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t was the beginning of Shekhar Desai's third year at
SME Limited, a medium sized company involved
in manufacturing of high tension transmissionI

equipment.
Before joining SME, Shekhar with as a mechanical

engineer at B & T, a much larger company, located in
Nasik, closer to his hometown, Pune. The only drawback
was that his role was confined to a very narrow area.
SME promised better, wider exposure and that propelled
him to accept the offer. Shekhar joined SME as a deputy
manager in the line hardware works and within three
years, he found himself promoted as position manager
(PPC) of extrusion works. Shekhar had always wanted
exposure to all the facets of business related to high
tension transmission in the long run. The promotion
was a step in the right direction.

His parents were not convinced of his decision to
move to SME. The company was not as reputed as B &
T. Neither was the salary gain particularly handsome.
But money was not the biggest consideration for
Shekhar. Most importantly, his wife worked with a bank,
and could easily manage a transfer to his new place of
posting. The relocation was a win-win for both Shekhar
and his wife.

Before he could formally take up his new
responsibility, the President called him one morning
and shared with him his views on the need for improving
the production process at extrusion works. He
suggested that Shekhar carry out a process
improvement study at the extrusion works with the help
of the maintenance manager, Soumitro Chatterjee,
under the overall guidance of the works manager, Robi
Ghosh.

Shekhar was looking forward to taking up his new
assignment with some degree of enthusiasm and also a
little apprehension. He was enthusiastic about the
extrusion works, because at that time (in the early 90's),
he was well aware this was a very attractive business for
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many companies in the world. Extrusion provided much
of the components as inputs for assembling of line
hardware material that was used in transmission line.
But apart from this, the products and outputs were also
directly supplied to the market. The margins were high.
Shekhar was curious to know more about the marketing
side of this business apart from his formal role as
manager (PPC). He was broadly aware of the challenges
and opportunities of production planning in a market
where there was quite a fluctuating demand.

Shekhar was a bit apprehensive about the leadership
at extrusion. He would have regular interactions with
Ghosh when he was in line hardware regarding the
prompt supply of extrusion inputs to line hardware.
Some of these interactions were not pleasant, to say the
least. However it would not matter much now, since
there would be a role reversal and now they would be in
the same boat.

What was more assuring was the presence of
Chatterjee, the maintenance manager at extrusion.
Chatterjee used to be Shekhar's senior in school, and
was now more like a friend at work. Chatterjee had
given him valuable advice at the time of joining this
company. Officially, though, there was not much
interaction between them.

Though Chatterjee was about four years senior to
Shekhar, he looked much older. He was married with
two children, both in their teens. His wife was a
housewife and Chatterjee was very much a family man,
totally devoted to his family. They lived at Chatterjee's
ancestral house about 10-12 kilometers away from the
factory. Chatterjee preferred to leave exactly at 5.30 pm,
unlike many others who would often work late into the
evening.

Unlike Shekhar, Chatterjee could not become an
engineer due to the sudden demise of his father.
Somehow he managed to complete a diploma in
mechanical engineering and opted for a job at his
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hometown. He was one of those who had joined SME in
the mid 80's, when the company was beginning to get
noticed multiplying its turnover from a paltry 60 crores
to about 300 crores in a period of five years. It was a
time of rapid expansion and Chatterjee got his first
promotion within the first three years of his career.

However, things changed after his previous boss left.
Chatterjee was disgusted by the fact that he could get
only one promotion in his 11 years of service with this
company. Though the promotion might have been due
to the new trend of giving more weightage for higher
qualifications, Chatterjee was bitter about this and this
also reflected on his attitudes towards the company
policy as well as his relationship with Ghosh, who was
almost of his age.

When Shekhar discussed the idea of carrying out
process improvement study in the extrusion works with
the Ghosh, the works manager, he was appreciative and
promised all help. They decided that it would be useful
to constitute a Process Improvement Team (PIT)
involving Ghosh, Shekhar, Chatterjee, Ramesh Kapoor
(tool room in-charge) and Pankaj Saxena (shift engineer).

Shekhar was new in this department and Chatterjee
was senior to him in age and experience, he decided
that Chatterjee should lead this process improvement
team. When Shekhar shared this ideas with Chatterjee,
suddenly Chatterjee became serious.

Chatterjee: "Who gave you the idea that I should
lead this team? Was it Ghosh?"

Shekhar: "No, actually I thought that since you have
a lot of experience in extrusion works it would be a
good idea to have you as the leader."

Chatterjee: "This is not your line hardware. Here,
there is no recognition for this type of work. Do you see
that extrusion press? This press worth crores of rupees
would have gone to scrap if it had not been for me. But
who recognizes hard work here? When it comes to
recognition it goes to those who can apply the butter to
big sahibs. Do you know Ghosh was junior to me? Yet he
has been promoted as the works manager."

Shekhar: "I agree with you. This should not happen.
The company is by and large fair to everyone. From
what I have observed, the management tries to do justice

with everyone. But sometimes stagnation happens due
to lack of vacancies. Remember Teotia? He had a similar
problem and when he put up his case, an alternative
was worked out. I think you must also put up your point.
By the way why do you think you are not considered for
promotion?"

Chatterjee: "They say I am not qualified. Agreed that
I am only a diploma engineer but tell me is this justified?
In this company, qualifications are valued more than
capabilities and experience."

Shekhar: "Is there any company policy in this
regard?"

Chatterjee: "There may not be a stated policy but
the unstated policy says that give preference to those
who can either butter the big boss or who have
engineering or management degrees. So, you see, I do
not qualify on both the grounds."

Shekhar: "I can understand your feelings. You have
so much experience. Your contribution can be of great
value to the company. You know, the President is taking
a personal interest in this project. I am sure he will
recognize your contribution and appreciate it. Besides,
this will give us a tremendous opportunity to learn
something new. It will turn out to be an interesting and
challenging task. It will be something different from our
routine work and I am sure that your contributions will
be highly sought and rewarded by the management."

Chatterjee: "What will I do with empty words of
appreciation? The real recognition comes from the
position you hold, the price you command, the perks
and prerogatives you get. You are my friend and for
your sake I can do whatever you ask. But to tell you
frankly, I have no desire to take up this type of work."

Chatterjee was reluctant to take up the charge of
PIT, but once he agreed, he showed a lot of confidence
in being able to lead the team. A week later, Shekhar and
Chatterjee got together for a cup of coffee.

Shekhar: "Hello, Chatterjee! First, I must thank you
for agreeing to lead the PIT. I think it will be a mammoth
task and it will not be easy to get success in this
endeavour. In fact, I have discussed this issue with our
other team members. They were suggesting that we
might need the help of outside experts. Though, I have
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some ideas on this, yet none of us seem to be putting
any effort in this direction."

Chatterjee: "Don't worry Shekhar, we do not need
any outsider to guide us. I was not very keen to take up
this work but since now I am with you, I am sure, we will
be able to work out the necessary improvements."

Shekhar: "Oh, you seem to be very sure that things
will fall into place. It seems you already have a plan with
you."

Chatterjee: "It is all here." He pointed to his brain. "I
know we can do it and show these big sahibs sitting in
their air conditioned cabins what we can do."

However, once the team got down to brasstacks,
problems arose. There were major differences in
Shekhar and Chatterjee's methods of working. Shekhar
insisted that they must use flow charts and study all the

core processes in detail in extrusion works. Chatterjee
insisted that all this would be a waste of time. He seemed
to have hunches or ideas based on his experience on
what improvement need to be done and he merely
wanted the team members to carry out the cost/benefit
analysis of his various suggestions. There was total
confusion in the team. While Shekhar was taking more
initiative to make the teamwork on process
improvement more methodically, other members were
having different perceptions. Taking the cue from the
leader, other team members started bringing their
suggestions related to their own area of work and what
they would expect from others. They were no longer
seeing the working of extrusions plant in totality. None
of the suggestions that came up was significant, barring
one suggestion from Chatterjee relating to the
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ANALYSIS
Clear barriers interfering with organizational vitality

he purpose of organizations is to achieve the
planned goals effectively and that is feasible only
by fully tapping the human energy- the vitality-T

the innate strength all of us are endowed with. Blockages
in the flow of this energy interfere with the goal
attainment hence unblocking - clearing away
obstructions - becomes necessary. Unblocking is
possible through expression - speaking the truth from
the heart and continuous communication process
within work teams.

Organizations' structures and processes play
important role in enabling the free flow of vitality; it is
through interpersonal processes that vitality either runs
freely or is blocked. Structures in organizations are
established to support processes that keep the channels
clear. Yet in reality the primacy of structure over process
occurs in organizations quite often.

In this case we see blockages occurring in the flow
of vitality from structure as well as interpersonal
process. While Chatterjee is conscious of position and
status, he cannot come to terms with junior person
being given better status and role. Chatterjee does not
seem to believe that the company management will ever
reward properly if he puts in extra efforts; his frustration
makes him rigid in his approach towards any new
initiative.

Chatterjee is frustrated with his own progress and
holds management responsible for bringing new talents
purely on better qualifications. His own interests
overshadow organization's priorities.

"Taoism assumes that the universe is inherently
perfect. The heavens and the earth are perfect, as are
the trees, the animals, and people. If allowed to unfold
naturally, this perfection will manifest in all worldly
behavior. It is the unwise actions of people, however,
that interfere with the essential perfection and cause
the struggle and suffering that we experience."

Effective leadership focuses primarily on removing
blocks in organizations which inhibit the free flow of
vitality and secondarily on putting in systems of
managerial control. "When leadership acknowledges the
importance of feelings, the work gets done more easily."

 The key to organizational success is to allow vitality
to do the work. Thus, leading an organization is like
tending the flow of a stream. We cannot make water run
we simply have to remove the obstructions. Leading
even a project is similar to this.

"Unblocking can also be understood in the context
of cathartic psychologies, or emotional release based
therapeutic systems, in particular, the Gestalt
perspective of Fritz Purls. Chatterjee operates from past
experience and he will always visit any issue from there.
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mechanization of workbench, which resulted in a
positive contribution in about a year's time.

Chatterjee blamed the inexperience of his team
members for the poor performance of the project.
Shekhar was frustrated and silently blamed Chatterjee
for this outcome. Shekhar had high hopes from this
project. He considered this as a golden opportunity to
get a good grasp of the entire functioning of extrusion
work before he got stuck with the routine functioning
of his regular job of PPC. He could never believe that
Chatterjee, whom he had considered as good friend
and with whom he had an excellent rapport, would
become the stumbling block in his work life.

At the end of about three months, the project had

come to a complete stand still, since everybody was
busy with other priorities relating to production targets
etc. Apart from that the annual performance planning
process had started and most executives were busy in
planning their key performance areas for the coming
financial year. Having burnt his fingers once, Shekhar
wondered whether he should commit a specific target
pertaining to this project (PIT) or leave it to the higher
management. "If at all I take it up for my own sake, how
should I go about this? Should I take it up independently?
And ask for specific help from Ghosh as and when I
require? Should I try forming a team once again, this
time without Chatterjee? Or should I take the help of an
external consultant?" he struggled with the answer.
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The Gestalt perspective holds that without the burden
of old business there is a natural tendency to
appropriately and effectively handle the new business
which arises in the course of daily life. The belief is that
there is a natural mechanism within us that supports
healthy growth and functioning. When there are no
barriers in the field to interfere with the natural process,
this tendency toward wholeness will emerge.Chatterjee
is blocked and held up in old syndrome. Shekar is in
positive state of mind and wants to achieve, learn and
grow; while chatterjee is stuck with his own experience
to count on. shekahr is propelled by eagerness to learn
build new competencies and go up career ladder. While
chatterjee is not driven by achievements and is contented
to be with family and follow strict working hours

At the personal level, remaining clear involves
opening to all experience, feeling fully the negative as
well as the positive. To heal the wounding caused by this
repressed material, we can courageously choose to re-
experience the pain and release it. The process involves
bringing the past into the present, recalling the feeling,
fully experiencing it, and opening to any insights which
may arise in the process. The healing can proceed even
further if we engage in a dialogue with the feelings, or
the images that arise out of them, as if they were actual
entities that can converse with us. Through the
"dialogue" we can come to understand hidden dynamics
about which we have not been conscious, and free
ourselves for more effective action in the present.

At the interpersonal level, the process involves
clearing the energetic pathways between people that
have been clogged with the old business of unresolved
interpersonal conflict.

Clearing involves individuals or groups coming
together, experiencing the feelings connected with their
conflict, speaking the truth of their feelings, identifying
the sources of the irritation between them, and releasing
the antagonism that has grown out of suppressed
resentment. Shekar should infect assume the leadership
role and bring about the dialogue among all members
to remove the barriers

A healthy organization is built upon the combined
pillars of relationship and communication.
Organizations are a series of relationships and work is
accomplished through them. Without sound,
trustworthy relationships there can be no effective
action. Communication serves to input into the system
the necessary and correct information which it needs
to operate. Without clear communication efficiency is
impossible. Three common sources of blockage to the
free flow of vitality are secrecy, hierarchy, and "pseudo-
professionalism." All the members of the team are
blocking the progress through secrecy, pseudo
professionalism, and hierarchical obsessions.

Saxena, Kapoor and all others also did not seem to
be committed to the project because they don't see any
value to be derived from the work that is unrelated to
their own KPAs.

In my experience if management is secretive about
all matters, those who remain uninformed almost
always "fill in" the knowledge gaps with their own biases.

Chatterjee's feeling that there is unwritten policy of
valuing qualification than experience is typical "fill in."
The fact that he could not be graduate engineer like
Shekar has been playing in his mind and creating the
inferiority complex. This itself is personal blockage.

In this case Chatterjee's emotions play more with
his interpersonal relations and may be at the bottom of
his heart he must be hating Shekar's success.

Suppression of feelings is one of the major ways we
lock the free flow of life energy in ourselves and in our
organizations. Chatterjee must be bottling up a lot of
frustration which tells on his work and leads to lack of
growth.  When we summon the courage to challenge
counterproductive work norms, and express our
feelings, we open the energy channels and clear them.
It's like taking the boat off our back and putting it into
the water. The basic technique for unblocking
interpersonal pathways... is 'expression and release',
speaking the truth from the heart." Blocks and barriers
to the free flow of energy will naturally arise in
organizations, just as drainage channels will naturally
fill with brush. Continuous processing is the ongoing
maintenance system to ensure that the channels through
which vital energy flow remain open, unencumbered
and able to provide the natural energetic power to fuel
the organization's productivity.

Continuous processing as a component of
organizational culture, process and structure ensures
that the pathways between people and groups are
continually cleared. The cultural component is the
organizational norm, engendered mainly by leadership,
that in this organization we expect people and groups
to engage in an ongoing clearing process, both one on
one, and in group meetings. When conflicts arise which
generate hurt, wounding, resentment, blame or
defensiveness, it is understood that the leadership
expects people to confront these matters and rewards
such behavior.

The process and structural components of
continuous processing involve the organization
dedicating time and space for work groups to meet
regularly and do interpersonal clearing. It further
requires the organization provides resources for a skilled
facilitator and ensures that any such sharing will not
result in recriminations.

When two or more individuals in a work group are
carrying resentment, the rest of the group is affected by
it, and wider blockage results. Under these conditions
people do not feel free in the group atmosphere; they
sense restriction and "dance around it" at the expense
of work efficiency.

If such blocks are unattended for long enough, the
group will experience a significant reduction in vitality.
All the while the origin of this strange malaise lies in
unresolved interpersonal conflict.

Shekar can help team members to conquer the fear
of confrontation. We tend to "make nice" in order to
keep things calm on the surface. We avoid the difficult
task of expressing our hurt and displeasure because it is
easier not to face the short run difficulty which it may
produce...
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Chatterjee must encourage others to speak the
difficult truth to others and discourage hiding behind
the thin veneer of "everything is OK." The problem with
experience is that it brings in false sense of confidence
and chatterjee expected people to respect his experience
and follow; in reality respect does not ensure compliance

The performance of the team suffered due to lack
of commitment and absence of leadership. Shekhar did
not perceive his role as project owner, chatterjee also
did not own up leadership responsibility though he
accepted the position for status, perhaps it satisfied his
ego to be a leader -pseudo leadership. Shekhar should
in fact must assume leadership, commence unblocking

ANALYSIS
Create a culture of performance orientation

his case represents a typical scenario that gets
played out in many organizations in the
manufacturing sector in the area of workT

improvements. The critical components of the case:

The project:
The objective of the project was to bring about
improvement in the production process at the extrusion
works. This was a very attractive business and hence
provided a big opportunity due to the market potential
of extrusions and also the margins in this line of business.
A great opportunity for a cross functional team to work
and create improvement in productivity, quality, cost.

The people:
1 .1 .1 .1 .1 . The President - He would be the ultimate beneficiary
due to improved business performance and addition to
the bottom line. Ideally he should have been the
executive sponsor of the project.
2 .2 .2 .2 .2 . Robi Ghosh - In his role as the works manager, should
have been the champion of the project.
3 .3 .3 .3 .3 . Shekhar, a relatively new person in the company
who is just promoted as a manager. The president of
the company setting an expectation of production
process improvement in the extrusion works. His
experiences with the company since his joining have
been positive and he is quite enthusiastic about the
project and sees a very high business opportunity due
to the market potential for extrusions and the margins.
Ideally, he should have been the project leader.

4 .4 .4 .4 .4 . Chatterjee, an old timer who joined the company in
its formative years and who had just one promotion in
the 11 years that he has been with the company. Due to
his experiences with the company, he exhibits a very
cynical attitude to the company, his superior, and the
overall policies. Very low on motivation and carries
considerable bitterness. When the project did not
proceed as expected, he blamed the inexperience of
the team members. A clear sign of lack of ownership
for the project. Not an ideal choice to lead any project.
5 .5 .5 .5 .5 . The other team members to begin with thought that
they would need an outside expert and later seeing the
behaviour of the leader brought in their own
perspectives which added to a confused state of affairs.
No significant stakes in the outcome of the project.

The process:
1 .1 .1 .1 .1 . The President mentioned the need for a process
improvement study to Shekhar. There is no evidence of
involvement of the works manager who would be, not
only impacted, but also needs to approve changes
suggested by the team with attendant investments.
2 .2 .2 .2 .2 . Shekhar's decision to play a supportive role and
assign the leadership of the project team to Chatterjee
was based on his experience in extrusion and not on his
capabilities to lead such a project team. This was one of
the key contributors to the poor outcome of the project.
3 .3 .3 .3 .3 . There is no evidence of structure, processes, reviews,
report outs. The activities as detailed in the case, point
to an ad hoc group working on process improvement
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through expression and release and assign specific tasks
with deadlines , clarify each one's role, and goal that is
common and specific to each one's task

When an organization engages in continuous
processing, problems that previously appeared difficult
to solve simply "go away." They disappear because the
energy holding them in place is released or, fresh energy
is cooperatively and easily generated and executed.

One side of this equation for success is to
understand that vitality is real and central to
organizational success. The other side is to recognize
the supreme importance of clearing away barriers that
interfere with the free flow of this life force energy.
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project without any stakes or time lines.
4 .4 .4 .4 .4 . Chatterjee's aversion to the project and process
management methodologies exhibits his under
estimating the efforts required and the complexity for
such projects and over estimation of his own capabilities
and experience.
5 .5 .5 .5 .5 . The destiny of the project being left in the hands of
Shekhar exhibits lack of ownership for the project by
the works manager and the president. This contributed
to the project not taking off in the first instance and the
current status.

Way forward for Shekhar:
1 .1 .1 .1 .1 . Meet the president and works manager and apprise
them of the status of the project.
2 .2 .2 .2 .2 . Suggest that the president along with the works
manager call for a meeting of the project team and
review the current situation.
3 .3 .3 .3 .3 . Post the review, the President needs to re-constitute
the team to include industrial engineering and finance
professionals. Ideally the team should not include
Chatterjee. He needs to articulate the charter, the
structure, and the process for review. He also needs to
appoint Shekhar as the leader of the project team.
4 .4 .4 .4 .4 . Shekhar to ensure that an outside expert in the area
of extrusions provides inputs on best practices.
5 .5 .5 .5 .5 . Shekhar needs to ensure that a detailed project plan
is submitted to the president and works manager for
approval. He needs to give the project a name for
identification and ownership. The President and works
manager, as executive sponsor and champion
respectively, must review the implementation of the plan
periodically to exhibit ownership and ensure milestone
achievement. There must be periodical communication
to all the stake holders on the progress. Shekhar must
ensure that each milestone achieved is celebrated.

This would ensure the success of the project and
benefits accruing to the company. Shekhar could also
carry the learnings from this project to Chatterjee and
facilitate in his discarding the cynical attitude and
restrictive approach to his role and responsibilities and
seek avenues for professional growth and development.
This would ensure a win-win for all the people involved
in the project and the company at large. It is the lack of
such processes that have actually led to the creation of
Chatterjees in the company. The company would do
well to start focusing on such processes that would drive
it towards becoming a high performance organization.
Let us examine a few critical processes in this area.

Larger systemic processes:
The above case also throws up larger systemic issues
which indicate to the need for the company to have
well defined processes that would contribute to the
success of people in the organization. The Company
would definitely do well to look into the following areas:
a.a.a.a.a. Roles and responsibility: Each position in an
organization needs to have a role responsibility
document that details the expectations form the
position and the critical success factors. Many

organizations consider having such a document limiting
and hence contribute to the confusion that could
emanate from such a situation. In such a scenario, the
individual goes ahead with what is appropriate in their
perspective and it is very likely that the person does
what is in their comfort zone. High performance
organizations have used the role and responsibility
document to drive a very high engagement between
the manager and the role holder and driving clarity in
what will be considered successful at the end of the day.
Chatterjee's situation after 11 years of service in the
company is an indication of the current culture which
would not facilitate high performance behaviour in the
company.
b.b.b.b.b. Expectations setting: In an organization with a good
performance management culture, when a person gets
promoted to a higher role, the expectations get set at
the beginning in consultation with the new manager to
whom the promoted person would report to. This
discussion and attendant document would facilitate the
individual role holder to work towards what would be
critical expectations from the organization. The manager
would also have an active part in facilitating the new
role holder. Ghosh, who was Shekhar's manager in the
current case, does not exhibit such behaviours, thereby
leaving Shekhar to his own thinking.
c.c.c.c.c. Manager and skip level reviews: These reviews would
not only help in assessing the new role holder's
engagement in the role, but also indicate the progress
that the person is making. It also indicates the ownership
of the organization to ensure the success of the person
in the new role. In the current case, neither Ghosh,
Shekhar's manager, nor the President, the skip level
manager have had reviews of how much progress
Shekhar has made in his new role.

The above three processes are critical pieces in a
robust performance management system. In the
absence of these processes, the individual is left to
himself/herself, to find the way and swim through all
the political/power issues in the company before
managing to start delivering in the new role. This is not
only an enormous drain on the person's productive
capabilities, but also leaves a very frustrating experience
at the end of the process when a dead end is reached
like the one Shekhar is facing in the case under review.
The resultant scenario would be that of Shekhar leaving
the organization or developing a very cynical attitude
towards the company at large. Both would not be
facilitating the organization to achieve its stated goals.

In order for the above processes to take root in the
company, it also needs to focus on its current culture.
Identify the facilitators and inhibitors to transform into
a performance oriented company. It needs to put in
place initiatives that would encourage such behaviours
and the resultant outcomes. When successes emanating
from such initiatives are celebrated and communicated
to the company at large, it will begin impacting the
culture and begin the process of transformation to
becoming a performance oriented culture. HC




