 
how fast they can move. For example, Zomato 
recently used its digital platform to work 
with grocery startups to meet surging online 

demand.8 However, being entrepreneurial is 
more than just being fast. Speed means moving 
in one direction as fast as possible. A disrupted 
environment requires you to change direction 
too. That is agility.

Over the last few decades, I have witnessed 
global clients—from financial services to 
automotive, hospitality to consulting—
striving to emulate the speed, dynamism, and 
customer-centricity of digital players. Many 
have trialled Agile working (a cross-functional 
team structure) as well as Design Thinking (a 
method for uncovering problems that need 
solving, then brainstorming better solutions). I 
predict COVID-19 will further accelerate these 
attitudinal and structural changes inside forward-
looking organisations.9 
 Experiment at scale 
Agile and Design Thinking align with a technique 
I have been helping to embed into global 
organisations through my work at London 
Business School: experimentation. The objective 
of a business experiment is to question the world, 
then create a relatively risk-free route to test 
your assumptions about a new idea. Experiments 
are small scale and action-based. They side-
step the corporate tendency for prolonged and 
intense study of ‘the obvious’.

Experiments make failure survivable. They 
rapidly establish what works, and what does 
not using the smallest possible amount of time, 
money, and effort. It is a philosophy summed 
up by the slogan: Think Big, Start Small, Learn 
Fast. Jeff Bezos often cites experimentation as 
his secret weapon: “Our success at Amazon is a 
function of how many experiments we do per 
year, per month, per week, per day.” We are 
seeing trial-and-error experimentation at scale 
across industries during the crisis. For example, 
fitness companies are offering extended free 
trials for online and app-based classes. In my 
world—executive education—we have had to 
switch to 100 per cent (up from around 10 per 
cent) online delivery almost overnight. This has 

you may have been the 
world’s greatest expert on 
your customer, but the world 
has changed. you need to go 
back to school on their needs.
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required us to perform hundreds of experiments 
to find the best ways to engage leaders at              
a distance. 
 Leverage the human edge 
In my new book, The Human Edge, I address 
the anxiety many feel towards technology. 
COVID-19 is accelerating our journey towards 
‘The Machine Age’. Digital transformation 
encompasses an interrelated family of 
technologies including mobile, IoT, big data, 
and cloud computing. However, it is artificial 
intelligence (AI) which most provokes the fear of 
losing jobs—and the human touch.

It is true, where AI is better, I argue there is 
little value in humans trying to compete. But 
there is good news. Paradoxically, where AI is 
strong, we are weak, and vice versa. Our natural 
human gifts are beyond even the most powerful 
algorithm, deriving meaning, common sense, 
critical thinking, humour, and empathy, to name 
a few. While the current generation of ‘narrow 
AI’ is perfectly adapted for specific challenges, 
humans are far better at the big picture. I 
advise people to stop competing, and start 
differentiating by developing the superpowers 
of consciousness, curiosity, creativity,                    
and collaboration.

Greg orme is 
author, The Human 
Edge: How curiosity 
and creativity are 
your superpowers 
in the digital 
economy.

If organisations encourage people to develop 
their innate human capabilities, AI is an 
opportunity for many. It offers humans the 
precious gift of time by automating the ‘stupid 
stuff’ we currently have to do, and thereby 
reducing our day-to-day cognitive burden. Sales 
reps, for example, spend up to 80 per cent of 
their time qualifying leads and only 20 per cent 
closing deals. AI can automatically sift potential 
opportunities, leaving humans to divert their 
focus to non-routine, high-value activity. 

As we travel into the 2020s, most of us will 
increasingly work alongside smart machines. 
AI should liberate employees to help frustrated 
customers and colleagues by using lateral 
thinking, empathy and humour. One great 
example: bearing in mind the studies to show 
AI’s superiority in diagnosis, I definitely want a 
machine to help analyse my medical test results. 
But I want to be cared for by a human. The big 
insight: to make an impact in a world of machines 
you need to be more, not less, human.

It is dangerous for a pilot to yearn for the 
alluring safety of their ‘home’ airport after 
passing the point of no return. At this moment, 
playing it safe becomes more, not less, dangerous. 
For many business leaders, that is the reality now. 
Like it or not, they have embarked on a journey 
to somewhere new. Understanding how to use 
digital technology will help them land safely in 
the post-COVID world.  
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Best of both 
worlds?

were productive for only 1.5 to 2 hours in a 
standard eight-hour day—I conceived the 4 Day 
Week, a productivity-focused, reduced-hour 
model of work that embraces time as the scarce 
resource, posing the challenge to an existing 
workforce in an organisation to deliver their 
current productivity in four standard days rather           
than five. 

Staff are not threatened with layoffs but 
presented with the opportunity to raise 
productivity and reduce operating costs 
by finding and addressing any barriers to 
productivity in their own behaviour. They are 
encouraged to point out anything that might 
unduly soak up their precious time and prevent 
them from achieving their productivity targets 
and enjoying the 4 Day Week. 

This model can be thought of as a ‘productivity 
policy’ or a ‘100-80-100’ rule—that is, staff 
receive 100 per cent of their contractual 
compensation and only need to work 80 per cent 
of the time, provided they deliver 100 per cent 
of the agreed productivity. What constitutes an 
acceptable level of productivity per individual, 
team and/or department—depending on the 
size of the organisation—must be agreed upon 
between staff and managers.

The beauty of this model is that it is equally 

a new school of thought suggests that workers can increase their productivity by 
working four days a week. But is it truly feasible?

 anDreW Barnes, auTHOr, The 4 Day Week

The 4 Day Week, a new 
model of work fit for 
the digitally driven 21st 
century, the Fourth 
Industrial Revolution, 
and the age of climate 
disaster, is my answer to 

the productivity problem that plagues many 
Organisation for Economic Co-operation 
and Development (OECD) countries, both 
developed and developing. Now, I accept there 
may be macroeconomic, infrastructural, political, 
industrial, and other legacy issues that affect the 
overall productivity of a given nation. 

For example, in New Zealand, where I live, 
policymakers, government ministers, and 
business leaders continue to grapple with the 
decades-old problem of concentration risk in an 
economy that is heavily skewed towards primary 
industry and tourism, two sectors which cannot 
be endlessly scaled up without concomitant 
effects on the natural environment, and which 
are highly vulnerable in the face of unpredictable 
climate events, a volatile dollar, and global issues 
such as COVID-19.

With these factors in mind—and while 
mulling over data about UK and Canadian office 
workers which found that on average, they 

produCtivity
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applicable, relevant, and feasible in organisations 
of all sizes and types, whether privately or 
publicly held, public sector or not-for-profit, 
across nearly all industries, and in both developed 
and developing nations. And its documented 
benefits, from improved staff engagement,     
well-being and retention to upticks in 
productivity and profitability, can be enjoyed 

by any organisation which 
commits fully to trialling or 
implementing the 4 Day Week.

Beware the gig economy
As I point out in my book,      
The 4-Day Week, the first response 
of many business leaders to 
the promise made by the                  
4 Day Week—that of flexibility 
in work with no compromise 
to productivity or corporate 
profitability—is that it already 

exists: we have the gig economy. Indeed, for the 
corporation the ‘gig’ has advantages in that it is 
relatively simple to implement and has little of 
the apparent complexity of the 4 Day Week. 

It should come as no surprise that ‘gig’ evolved 
in the United States, with its—by international 
standards—less than generous worker benefits 

Contrast the gig model 
with that of the 4 Day 
Week, a flexibility model 
that retains worker 
protections and continues 
to invest—depending on 
the size of the company—
in local, regional, and 
national economies.

and protections and its high cost of healthcare 
provision. In such circumstances, the transfer of 
obligations from the corporation to the worker is 
clearly attractive.

The gig worker receives little beyond income 
and flexible hours—they get none of the 
benefits that have become standard in most of 
the developed world. The individual sacrifices 
made by these workers may seem small, but 
added together, whole economies will become 
imperilled by a generation of gig workers with 
nothing to fall back on, often working for global 
gig owners who pay minimal tax in most of the 
territories in which they operate. When these 
workers get old or sick or burn out, who will be 
expected to support them?

Contrast the gig model with that of the 4 Day 
Week, a flexibility model that retains worker 
protections and continues to invest—depending 
on the size of the company—in local, regional, 
and national economies. All the benefits of the gig 
are provided with none of the downsides which 
are corrosive to the rights and well-being of 
workers and the vigour of economies.

This analysis1 by a trio of lawyers in India 
gives a powerful example, neatly explaining 
how extant labour laws in the country only 
benefit permanent and fixed-term employees, 
and do not confer any benefits to gig workers. 
In the authors’ words: “This new class of labour 
is plagued with challenges concerning lack of 
stability for workers, downward wage pressure 
and lack of minimum safety nets that are 
traditionally afforded to full-time employees.”

In India, a partial solution is emerging in the 
form of the proposed Code on Social Security 
2019, which is looking at the relationship 
between labour laws and social security, and 
seeks to confer certain social security benefits 
to gig workers and platform workers, who 
are deemed to earn from activities ‘outside of 
traditional employer-employee relationship’ 
and who are often engaged through an online 
platform. The Code classifies these workers as a ©
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type of unorganised workers, and provides for 
the central government to create social security 
schemes for these workers for life and disability 
insurance, health and maternity benefits, old age 
protection, and any other benefit the government 
may choose.

Internationally, as the authors point out, the 
European Union and the Californian courts 
are remodelling jurisprudence to more sharply 
define the distinction between an independent 
contractor and an employee, to make it more 
difficult for gig owners such as Uber to exercise 
an employer-like degree of control over gig 
workers while bestowing none of the standard 
employee benefits.

To conclude, I will give you some more 
examples from economies with varying strengths 
and challenges. Japan famously embraces a 
culture of overwork and has an economy which, 
despite being one of the largest in the world, has 
historically battled deflation and persistent slow 
growth. Over the past year, however, Microsoft 
Japan seized on the the four-day work week: 
between April and October 2019, the company 
announced a four-day week trial, implemented 

it, and reported on the results, which included a 
staggering 40 per cent uplift in productivity. 

And in Russia—part of the BRIC group with 
Brazil, India, and China that are considered newly 
advancing economies on their way to becoming 
developed nations—Dmitry Medvedev, when he 
was Prime Minister of Russia, proposed a four-
day work week across the country, whereupon 
the Labour Ministry consulted with employers 
and trade unions and compiled a report2, which 
found that reducing working hours while 
maintaining pay levels may contribute to better 
health of employees and improved productivity 
and employability. These would be key outcomes 
for one of the least productive of the world’s 
major economies.

Meanwhile, Finnish Prime Minister Sanna 
Marin, in comments about the potential for 
improvements in productivity and technology 
to lead to shorter working hours, called the 
four-day week an ‘interesting idea’3 that is worth 
looking into.

All of this is to say that the 4 Day Week is 
every bit as feasible in developing countries as 
in developed ones, not least because the needs 
of workers for certain social and employment 
protections are broadly similar across territories 
and jurisdictions, and because legislation 
surrounding the ‘gig’ and gig and platform 
workers is generally embryonic no matter where 
you look.

The best of both worlds, of course, would be a 
scenario in which workers have the chief benefit 
of the gig—having genuine flexibility and control 
over how they use their own time—with the 
worker protections that have been hard-won over 
decades of labour organisation across much of the 
developed and developing world.

References
1 https://www.peoplematters.in/blog/life-at-work/theres-an-app-
for-that-the-recognition-of-gig-workers-in-india-24509
2 https://www.themoscowtimes.com/2019/10/01/russias-labor-
ministry-says-4-day-work-week-would-improve-employees-
lives-despite-costs-a67536
3 https://www.bloomberg.com/news/articles/2020-01-08/finland-
s-millennial-pm-calls-for-debate-on-4-day-work-week

Andrew Barnes 
is Founder, 
Complectus Limited, 
Perpetual Guardian, 
Coulthard Barnes, 
4 Day Week Global, 
and 4 Day Week 
Global Foundation. 
He is co-author, 
The 4 Day Week: 
How the Flexible 
Work Revolution 
Can Increase 
Productivity, 
Profitability 
and Wellbeing, 
and Create a 
Sustainable Future.

ABouT THE AuTHor



 I N D I A N  M A N A G E M E N T   S E P T E M B E R  2 0 2 0  33



34   I N D I A N  M A N A G E M E N T   S E P T E M B E R  2 0 2 0   

Illu
st

ra
tio

n 
by

 F
ar

za
na

 C
oo

pe
r



 I N D I A N  M A N A G E M E N T   S E P T E M B E R  2 0 2 0  35

Choose the 
right language

are all bluework. Designing the process that 
the factory worker on an assembly line will 
use, the product they will make, and how that 
product will be updated is bluework. Variability 
is an ally to bluework. Bluework benefits from 
embracing variability, independent thinking, and       
alternate perspectives.

Because variability affects redwork and 
bluework differently, how we manage them is 
different. Throughout our day, the week, the year, 
and even our lives, we flip between redwork and 
bluework.  If we have the same management 
approach all week long, then that approach is not 
going to fit at least half the time.

For example, a meeting where we are looking 
to make a decision (a bluework meeting) should 
be run in a way to maximise variability of inputs 
and perspectives. But too often, these meetings 
are run in ways that make it hard to dissent or 
disagree with the group. As the discussion goes 
on, it gets harder and harder for those valuable 
views to see the light of day. Later, leaders will 
complain, “But I wasn’t told.”  The problem was 
bringing a reduce variability (redwork) playbook 
to an embrace variability (bluework) game. 
In these cases, voting first, before discussion, 
enhances variability and allows the outliers to 
identify themselves.

As leaders, we need to ask ourselves: Have we 
appropriately matched our language to our work?

This is what it looks like at work. Assume we 
are in the midst of production work. We are 
coding, we are talking to clients, we are running 

for modern-day organisations, success will depend on whether the right balance can 
be struck between ‘thinking work’ and ‘doing work’.

 L DaVID marqueT, auTHOr, leaDership is lanGuaGe

There is tension at work 
between ‘follow the 
procedure’ and ‘be creative 
and think’. Most of the 
problems at work occur 
because we are being 
creative when we should be 

conforming or we are conforming when we need 
to be creative.

We label the ‘doing work’ redwork, and the 
‘thinking work’ bluework. The reason we need 
to understand which type of work we are in is 
that doing and thinking—redwork and bluework, 
respectively—involve two distinct mental 
processes: ways of interacting and languages.

During the Industrial Age, organisations 
managed this dichotomy by assigning the two 
different kinds of work to two different groups 
of people. Each group was given a label: white 
collar and blue collar, salaried people and 
hourly people, bosses and workers, leaders and 
followers, blueworker and redworker.

By redwork, we mean the focused, performing, 
and doing part of work. Redwork is typically 
production, physical, and routine work. A 
factory worker on an assembly line is engaging 
in redwork. The key is that variability is an 
enemy to redwork. Redwork benefits from 
reducing variability and having predictability                            
and controllability.

By bluework, we mean the creative, 
collaborative, and thinking part of work. 
Brainstorming, problem solving, and designing 

Leadership
famiLy 
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the servers, and we are rolling out the next 
update. It feels like, ‘we need to get this done on 
time. We just gotta push through. We cannot be 
late’. This is production redwork mode. But we 
need a mechanism to flip us out of production, 
out of the redwork, out of the ‘do the work right’ 
into the bluework and ask ourselves, “Are we 
doing the right work?”  This will take us from ‘how 
do we get the software release out on time’ to 
‘should we get the software release out on time’.

Questions to ask yourself:
 Am I in redwork or bluework, or, is variability 

an ally or enemy to this work?
 Am I matching our processes and language to 

the type of work?
 When will it be time to end this phase and flip 

to the other—out of redwork to bluework, or 
out of bluework to redwork?
Redwork Bluework Operating System is a 

system that deliberately structures the rhythmic 
dance between doing and deciding, between 
redwork and bluework. It can be applied at the 
strategic, operational, and tactical levels. 

In Leadership Is Language, we expose the 
language that anchors us to the past and map 
out six new plays for leaders to build a better 
workplace, a better environment for people.

A new playbook for leaders
The most important play in the old Industrial Age 
playbook for leaders was ‘Obey the Clock’.

On the assembly line, people were paid by 
units of work per time. Management was not 
concerned with the hearts and minds of their 
workers, only how fast they could get something 
done without errors. Management was 
responsible for the thinking work and coerced 
workers to comply and continue working for 
as long as possible. Managers were valued for 
their ability to get high production and profit 
outcomes, not for how well they took care of 
their people.

Also, from the industrial era come phrases 
such as ‘like clockwork’ and ‘clock in, clock 

out’. Why we pay people by the hour is because 
when running an assembly line, we tracked units 
of work completed per time. The sense was 
that the clock was in control. The pressure put 
on workers to complete their work faster (not 
better) determined the outcome (profit) for the 
day. We obeyed the clock.

Here is the problem with always obeying the 
clock: it adds stress. Stress, which makes our 
prefrontal cortices impaired.

Stress pushes us all back to the oldest part of 
our brain, that original reptile brain interested 
in only one thing—self-preservation. In self-
preservation mode, we choose the least painful 
option. Do not want to get yelled at again? Do 
not tell the boss about a mistake. The unreported 
mistake may have bigger consequences later but 
the reptile brain is not concerned with that. Only 
with eliminating immediate ‘dangers’. Fears such 
as these cause us to shut down, stay quiet and 
hidden in order to avoid ‘pain’. So much so, that 
doing cognitive, creative, and connect-the-dots 
type work is extremely difficult.

We need our prefrontal cortex unadulterated 
to aid in problem-solving. To aid in thinking.

In today’s workplace, we need people to do 
and perform—redwork—but also to be creative 
and think—bluework. In order to switch out 
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Neither redwork nor 
bluework alone will 
propel an agile, adaptive, 
enduring organisation—
only the right balance 
between the two will. 
By choosing language 
appropriately, leaders set 
the stage to focus when 
needed, and think when 
necessary.

of the red (doing) work into 
bluework, we need to control 
the clock—alleviating the 
stressful pressure of time. We 
need to be able to say, ‘Timeout. 
We’ve been very busy for a 
long time. Now, let’s see if what 
we’re doing is the right thing’. 
We need to pause to allow for 
thinking and reflecting over 
completed work. This pause 
pulls us out of redwork and 
shifts us into bluework.

Controlling the clock is the 
start of the cycle. Leaders 

today need to periodically control the clock with 
their team, instead of always obeying the clock. 
Controlling the clock sets us up for collaboration.

Collaborate, not coerce
The fundamental organisational design principle 
from the Industrial Age was to separate the 
‘deciders’ from the ‘doers’.

The main idea was one group (white collar/
salaried/bosses) decided what the other group 
(blue collar/hourly waged/workers) needed to 
do. Communication flowed one way—down. 
The deciders did not ask the doers ‘what do you 
think?’ or ‘what is your perspective on this?’ 
Instead, they gave them instructions.

‘Stand here. Do this. Put that there. Turn it, 
push until closed, and repeat. Do this until I tell 
you to stop. I’ll let you know when it’s quitting 
time’. The instructions were so precise, that they 
did not require the workers to think and they 
certainly did not give them a choice about ‘how’ 
to do their job.

The deciders used the Industrial Age play of 
coerce. Coercion is how you get someone else 
to do something you want them to do. Today, we 
do not use the word coerce; instead we say ‘we 
motivate’ or ‘we inspire’, but fundamentally it is 
about getting someone else to do something. It 
sounds like ‘Your work is easy, it’s not so bad’, or 

‘I thought you were tough enough to handle this’, 
and even ‘C’mon, I know you could do more, I 
believe in you’.

A harder to recognise coercive phrase is ‘Hey, I 
think we are good to go here. What do you guys 
think?’ Coercion. Why? Because when the leader 
gives their thoughts first, it makes it a bit harder 
for someone to say ‘No, I don't think we are good 
to go’, and therefore coerces someone to do a 
job without making any, not even small, decisions 
about the job.

The play we want now is collaborate. For 
collaboration to happen, we need to let the 
doers also be the deciders. Where before we 
had blueworkers and redworkers, now we 
have people doing bluework and redwork. 
Collaboration requires us to share ideas, be 
vulnerable, and respect the ideas of others. 
Collaboration happens through the questions we 
ask and starting them with ‘what’ and ‘how’. We 
invite dissent. We practise being curious before 
being compelling.

True collaboration sounds like, ‘Hey, what does 
everyone think? Write it down on a card before 
I contaminate you with what I think, or even 
a group conversation’. This technique of ‘Vote 
first, then discuss’ captures the ideas of others 
before anyone can push them in one direction or 
another. This is the only way to ensure that the 
thoughts of others remain untarnished or swayed  
by leaders. The key phrase to use is ‘Let The 
Doers Be The Deciders’.

Although stuck in redwork is a common 
affliction resulting in too little thinking, too much 
compliance with a pre-existing but outdated 
plan, some organisations are stuck in bluework 
with endless meetings, stakeholder alignment, 
convincing sessions, and analysis paralysis. 

Neither redwork nor bluework alone 
will propel an agile, adaptive, enduring 
organisation—only the right balance between 
the two will. By choosing language appropriately, 
leaders set the stage to focus when needed, and 
think when necessary.
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shared 
conversations

The business owner has created something 
that he wants to see continue and thrive. He has 
built up a vast store of experience and wonders 
how to pass it to his successor. But the challenge 
lies in letting go. The younger generation has to 
take on ownership and control, and at a certain 
point will have to make decisions. It is hard for 
the original owner to sit back and watch rather 
than influence. Too often, conversations between 
the two are at cross-purposes. Each generation is 
unaware of the concerns of the other.

 The process often becomes derailed because 
each generation views the future with a different 
set of eyes: 
Older generations’ concerns
	How will the business provide me with 

retirement income?
	What will I do if I do not run the business?

The best future takes shape when the different generations of a family business come 
together and talk about their needs, values, and expectations with openness.

 DennIs T JaFFe, auTHOr, BorroWeD from your 
GranDChilDren

Families who have accumulated 
wealth and own family 
enterprises ponder how to  
pass on wealth and leadership 
to their children. They want 
their children to develop 
positive values and skills, and 

not be hindered by the wealth they inherit.  
They want the passage from childhood to 
adulthood to go well, but are unsure how to 
ensure a positive outcome. 

But positive outcomes can be hard to come 
by. These transitions can be fraught with hurt 
feelings, resentments, mixed expectations, and 
even business failure. Difficulties arise from a  
lack of clear communication between the 
generations and in seeing others’ perspective, 
needs, or concerns. 
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	Will my son/daughter do a good job?
	How much can I influence the business when I 

leave it?
	What will be my legacy?
	What can I do for my other children?
Younger generations’ concerns
	Will they let me really run it?
	Is this really what I want to do with my life?
	Can the business support all of us and our 

families?
	Will he really let me make changes?
	What if I screw it up?
	What about my brothers and sisters?

The time to deal with these concerns is not 
after choices and plans have been made, but 
in the period when the older generation can 
voice preferences and the younger generation 
is coming of age and planning their futures. 
Rather than rush to plan, it is best to bring 
the generations together to talk about needs, 
interests, values, and expectations before setting 
anything in stone. Too often, the older generation 
fears this conversation, and either puts it off or 
makes plans without consulting the people who 
will be affected.

It is easy to state the 
challenges, but harder to 
prescribe solutions. To aid these 
inter-generational transitions, 
it is best for family members 
to hold a series of focused 
conversations about the past, 
present, and potential future. 
They can be facilitated, or held 
by the family alone. 

A family usually finds it 
hard to just sit down and talk. 
The many needs, emotional 
undercurrents, and shared 
histories involved make 

it difficult to have a safe and comfortable 
conversation. Creating a safe space involves 
setting ground rules, expectations, and an agenda 
for each conversation. 

It is easy to state the 
challenges, but harder to 
prescribe solutions. To aid 
these inter-generational 
transitions, it is best 
for family members to 
hold a series of focused 
conversations about 
the past, present, and 
potential future.

A helpful format is allowing each person a 
chance to talk about what is important to him or 
her, as the others listen. Only after each person 
finishes can others raise questions and share their 
own perceptions. The most important element 
is to create an environment for members to talk 
about what is important to them without feeling 
that they are wading into an argument. Too often, 
the substance of talks is about legal or financial 
issues, while the bulk of these talks needs to be 
about the spirit of the business, its values, and 
what it means to family members’ lives. 

Consider holding each of the following 
conversations separately:
Focus on the elders
The first conversation should largely be devoted 
to the founder, describing how he created the 
business, what it means to him, his dreams, and 
what makes him proud and satisfied. He should 
reveal his struggles and his choices, what he 
knows, and how he learned it. He should focus 
on what he values and wants to have as his legacy. 
These conversations are important and should 
be recorded or videotaped. Meanwhile, the 
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successors’ job is to listen, ask questions, and 
invite more detail, but under no circumstances 
to disagree or interject their own ideas. This 
conversation is about understanding where they 
come from.
Focus on the next generation
The second conversation reverses the roles. 
The inheritors now have a chance to talk about 
what they want in their lives and where the 
family wealth might fit. The conversation is not 
about planning or convincing, but about sharing 
possibilities. Rather than talk about how much 
money they can expect, the conversation involves 
how the family wealth can help them reach  
their goals. 
Focus on the business/financial future
In this conversation, both generations participate 
and discuss what each person sees in the future. 
Together, the two generations create a map 
of what challenges they foresee. What will be 

different in the future, and how can the business 
adapt? The idea is not to plan what the business 
will do, but create some agreement about what 
is ahead and the challenges to be faced. If there 
is some agreement about the challenges, then 
the design for how to respond will be much 
easier. Sometimes, however, different views of 
the future and arguments about what to do never 
fully get resolved. 

 These conversations provide a platform 
for operational decisions about ownership, 
management, and the generational transition. 
The next steps are to create a set of agreements 
on where the business will go and how the new 
generation will take it there through building 
on the legacy of the founders. This is a complex 
set of tasks, but with the foundation of shared 
conversations about each person and the future, 
family members can respect the contribution of 
both generations toward a successful future.
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Redefining 
philanthropy

with lots of resources can make change. The 
truth is: Anyone who donates time, money, 
experience, skills, or talent to promote human 
welfare participates in philanthropy. But it is 
human nature to jump to the tactical. We defeat 
ourselves before we even get started by focusing 
on how much we can or cannot give.

In reality, cash does not solve problems. 
People do. Given all the power dynamics that 
come with wealth, it is not even desirable 
to lead with money. So, I recommend a 
different mental framework that puts tactical 
thinking where it belongs by starting with the            
right questions.

Explore who you are and what kind of 
change-making you gravitate towards. Then 
ask ‘why?’ to understand your purpose. Ask 
‘why?’ to question assumptions of why you 
want to support one thing versus another. Also 
ask ‘what?’. What do you value? What do you 
want to accomplish? Only with those answers 
in hand can you then move to ‘how’ or ‘how 

kris putnam-Walkerly, philanthropic advisor and author of Delusional 
altruism: Why Philanthropists Fail To achieve Change and What They 
Can Do To Transform giving, lays out five myths surrounding philanthropy 
and explains why buying into them thwarts the impact of giving.

Philanthropic giving is an 
endeavour filled with best 
intentions. But it is also 
fraught with misconceptions 
around everything from 
mission to money, from 
timing to operational costs. 

Ascribing to the delusions of giving can short-
circuit the full potential of your philanthropy 
and diminish the impact of your efforts to make 
change in the world. 

There has never been a time when we need 
more clarity of purpose than now. But as a 
global philanthropy advisor, I often see the same 
critical mistakes made in terms of approach and 
impact. So here are five common myths about 
philanthropy that tend to take our giving efforts 
in the wrong direction—and five actions to 
overcover them and transform your giving.

MyTH 1: All philanthropists are billionaires
It is a common trap to imagine that only those 

myth 
BUSTER
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much’. It is an approach that 
positions people, companies, 
and organisations to be effective 
regardless of how much money 
they have to give.

MyTH 2: Do not give away your 
wealth until you have created 
it all
The old adage ‘Learn, earn, and 

return’ divides a person’s life into three stages. 
Early on, you are learning and growing. In the 
middle, you are making money. At the end, you 
are giving back. But what about thinking bigger 
earlier in life?

According to the report Everyday Giving 
in India: Harnessing the potential of a billion 
givers for social impact1, India has more people 
volunteering and donating money than any 
country in the world. But it is worth noting that 
90 per cent of this giving happens informally, 
versus 10 per cent that happens formally. 

We want NGos to have 
well-oiled systems, 
useful technology, and 
agile leadership. We 
want expert guidance to 
navigate philanthropic 
decisions.

In the US, formal giving is around 60 per 
cent. Philanthropist Rohini Nilekani believes 
these formal channels can give people more 
opportunities to be “active participants of civic 
transformation.”2

The average age in India is 29. Even when you 
are young, you can change the trajectory of one 
person’s life, and in turn, help exponentially 
more people throughout their lifetime. You 
can invest in companies that develop scalable, 
innovative, and disruptive solutions to the 
world’s most pressing needs, as the Sorenson 
Impact Foundation does. One of its early-stage 
investments went to Kinara Capital3, an Indian 
lending company that provides loans to micro, 
small, and medium-sized businesses. These loans 
support and strengthen the small business sector 
that employs a large portion of the economy. 
The company has since created over 65,212 
new jobs.

MyTH 3: overhead is bad
If you research the best charities to support, you 
will find many different sites rating them based 
on how little money they spend on ‘overhead’. 
An organisation gets rated higher the less they 
spend on staffing and administration. It is good 
because then you know that more of your 
money is going directly to the cause, right?

Wrong. It is like putting all the money into 
the vehicle and nothing into maintaining the 
bridge. And it puts nonprofits in a constant state 
of struggle. I call this a scarcity mindset. It is 
a belief system that misguides your thinking 
and fools you into believing that you are 
saving money by being frugal. It gives you the 
ridiculous assurance that the less you invest in 
talent, infrastructure, and knowledge, the more 
you can help others.

Instead, we need to shift our mindset to 
abundance. We want NGOs to have well-
oiled systems, useful technology, and agile 
leadership. We want expert guidance to navigate 
philanthropic decisions. We want valued, 
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compensated, and energised staff members 
who can do their best work. To do that, we 
need to invest in continuous learning, people,            
and infrastructure.

 
MyTH 4: philanthropy is not worth it if you do 
not have a lot of money
It is human nature to believe in overnight 
success. To look at the top of the mountain 
and think you will never get there. But every 
journey starts with a single step. And change 
is a process. When companies shy away from 
corporate giving because they do not think they 
have enough money to make a difference, they 
are being short-sighted. 

When companies give thoughtfully, regardless 
of the amount, and align their philanthropy 
with their purpose, they leverage their impact. 
The promising launch of the India Climate 
Collaborative4 is a good example. It focuses on 
collective leadership among diverse partners 
in the public and private sector to ‘amplify and 
spread local solutions.’ 

It might not be the whole world. It might 
be your small corner: You raise your children 
to become loving and successful individuals. 
You volunteer at your kids’ school because you 
want all kids to succeed, not just your own. You 
donate food and money to your local food bank 
because you believe no human being should 
go hungry. You have identified problems in the 
world, and you want your donations to help 
solve them, whether you are giving $10, $100, 
$10,000, or $100,000,000. You hope your 
contribution, large or small, will help discover 
a cure for cancer, stop human trafficking, or     
end genocide.

MyTH 5: philanthropists should be discreet
Many donors hide behind family offices, wealth 
advisors, and publicists. They give anonymously 
through their donor-advised fund. They stay 
inside their offices and houses. I once worked 
with a foundation executive who refused to visit 

nonprofits at their offices, insisting they come to 
him because it was more convenient (for him). 
Often this is fear-based. People fear getting too 
many requests or going outside their comfort 
zone, but this approach backfires. It exacerbates 
power dynamics and leaves philanthropists out 
of touch with the world. 

Our voices play an enormous role in making 
change. Take Mackenzie Scott, who, while 
giving away half her wealth, announced, 
“I’m posting an update today because my 
own reflection after recent events revealed a 
dividend of privilege I’d been overlooking: the 
attention I can call to organisations and leaders 
driving change.” Her public shift and call to 
action, as much as her donations, are making a 
clearer path for others to follow. 

And in India, where the formal philanthropy 
sector is very much in development, Rohini 
Nilekani has made a case for being open about 
philanthropy work5 to further the sector. 

Successful philanthropy requires clarity of 
purpose and thoughtful strategies that are not 
only effective in the short term, but sustainable 
over time. It is also about making an impact, 
however small. It is about moving step by step, 
not just in one grand action, and adopting an 
abundance mindset that does not hamstring 
intentions. It is about standing by your 
decisions, allowing your voice to play a role. 

So take a look at your own giving approach 
and identify what may be getting derailed by 
misconceptions. Detaching from these five 
common myths will set you on a clearer course, 
align more closely with real need, and go 
farther to making the change you wish to see in 
the world.

References
1  https://www.sattva.co.in/wp-content/uploads/2019/04/Sattva-

Everyday-Giving-in-India-Report_Key-Findings.pdf
2  https://philanthropyinfocus.org/2019/05/13/the-largest-study-

on-indias-everyday-giving-market/
3  https://www.kinaracapital.com/mission-vision-values/
4  https://www.alliancemagazine.org/blog/india-climate-

collaborative-launched-by-industry-leaders/
5 https://ssir.org/articles/entry/qa_with_rohini_nilekani



 I N D I A N  M A N A G E M E N T   S E P T E M B E R  2 0 2 0  47



48   I N D I A N  M A N A G E M E N T   S E P T E M B E R  2 0 2 0   

strong connect
work. Studies have revealed that corporate 
culture is key to driving innovation and organic 
growth. It is also found to drive performance, 
engagement, employee development, and to a 
great extent, help lower attrition levels.

Balancing culture with increasing diversity
The advent of technology has truly flattened the 
business world, and this in turn is multiplying 
the cultural diversity of organisations, thereby 
making the workplace more global. Virtual 
offices, co-working spaces, and the gig economy 
are slowly trickling into every possible industry, 
changing the way we work as an individual and 
as a business. Contract workers and freelancers 
are now part and parcel of almost every 
organisation. All these factors increase cultural 
diversity at the workplace vis-à-vis generation, 
gender, race, ethnicity and religion—each 
cohort with its own set of beliefs and values. 
Each individual then has his or her own skills, 
strengths and weaknesses, learning style, and 

organisational culture may rest in an intangible realm, but it has an undeniable 
impact on employee engagement and productivity, and thereby business growth.

 Dr guruVayuraPPan P V, Omega HeaLTHCare 
managemenT serVICes

Soaring business, innovative 
solutions, and healthy balance 
sheets all measure the success 
of an organisation. And for any 
organisation to have a thriving, 
profitable business, it takes a 
bunch of highly dedicated and 

zealous employees, committed to seeing their 
organisation flourish while they grow along with 
it. The underlying elements crucial for this are 
employee engagement and [a robust] culture; 
one can certainly not exist without the other. 
Engaged employees abide by and demonstrate 
the organisation’s culture in their day-to-day 
work, and a strong positive work culture leads 
to happy, engaged employees. 

Organisational culture can be defined as an 
amalgamation of the vision, mission, operational 
goals, daily communication and interaction, 
and a defined set of behaviours and norms. 
All of these create the intangible workspace 
environment that pervades the way people 

organisationaL 
CULTURE
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so on. It is these diverse sets 
of people who are at the core 
of any business, and whose 
collective capacity adds more 
value to an organisation.

Just like the dynamically 
evolving business paradigms,  
the culture of an organisation 
has to evolve and be an 
amalgamation of the broader 

professional society. As a company grows and 
expands in terms of people strength and scope 
of business, its culture too needs to adapt and 
accommodate this growth. Only then would 
it truly reverberate the ideology of putting 
employees first.

How culture drives employee engagement
Culture enhances productivity 
A positive company culture that has a positive 
influence on the mindsets of people goes a 
long way in making them feel passionate about 
their jobs. It inculcates in them a sense of 
responsibility with respect to achieving the 
broader company goals, no matter their level. A 
happy culture wherein people enjoy what they 
do is bound to increase productivity and lead to 
higher engagement levels. 
Culture and sense of unity 
Culture is often perceived as an invisible glue 
that helps forge a healthy, strong bond in the 
workplace. In an ever-diversifying business 
paradigm, this holds true. With the diversity 

A positive company 
culture that has a 
positive influence on the 
mindsets of people goes 
a long way in making 
them feel passionate 
about their jobs.

that exists in today’s world, each person has his 
or her own opinion on how things should be 
done. A strong workplace culture unites people 
from diverse backgrounds, gives them a sense 
of belonging and of being part of a bigger team, 
while also building emotional attachment to the 
organisation. This sense of unity is what helps 
create stability and keeps employees  
more engaged. 
Culture and brand recognition 
Brand recognition can determine how well a 
company’s culture is perceived by its employees 
and customers. Culture helps lend an identity 
to an organisation and portrays its values and 
belief systems. It defines how well employees 
interact with customers and how they execute 
their day-to-day business. A good culture with 
highly engaged employees creates good brand 
ambassadors who then further promote the 
brand to the outside world. A well-recognised 
brand attracts the best of talent and in turn 
helps create a highly engaged workforce. 
Culture and competitive advantage 
The dynamic nature of the marketplace poses 
the constant threat of any product or
service being easily replicated or replaced. 
Organisations, the world over, need to
constantly fine-tune their strategies to stay 
up-to-date and ahead of competition. This is 
where a strong workplace culture can make 
all the difference. When consciously nurtured 
and shaped, it can offer firms a competitive 
advantage to remain market leaders.Those who 
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practise this are more adaptable to the dynamic 
nature of business, with well-thought strategies 
driven by highly engaged employees. 
Culture and retention 
When nurtured to align with the emerging 
realities of the modern world, culture can 
tremendously help in employee retention. 
Investing regularly in creating and sustaining 
the right culture helps in aligning with 
employee expectations. And when investments 
are being made in them—in terms of career 
opportunities, training, support from 
management, or technological advancements—
people become more loyal and will be 
prompted to build a long-term career in  
the organisation.
Culture, collaboration, and innovation  
Organisational culture is an amalgamation of a 
multitude of cultures—diverse perspectives, 
opinions, backgrounds, and values. A sign of 
its strength lies in how people come together, 
setting aside their differences, and cooperate, 
collaborate, and create in unison.

Conclusion
Workplaces are turning more multicultural 
by the day, where employees are expected to 
work seamlessly and efficiently, cutting across 
diverse cultural factors. Cultural amalgamation 
is no doubt essential for employee engagement 
and thus for the overall success of a business. It 
can help create a culture of high performance 
that provides clearly defined roles and 
responsibilities for every employee. Right at 
the heart of it is the importance of continuous 
growth and progress of every employee. When 
the culture supports the individual needs, 
values, and motivations, it can create the right 
momentum essential for the success of every 
business strategy. Quoting Peter F Drucker: 
“Culture eats strategy for breakfast.” This is 
a saying I feel has now expanded to become 
‘culture eats strategy for breakfast, innovation 
for lunch, and transformation for dinner’.
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Break the mould
in the business environment. Also, sustainability 
and social responsibility have taken centre stage. 
But has management education and research 
redrawn contours to suit the new reality?

A 2019 study conducted by IFIM Business 
School, Bengaluru, and National HRD Network, 
Curricula 4.0: Creating Future Managers, identified 
a distinct gap between what is being taught 
and what the corporate world expects. It listed 
10 Industry 4.0 expectations: people and 
team orientation; self-management; analytical 
mindset and learning orientation; creativity 
and innovation; business and entrepreneurial 
orientation; cross-cultural orientation, 
acculturation and social sensitivity; ability to 
deal with uncertainty and change; integration 
of technology, communication, and data; 
globalisation; and solution orientation and 
problem-solving (Dhar, 2019). The corporate 
world is indeed looking for professionals who 
have the intellect, competence, and creativity to 
perform with the ability to learn, unlearn, and 
relearn. Hence, it is imperative for B-schools to 
meet these expectations by incorporating the 
above-mentioned aspects in their curriculum 

management research in india should evolve along new paths, maintaining a high 
degree of synergy with industry.

 Dr P K CHaTTerJee, meCOn LImITeD anD ParTHO PraTIm 
CHaTTerJee, aDITya BIOInnOVaTIOn PrIVaTe LImITeD

Doctoral research is 
undoubtedly of prime 
importance to an 
academic institution, 
and orienting it 
towards present-day 
requirements is a 

must in this Industry 4.0 era—the era of 3Cs 
(creativity, competence, and candidness), 4Ds 
(decarbonisation, decentralisation, digitalisation, 
and democratisation), and 3Ps (people, planet, 
and prosperity). In fact, it is collaboration 
between industry and stakeholders in the 
research ecosystem that can help bridge gaps 
that cannot be addressed by standalone entities. 
However, establishing such a strong association 
demands a radical approach, and is especially 
challenging in a country like ours.

Since the setting up of the first B-schools—
namely IIM Calcutta and IIM Ahmedabad—in 
1961, management education in India has come 
a long way. The country’s economy and the 
corporate sector too have undergone paradigm 
shifts in the recent past, owing to the advent of 
new technologies and changes in policy as well as 

eduCation
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as well as doctoral research 
programmes, and to embrace 
emerging technologies. 

research ecosystem
A research ecosystem should 
have at least eight target 
stakeholders—the industry 
which the research findings can 
help in addressing challenges, 

policymakers, funding agencies, industry 
associations, startups, the academic fraternity, 
research scholars, and the student community.

However, at present, excellence in research 
work is measured not by its tangible impact 
on the real world, but by the number of 
publications in peer-reviewed journals. And 
sadly, only a few research papers have the 
potential to significantly impact the corporate 
world. Duttagupta (2020) opines that 
management researchers must produce data that 
holds good academic value and can be applied 
by practitioners. According to her, the problem 
in India, as elsewhere, is: getting research 
findings published in peer-reviewed journals is 

The problem in India, as 
elsewhere, is: getting 
research findings 
published in peer-
reviewed journals is 
considered important for 
career growth.

considered important for career growth. But it 
is quintessential that research work also has the 
potential to significantly influence the corporate 
world or society, she adds.

The 2011-20 period—particularly the second 
half—has posed new challenges to the field 
of management education, with businesses 
adopting Industry 4.0 technologies to remain 
competitive. This points to the fact that research 
lacks relevance without contemporariness. 
And to ensure contemporariness, exposure, 
collaboration, and intense dialogue are crucial. 
It would energise the research process, allowing 
for efficient utilisation of resources through 
sharing of equipment and laboratories, leading 
to better training of young researchers, and 
improving chances of addressing key societal 
challenges (Chandra, 2018). Expressing similar 
views, Kakodkar & Gangotra (2019) mentioned 
that research, technology, education, and human 
capacity-building should go hand in hand. 
Strong bonds between the corporate world and 
academia are critical for the emergence of a 
vibrant economy too.

B-school efforts
B-schools, to a certain extent, have 
responded to the needs of Industry 4.0 by 
investing significantly in faculty development 
initiatives, establishing labs, and introducing 
mandatory courses on sustainability and social 
responsibility. These help students as well 
as research scholars to stay abreast of latest 
developments and technology, and equip them 
to tackle future challenges. In this respect, 
IITs, IIMs, IISc, and many other institutions 
have taken pioneering steps and made unique 
efforts either as sole entities, or in collaboration 
with industrial organisations. For example, 
IIT Madras, IIT Bombay, IIM Bangalore, IIM 
Calcutta, and IIM Kozhikode have come 
together to launch a consortium—Innovation 
Venturing and Entrepreneurship in India 
Network (iVEIN)—that aids entrepreneurship 
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The road ahead for 
researchers is to maintain 
robust interactions with 
industry and to align 
their work with the latest 
developments.

through high-quality research.
However, doctoral research 

leaves a lot to be desired. It 
should keep pace with the 
radical shift in stakeholder 
expectations triggered by 
new industry paradigms. For 
instance, Industry 4.0 has led to 
the emergence of new academic 

areas, such as AI, IoT, blockchain, quantum 
computing, machine learning, augmented reality, 
cloud computing, and so on. B-schools must 
encourage research in such domains too. This 
will go a long way in meaningfully bridging the 
industry-academia gap.

Challenges
The biggest problem faced by researchers 
in India is in winning the cooperation of 
corporates. Despite assiduous efforts, 
cooperation between B-schools and industry is 
not up to the mark, and most entities work on 
seemingly different paths. Many B-schools do 
not receive the support they look for and hence 
prefer to work in isolation. The corporate world 
too often fails to get what it wants—pragmatic 
solutions, which would save them time, 

cost, and efforts, rather than a  theory-heavy                       
research paper.

The fact is that an academician who does 
not keep abreast of the developments in the 
corporate world will not be able to excel; and 
businesses that do not imbibe and put into 
practice academic lessons will fail to flourish. 
All the stakeholders have to understand this 
reality, and work together—appreciating 
and complementing each other instead of                        
just competing.

In this decade (2020-2030), the approach 
to management education is bound to change 
further, and B-schools will not merely be 
evaluated on the basis of their operations, but by 
the tangible impact of the research work they 
produce on society in general and the corporate 
sector in particular. These institutions should not 
only strive for gaining international accreditations 
but also try to impart industry-relevant 
knowledge to the student community. Corporate 
houses should also come forward to support 
B-schools to experiment with new ideas.

The road ahead for researchers is to maintain 
robust interactions with industry and to align 
their work with the latest developments. 
B-schools have to also draw up new performance 
metrics. Also, they should stop pursuing doctoral 
programmes for the sake of just earning a degree; 
they should refrain from being overly pedantic 
and be more contextual in their approach. 
A broader vision and out-of-the silo thinking 
are sure to go a long way towards shaping 
an environment wherein all stakeholders get                
their due.
(Views expressed in the article are personal.)
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Towards a better 
growth score

Marsick and Watkins (1990) argued that more 
than ever, employees must undertake continuous 
and collective learning. Learning is now seen 
as a lifelong endeavour (Knapper and Cropley, 
1991). In this ever-changing world, it becomes 
essential to understand how employees learn and 
think at the workplace. Learning in the workplace 
can only be successful if there is a commitment 
from employers (Kirby et al, 2003). Watkins 
and Marsick (1993) argued that, in addition 
to providing job training, organisations must 
consider factors such as the way in which work is 
designed, conditions in the external environment, 
reward systems, and governing policies. 

So, what are the biggest threats faced by 
businesses today? When PwC polled CEOs across 
the world at the end of 2018, the top three 
responses were virtually tied: over-regulation, 
policy uncertainty, and non-availability of key 
skills. The data shows that for many global 
leaders, the concern over skill gaps outranks trade 
conflicts, cyber threats, geopolitical uncertainty, 
and other such issues (Palmer, 2019). According 

Businesses need to align their learning strategies with corporate goals and also adapt 
them to suit the demands of the workforce.

 Dr sanTOsH DHar anD Dr uPInDer DHar, sHrI VaIsHnaV 
VIDyaPeeTH VIsHWaVIDyaLaya 

Organisations that fail to 
adjust their learning 
management practices 
and solutions often 
struggle with growth 
and productivity. 
Hence, leading 

companies are abandoning traditional methods 
in favour of more effective solutions—often 
involving technological innovations—that engage 
talent and improve performance. 

Sustainable competitive advantage no longer 
arises exclusively from position, scale, and 
first-order capabilities. It is ‘second-order’ 
organisational capabilities that often foster 
rapid adaptation. Those that thrive are quick to 
read and act on signals of change. They work 
out how to experiment rapidly, frequently, and 
economically—not only with products and 
services but also with business models, processes, 
and strategies. They build the necessary skills for 
managing complex, multi-stakeholder systems in 
an increasingly interconnected world. 

Learning 
AND 

deveLopment
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to Brandan Hall Group Learning 
and Development Benchmarking 
Study, 2014: 
 One-third of the companies 
are increasing their budget for 
learning and development. 
 41 per cent of the companies 
describe their culture                          
as ‘controlling’.

 Only 10 per cent of the companies are 
leveraging mobile learning solutions. 

 59 per cent of the companies are leveraging 
social learning activities. 
Organisations are facing several challenges, 

including short supply of leaders, the need 
to develop and engage employees, and issues 
regarding turnover. Perhaps the most important 
of all is to learn how to unlock the greatest 
resource—the people who work for them. In 
order to adapt, a company must have its antennae 
tuned to the signals of change in the external 
environment, decode them, and quickly act to 
refine or reinvent its business model, or even 
reshape the information landscape of its industry.

The pace at which organisations are evolving 
necessitates an approach towards learning which 
involves integrating material from multiple 
sources, evaluating new information in relation 
to previous knowledge, making connections to 
form deeper levels of understanding, and applying 
knowledge differentially based on the situation. 

Organisations are now creating new and varied 
learning challenges for their employees. Also, 
searching and retaining talent is no longer an 
HR challenge but a strategic business priority. 
Yet, most companies are unable to build lasting 
relationships with their employees. Instead of 
empowering them with the tools they need to 
succeed, many feel threatened by their workforce 
and are fearful of change (Wentworth and 
Lombardi, 2014). 

The market is changing at a rapid pace, 
requiring organisations to become more agile 
and responsive to change. And technology is 

organisations must shift 
the way in which they 
view employees, and 
consider focusing on the 
individual and his or her 
unique learning needs.

only accelerating this rate of change through 
innovations in areas like automation and artificial 
intelligence (Taylor, 2019). A growing number of 
adaptive competitors are using an array of new 
approaches and technologies, especially in virtual 
environments, to generate, test, and replicate 
innovative ideas faster, at a lower cost, and with 
less risk, compared to their rivals. Companies 
must adapt their learning strategies to meet the 
demands of today’s workforce. Traditional models 
of learning do little to bridge the gap between 
the employer and employees, or to improve 
engagement and performance. By aligning 
learning strategies with corporate objectives and 
leveraging innovative technology, organisations 
will be able to significantly improve their  
learning functions. 

points to ponder
 Right provider: Earlier, organisations had 

limited technology choices for learning and 
development, but new solutions are now 
emerging more rapidly. They should consider 
providers with innovative capabilities and also 
understand the importance of measuring the 
effectiveness of learning activities. Organisations 
must reskill and upskill employees at a faster 
rate, deploying experiences that quickly 
bridge technical and soft skills gaps and 
engage employees and customers proactively      
(Taylor, 2019).   

 Collaboration: Learning professionals must 
work closely with business leaders to design 
the programmes and offer inputs on the right 
technology providers. Impactful learning 
must first break the barriers of distraction and 
provide learners with effective control. Active 
approaches to learning delivery can positively 
impact today’s leaders as well as those of the 
future (Confer, 2019).  

 Individual needs: Organisations must 
shift the way in which they view employees, 
and consider focusing on the individual and 
his or her unique learning needs. For some 
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Adaptability is the key 
component for a great 
learning experience. 
Having a clear goal in 
mind helps employees 
to stay focused                           
and motivated.

companies, this strategy may 
include various aspects of 
adaptive learning; for others, 
it could mean a different 
communication strategy. There 
will be an increased demand for 
experiential and personalised 
learning, especially as users’ 
interactions with online learning 
become more sophisticated, 

and the focus shifts towards an emphasis on 
customised learning. Learning and development 
will need instructional designers who look 
beyond page-turner e-learning courses and 
incorporate design thinking approaches and a 
variety of learning modalities that suit learners’ 
needs and preferences. Adaptive learning 
paths, recommender systems, learner- and 
peer-curated content, and virtual coaches will 
continue to improve. It will serve us well to 
become acquainted with the way these tools 
can support a better learning experience           
(Lee, 2019).    
People are more motivated to spend time 

learning when they are pursuing skills they 
are passionate about. And every individual is 
a unique learner. With a whole lot of content 
available—from videos to articles to podcasts—
they gravitate towards what works best for them. 
Often, they turn to their professional networks, 

mentors, or peers too. Hence, it is also crucial for 
managers to allow their employees time to teach 
others their own skills (Palmer, 2019). 

Experience is personal, so is learning. An 
effective learning experience design should 
take into consideration adaptability of content 
and the delivery mechanism to suit diverse 
learning styles and personal choices (Das, 
2019). A good experience is one that connects 
personally, and a learning experience cannot be 
different. Adaptability is the key component for 
a great learning experience. Having a clear goal 
in mind helps employees to stay focused and 
motivated. Karra (2019) contended that there 
is clearly a growing awareness of the need for 
calmness, observation, and absorption in action. 
Mindfulness is being embraced across global 
corporations. Initiatives such as this underline 
the importance of learning and development in 
next-generation organisations and its impact on 
the bottom line. This way, the learnability quotient 
becomes as crucial as the emotional quotient or 
even the intelligence quotient, and a determinant 
of the success of both individuals and organisations 
in the digital age.
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ONE CUSTODIAN, 
MANY OWNERS
Harish Bhat SHARED RESPONSIBILITY

Lakshmipathy Bhat

BEYOND MARKETING 
BUREAUCRACY
Shubhranshu Singh

THE CEO, THE EMPLOYEES, OR THE CUSTOMERS?

ONE CUSTODIAN, 

SHARED RESPONSIBILITY
Lakshmipathy Bhat

BEYOND MARKETING 
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VALUE

VALUE IN A STAKEHOLDER WORLD
Greg Milano and Michael Chew

BEYOND THE TANGIBLE
Dr Pallavi Rao Chaturvedi

IN TANDEM
Muniinder K Anand

Not just a  
profit-driven journey

IS SHARING THE NEW LAW
OF BUSINESS?
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THE ‘SHARING’ IMPACT
Dr Tye and Courtney Caldwell

PEOPLE (EM)POWER
Alexandrea J Ravenelle

ALL THINGS CONSIDERED
Pia A Albinsson and B Yasanthi Perera

VIJAY GOVINDARAJAN
LIZ WISEMAN

2019 THINKERS50Spotlight on
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Powering India’s growth

The STarTup ImpacT

Open
Ajeesh Achuthan

predIble 
healTh
Suthirth Vaidya 
Abhijith Chunduru 
Adarsh Raj

bharaTagrI
Siddharth Dialani 
Sai Gole
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IS CONFLICT GOOD?
AN EXCLUSIVE INTERVIEW WITH 2019 THINKERS50 #1 DUO 
W CHAN KIM AND RENÉE MAUBORGNE

IN SAFE HANDS
Amy C Edmondson

COST OF AVOIDANCE
Dr Susan S Raines

LEAD THE WAY
Timothy R Clark

BEYOND DEFINITIONS
Vivek Mehra

DIVERGE, DISAGREE, DISSENT
Liane Davey
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Rethink, Reset, RestaRt

seize the oppoRtunity
Sridhar Samu and Anubhav Mishra

the meta-leadeR
Eric J McNulty and Leonard J Marcus

tuRning the tide
Girish Mainrai

the intangibles
Joydip Dey

stay ConneCted
Dr Debashish Sengupta

the CRisis management mantRa
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Qualification: Post Graduate Degree or equivalent in any discipline relevant to management education.
Experience: Post graduate level regular teaching experience of minimum 3 years OR Industry/ Consultancy/ Training/ 
Research experience of minimum five years.
Note: Experience will be counted subsequent to achieving the requisite PG Degree or equivalent qualification.

MANAGE THE FUTURE
Accredited Management Teacher (AMT) Certification

Accreditation of Management Teacher is a service initiated by All India Management Association (AIMA) to 
overcome shortage of full time and guest management faculty in B-Schools.

The AMT certification process involves

InterviewPresentationScreening of Application

Eligibility

Accreditation Session is conducted normally on the second Friday of each month at Delhi
Accreditation Session is held selectively in other cities also.
Register online at https://applyadmission.net/amt

For further information, please contact:
Manager (AMT), Centre for Management Service,

All India Management Association, 15, Link Road, Lajpat Nagar 3, New Delhi -110024
Tel: 09599024188, 011-47673000, 49868399 (Ext 817), Direct : 011-47673032, Email: amt@aima.in, Website: www.aima.in

Do you have the desire to be a 
management teacher?
(You need not be in the academic profession)

If so, apply to be an Accredited 
Management Teacher

Trainers Corporate Managers Academicians/Faculty Consultants

Applications are invited from



Digital Marketing & Analytics
A Joint Skilled Based Certificate Programme from AIMA and Digital Vidya

Objectives
  To update participants on the latest developments in the 

field of Digital Marketing
  To make the participants understand the fundamentals of 

Digital Marketing
  Develop skills to drive innovation in Digital Marketing
  To share the benefits and uses of Search Engine 

Optimisation and its significance
  Use of Google Analytics and other tools
  Use of Social Media Marketing in today’s global 

environment

Course Outline 
  Search Engine Optimisation (SEO)
  Search Engine Marketing(SEM)
  Social Media Marketing
  Email Marketing
  Web Analytics
  Content Marketing
  Mobile Marketing

Programme Fee
` 36,000 + GST

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

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

Joint Certification
Professional Certificate in Digital Marketing and Analytics

Class Schedule
Online Weekend Programme: 3-4 hours (Saturday/Sunday)

Lorem ipsum

Professional Certificate Programme in

Lorem ipsum
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