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StickOnOr
Switcht
Executives, especially those at the top, lace
a dilemma when things don't go according to
plan when they Join a new company

ADHAVANRaman Iyer, direc-
tor (operations) at Pentium,
let out a small cry of despair.
He was playing Prince of
Persia on his computer, and
just when he least expected
it, he erred and the prince

got killed. Now he had just one more
chance left to recover lost ground and
move on to the next level.

It was late in the evening and Iyer was
waiting for a call from Kevin Cronin, Pen-
tium's director for Asia-Pacific. Iyer had re-
cently been moved to Singapore. He hadn't
taken the decision too well and Cronin's call
was to discuss just that. As he waited, Iyer
tried to distract himself with a computer game.

Just then, his colleague Zakir Latif walked
into the room. "I say, you have one more chance.
It's time for you to assess what went wrong the last
two times and try not to repeat the mistake. You now
have a chance to plan your moves very carefully before
you enter the strategic points in the game," said Latif.

"You are getting metaphoric, aren't you?" said Iyer. He
knew Latifwas alluding to the recent events that had turned his
career graph almost topsy turvy. Much had happened at Pentium
in the past few weeks. An unexpected change in plans had sent the
company into a tizzy, and put Iyer's elevation to the CEO's post un-
der a cloud.

Iyer had joined Pentium six months ago after a stunning dis-
appointment at Densy Ferrel where he was commercial director.

This case study was first published in BW,
7 October 1997.
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His tryst with Densy began five years ago. He was the right hand
man of managing director Rakesh Dang, and together they navi-
gated Densy to reach heights when everybody else predicted total
failure. Uniquely, Iyer's role transcended the commercial func-
tion. Dang used his general management skills more thoroughly
in planning and organisation. Iyer had acquired these skills at Tef-
fer India, where the job rotation plan had put him through plant
management, distribution and commercial management during
the 16 years he had been there. He was also seen as a turnaround
artiste at Densy.

As the months and years rolled by, it became apparent to most
that Iyer would succeed Dang as managing director, As if in antic-
ipation, Dang promoted Iyer as operations director.

Unexpectedly, however, Densy International restructured its
organisation and the new structure was replicated worldwide in-
cluding in India. Operations got split into distribution, logistics
and planning, and Dang moved his senior managers to take over
as vice-presidents of these functions.

That left Iyer without a role. At least, without a role com-
mensurate with his seniority and the importance he had

come to acquire during the past four years. He moved
back to the finance function, only this time with an

elevated designation of director. But the single-
function responsibility was not inspiring

enough for Iyer, who had come to realise his
potential in other areas.

Upset with the sudden change at
Densy, Iyer let headhunters know he was
in the job market. That was when Pen-
tium, a large multinational, ap-
proached him. While Pentium was a
global name, in India it faced a tough
market. What grabbed Iyer's fancy
was the fact that Pentium was
poised to take over a very large In-
dian financial services company,
Equus Services which would give it
a quantum leap in business vol-
umes and market presence.

Iyer eventually decided to leave
Densy and join Pentium but it was
not easy because Dang was reluc-
tant to let him go. He even offered to
speak to the overseas director to find
an international position for Iyer. Iyer

relented, only to hear the international
director say that there was no position

for him. "He is a very valuable manager,
but I really have nothing to offer him now.

He should stay on and wait another six
months. We should have a position then to

suit his skills," said the operations head.
But Iyer was uneasy. The uncertainty com-

bined with the loss of prestige caused by a diluted
position and anxiety over the real intentions of the

power brokers at Densy took their toll. To make matters
worse, Densy's human resources (HR) head pooh-poohed

Dang's show of concern. "It is all fence sitting," he said. "I have
seen the international plans, and I know there will be nothing
evenat the end of six months." And Iyer decided to leave.

The first few weeks at Pentium were exciting. The fact that he
was a senior director from Densy added to the halo that sur-

rounded him. But within weeks of joining, the takeover of Equus
ran into trouble - the Foreign Investment Promotion Board
(FIPn) rejected Pentium's proposal.

The sudden change in the situation demoralised the Pentium
staff. For close to a year, they had lived in anticipation of the
takeover, and the business volumes and profits it would bring.
Pentium needed the new business opportunity to ride up the lad-
der to the big league. It was a tremendous opportunity and the
company had even hired a new vice-president for HR, Zakir Latif,
to lay the ground for the expanded workforce.

Latif had put the executives through an extensive series of
workshops on culture, team dynamics and change management.
In such a charged environment, the news that the FIPB had de-
clined permission came like a thunderbolt.

For Latif, too, the news was shocking. He had left Ritzer Prod-
ucts, a new multinational in the business of cosmetics. The com-
pany had been in a mess for the past two years as logistics and
new products failed one after another. When the Pentium offer
came, Latif assessed his choices. Ritzer was floundering on a
rough tide which, he admitted, was because it was a new entrant.
But if Ritzer collapsed, his professional equity would be diluted,
making it all the more difficult for him to find another senior job
in the market.

On the other hand, Pentium appeared to be professionally
challenging. Ritzer would always be a 50-people-strong company
in India as much of the manufacturing was being done through
contracts. Pentium, on the other hand, had 130 people and was
poised to take over Equus which would straightaway take its hu-
man resource base to 900 across 18 offices in India.

But now, all his plans had bombed in the face of the unex-
pected decision by the FIPB. Latif decided to wait and watch. In
the meantime, he met Iyer several times to gauge the situation
and plan his moves.

"I am quite taken aback myself," confessed Iyer, "but these
things are a common occurrence. The FIPB should relent, I will
find a solution."

For four months, Pentium's management worked on a menu of
options. They hoped Iyer would turn around the situation. At the
end of the fifth month, the final verdict came. The takeover was not
possible. Pentium could at best think of an investment in Equus.

Iyer was disappointed. He had barely begun to recover from
the debacle at Densy, and now this. For a fleeting moment, he even
regretted leaving Densy. Now his chances of taking over as CEO of
Pentium appeared weak. After all, Cronin had said: "Once we take
over Equus, we will want an Indian CEO.David Harvey, the present
CEO,will return to Singapore and you will succeed him."

Meanwhile, a few senior managers at Pentium began to leave.
Iyer'smind was a riot of conflicts between his expected loyalty to Pen-
tium and his desire to move his career out of the rut itwas falling into.

Characteristically, the headhunters who were watching the
crisis at Pentium began to send feelers to the disappointed stars at
Pentium. Three good offers came Iyer's way, but he was unable to
take a decision. On the one hand, it made sense to cut his losses
and move out. On the other, Iyer felt apprehensive over how the
media would react. He didn't want to be described as abandoning
a sinking ship.

Iyer was very depressed. What made it worse was the pallor of
gloom that surrounded his colleagues and the organisation. At
one stage, he said to Latif: "What has happened on the business
ftont is for me to repair or solve, but I would expect HR to playa
strong role now and prevent further departures." In short, Iyer
was hoping Latifwould be more proactive and respond to the cri-
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sis that was fast building up at Pentium.

"What do I do?" enquired Latif blandly. "What do I tell these
vice- presidents and managers who do not see opportunities in
Pentium anymore?"

"That is because you don't see opportunities for yourself at
Pentium," said Iyer quietly. He was still optimistic that there were
opportunities in the Equus venture, even though altered.

Meanwhile, the departures from the Indian company caught
the attention of the international management.

Then the unexpected happened. In a note to Iyer, Kevin
Cronin said: "We have a vision for India and indeed that has not
been delivered. While we will stand by what has happened, we see
a need to inject fresh blood into the system ...We now have a new
strategy for India and only a new team can achieve it .... Dinkar
Dayal, our Singapore head of international business, will take
over as the CEO of Pentium India ...Youwill move to Singapore as
vice- president, operations, new markets (Asia). You will assume
charge in three months .."

Iyer was flabbergasted. Was he being penalised for something
he had not engineered? He was hardly expecting the FIPB to throw
a spanner in the works. In any case, what was David Harvey's stake
in the failure, wondered Iyer. And then, everything had Cronin's
blessings - the purchase price, the synergy, the terms of refer-
ence. But in the last lap, someone out there decided Pentium
should not be permitted to take over Equus. Even now, as he saw
it, it was not a bad deal. Pentium was getting an 80% equity stake
in Equus, but Cronin felt Iyer had failed utterly.

"It is unfortunate we lost that opportunity," said Cronin.
"Whatever you may say, 80% equity is not the same as 100%. I am
not one to wallow in past errors, but neither will I try and justify a
mistake or a mishap. But even while that is natural, the company
needs a leader who is not influenced by the past baggage of erro-
neous decision."

Dayal moved in. Within days, he had a new team in place,
which included a director. Latif was unmoved. "I was half expect-
ing this to happen," he said to Iyer. "In the face of a depressed en-
vironment, what they need is to manage change. The induction of
a new team at the top is a natural consequence. Pentium needs a
new vision, a driven team which can take a dispassionate view of
the events and respond afresh."

The reason for Latif's confidence was a move that he had made
three weeks earlier. "I have accepted an offer from a beverage
company which appears more steady and sustainable," he said.

Latif was not indifferent to the events that were unfolding at
Pentium. But as he said: "Organisations are free to make strategic
moves that are beneficial for them. Likewise, I have to keep my
goals in view and make my moves instead of getting consumed..
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by events." In contrast, Iyer felt a deep pain over losing his post to
Dayal, who had already begun to set up his kingdom, new systems
and plans.

Try as he did, Iyer was unable to understand Dayal's need to
change everything around him. At a meeting of the key operating
managers, Iyer dropped his calm front and said angrily to Nor-
man Thorne, the visiting international director of HR: "I can see
that the loss of the takeover opportunity has affected all of you.
But it was just one part of our whole strategy. The other success
factors are still there. We have been performing exceedingly well
during the past 18 months. Then why this fanatical clean- up op-
eration where everything is being changed?"

Later, in the privacy of his room, Thorne said: "Iyer, you are still
where you were three months ago. You are refusing to admit that
we failed in accomplishing the takeover. And it was Dot a small
event, but a significant one for Pentium. You keep reiterating that
we are very successful, but how can the employees buy that when

.they see managers leaving? At the meeting, you did not once touch
upon why we have instituted these changes, and, coming from
you, it would have sounded more credible and reassuring."

Latif could see the dilemma and conflict writ large on Iyer's
face. "Pentium has found a new lease of life, a new strategy in the
joint venture to invigorate it and continue," said Latif. Either you
accept that change and agree to become part of it, which means
accept the move to Singapore, or you leave and create a new
growth path for yourself, just as Pentium is now doing. Success is
not one continuous path, but a series of small success cycles.
When one phase begins to wane you must deftly launch for your-
self a new cycle, a new path, even before the old one begins to
slide downwards," said Latif. "You have to seek your success irre-
spective of the organisation, whereas here you are linking your
success to Pentium's."

Plotting Iyer's career chart in the last four years, he said: "Your
cycle at Densy had begun to sour and you created a new one at
Pentium for yourself, though that cycle should have commenced
much sooner, probably around the time Densy India was restruc-
tured. Instead, you waited and hung around in the hope that
Densy would craft a new phase for you. At Pentium, your folly lay
in not nurturing the new cycle as well as your should have done.
And this you must accept. You spent far too much time nourish-
ing the equity you had brought from Densy, unmindful of the
bigger disaster that was brewing.

Even so, you could have launched another smaller cycle for
yourselfto fit the new SWOT (strengths, weaknesses, opportuni-
ties and threats) at Pentium. For that you should have assessed
the uncertainties and weak points in the new company and then

drawn your path that redefined the variables for your overall
career growth based on the changing environment at

Pentium. Instead, you continued to ride high on
the Densy equity and let the old cycle drag you

down. And what was the result of all this? Pen-
tium decided to find someone else to navi-
gate its course."

That was what Thorne had said to him
too. "I think there is a mindset flaw. You
came to Pentium to grab a successful phase
that was readymade. You were not ready to
be part of Pentium's success or failure. When

the takeover failed, you felt cheated out of
readymade success. But you have to see that

you are part of Pentium - success or failure."
Iyer was nonplussed. He had joined Pentium
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only because of the proposed takeover of Equus. At
that time it had seemed real and achievable.
Now his disappointment was natural, he felt,
but why was he carrying the can for David
Harvey? Even he had not realised that Dayal
was being seen as his replacement and not
as Harvey's.

Iyer began to think about Latif, who had
planned his next move well in advance,
whereas he had turned down the head-
hunters who had called him with fresh offers.
"I could have accepted any of the offers, but I
felt lowed it to Pentium to stand by it. Besides, I
did not believe the takeover was irrevocably lost. I
was optimistic it would work."

"In today's corporate world, you must drop the old mindset of
loyalty and duty," said Latif. "These are not drivers anymore.
Companies are not insulated from competition and policy to be
able to offer protection to managers. They are not protected, so
they cannot protect. Today, the variables are unlimited and
tougher. Companies make choices based on competitive advan-
tage, not optimality. Pentium has the freedom to choose its strate-
gies irrespective ofits people."

Latif chatted at length with Iyer on the cyclical nature of all
processes. "Products, career paths, even life, is cyclical," said Latif.
"Itwaxes and wanes. Neither am I saying that failure is predictable
or destined. All I am saying is you have to gauge the phase of your
cycle and your position on it to be able to create a fresh cycle
which will keep you moving upwards. Or you jump off at the peak
ofa cycle and chart a new cycle for yourself," he said.

"But that is what I did," said Iyer. "When I was at the height of
mycycle at Densy, I got off when I realised it was fraught with un-
certainty and charted a new cycle for my career. I joined Pentium,
except I did not expect that the takeover would bomb!"

Latif felt career cycles were no longer as extended as they used
to be. As change dynamics increased, the cycles themselves had
begun to shrink. "If a product's life cycle was 20 years earlier, today
ithas become 10years. If failure was 15years away earlier, today it
is next month. The variables that shrink the span of the cycle are
too many. For instance, you assumed the Equus takeover was in
the bag. And that was the raison d'etre for your joining Pentium,
wasn't it?You did not even consider another branch of your deci-
sion tree - the probability of the takeover failing," he said.

Iyer had been too overwhelmed by his imminent role in the
expanded company so that when the takeover itself fell through,
he djd not see a role for himself in the organisation. "You could
have looked at the other strengths of the company or even your
rolein the altered company," said Latif.

"Likewhat?" asked Iyer.
"Havingrealised that the takeover was uncertain, you needed to

haveharnessed your wits and charged your people to give up their
negative attitudes. Maybe you could have prevented some of the
people from leaving Pentium," said Latif. "You know, you actually
had a terrific opportunity to set forth a new curve for Pentium. In-
stead,you lost precious time hoping that the takeover would work
outsomehowl"

But in January, Iyer had been told that the problems were be-
ing resolved. "In fact, everything was in our favour and it would
havebeen premature, even foolish, to make a change," said-Iyer.

"What is premature?" asked Latif. "By saying that, you are pre-
dictinga certain period, a time span to the process when, in fact,
yourcycleat Pentium had begun to shrink rapidly! It was only five
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months later in May that reality hit you. Whereas in January, the
FIPB had clearly stated that investment was the only option,
never a buyout."

Latif felt that Iyer had bypassed his road to the future in Janu-
ary itself. Today, five months later, he could not retrace his steps.
Now, he felt, Iyer should not accept the move to Singapore. His
theory was that if Iyer continued at Pentium, two things would
happen. One, he would find that the plan he had for his growth
and career building would be underachieved. He had joined Pen-
tium to be its CEO, not the vice-president (operations) of some
obscure division in Singapore. Two, if for some reason Iyer stayed
on in Pentium India and experienced the new team, he would
perforce fall in line with the underachieved goal, 'adapt' reluc-
tantly, become cynical, unhappy and soon risk-averse.

CAREERlife cycles, if seen as a series of smaller cycles, im-
ply that each of these smaller cycles has a life of 18 months
to two years. For continued success, you must keep re-
viewing your career path. Life has become far too dynamic
and you must work on the assumption that you will need

to review your path once in two years," said Latif.
Iyer wouldn't agree. "If one were to work with such a mindset

of temporariness, one would not be able to give one's best to the
job on hand," he said.

"The trick lies in being able to manage both the present and
the future. Scepticism is not bad in itself. It is, in fact, essential in
times of dynamic change. The very idea of rethinking a second
phase leads to questioning the assumptions under which you live.
And that is what I am doing. The failure led me to look at new
processes, thoughts, ideas and possibilities."

"If you have been tremendously successful as I have been, it
can be debilitating when failure sets in," said Iyer.

"But sometimes, the very seeds of revival and success can be
found in your failure," said Latif. "However, you can also get
caught in the glory of the past, oblivious of the failure that fol-
lows," he continued. "Then you get attached to the past, cling to it
and get dragged down by it. You were driven by your success at
Densy, the halo you had when you came to us was a function of
that past glory. That very glory convinced you that you could turn
around Pentium's failure. Your were clinging to the successes
forged in a different environment, which is why you refused to as-
sess the FIPB rejection rationally in January," he said.

As a parting shot, he said: "It's still not too late. Resign and get it
off your record completely. By accepting Singapore, you will be
driving the last nail in your coffin. Youwould be accepting their un-
spoken verdict that you caused the Equus debacle. And that will de-
stroyyou completely." _
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ANALYSIS I: JESWANT NAIR

Unfit For The Top Job
Jeswant Nair is executive director (human resources), South Asia Business Unit, PepsiCo. Earlier he was the
vice-president (personnel) at Marico Industries.

THIS case raises the crucial question
of who is responsible for a person's
career. Is it the company or is it the
person himself? Does the past track
record necessarily ensure future suc-

cess? What role does luck or fate play in a
person's carrier? Latif, in his many reflec-
tions, alludes to the argument that careers
should be proactively managed - he uses
the analogy of product life cycles. He, how-
ever, misses the larger question of whether
a person in a leadership role should oper-
ate on a given brief or whether he should
evolve a new brief for himself based on a
fresh assessment.

To recapitulate, Iyer, after an enriching
career of 16 years in Teffer India, joined
Densy and served it with distinction for
five years. It seemed almost certain that
Iyer would succeed as managing director
(MD) at Densy thanks to the many skills he
brought to the job, as also his accomplish-
ments as a turnaround artiste. Unfortu-
nately, Densy International restructured
itself which had its ramifications in India.
Iyer saw his job as director (operations)
disappear and was 'relegated to what he
considered the less important job of direc-
tor (finance). Eventually, some months
and deliberations later, Iyer left Densy to
join Pentium.

Apart from the fact that his career
seemed to have run into rough weather at
Densy, the reason for Iyer's joining Pen-
tium was the exciting possibility of the
Equus takeover and later on the mantle of
CEO of Pentium India - a formidable
proposition for both his skillsand career.

The anticipated takeover did not mate-
rialise, ostensibly for reasons beyond his
control. Consequently, Pentium decided
to revamp its management team, thereby,
effectively sidelining Iyer. What went
wrong? What lessons can we learn about
managing one's career?

It appears from the case that when Iyer
moved from Teffer to Densy, he called
upon his acquired experiences at Teffer In-
dia to drive success. Perhaps, rightfully so.
But soon his past skills became irrelevant
for Densy. His superior, Dang, saw in Iyer
an able deputy and did not want to lose
him. Dang even went to the extent of lob-

bying with his overseas bosses. It is appar-
ent that Densy International was willing to
sacrifice Iyer. Otherwise, Densy India's
overseas supervisors would have sought
out Iyer for a personal dialogue and an ex-
ploration of future possibilities. Instead,
Dang became a helpless messenger and
Iyer had to fend for himself.

Would it have been different had Iyer
gone beyond and assumed brief of an
able deputy to Dang and done enough to
be recognised by Densy International as
potential CEO material? It appears that
Iyer positioned himself to deliver Dang's
brief and did not want to look beyond
that. In a sense, he seemed to be operat-
ing on the assumption that Dang would
take care of his career.

Having made a change to Pentium,
once again we find Iyer restricting him-
self to the brief of the Equus takeover, its
integration into Pentium and plans for an
expanded business. It seems that Iyer was
hopeful of the FIPB clearance for the
takeover. His own entrepreneurial role in
making it a certainty seems absent. Fur-
ther, it also appears that Iyer had not built
the ground for an alternative strategy
with the Pentium bosses, in case the
takeover bid failed. Typically, an aspiring
CEO would have made a realistic assess-
ment of the MNC versus swadeshi debate
in the media and Parliament. He would
have analysed past FIPB behaviour and,
consequently, the most likely outcome.
An alternative Pentium plan in India
should have been developed and blessed
by his Pentium bosses. If he had done all
this, the FIPB's rejection would not have
come as a thunderbolt. Instead, he would
have in hand an agreed-upon alternative
strategy with which he could still make
good the opportunities in India. That he .
did not have a 'blessed' contingent strat-
egy becomes all the more evident when
senior managers began to leave. Conse-
quently, the promise of becoming the In-
dian CEO of Pentium was snatched from
his hands.

It would be appropriate to conclude
that Iyer has had a successful record as
No.2. He seems to be extremely compe-
tent in execution, but, perhaps, not all
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that commendable when it comes to
generating ideas and creating sense and
direction out of abstract possibilities.
Iyer would be well-advised to reconcile
himself to the role of a deputy and not
chase the mirage of being a CEO. Unless,
of course, he is able to introspect and
consciously work to overcome his limita-
tions. Latifwas right when he said, ••...you
jump off at the peak of a cycle and chart a
new cycle for yourself." Except that in
choosing a new cycle, the same old prod-
uct won't do. You need a new product
more relevant to the need of the cus-
tomer or the market.

While most of Latif's views can be ap-
preciated as truisms for the day, these are
only part-truths. Latif seems to be oper-
ating on the assumption that since em-
ployers will drop you like a 'hot potato'
when it suits them, you must consciously
plan to be one step ahead and move at
the first sign of trouble. Forgotten here is
the notion that managers have to envi-
sion the future and navigate the business
for success. Somewhere, most career
managers fashion themselves as employ-
ees and their bosses as employers. In
reality, everybody is an employee even
the MD or CEO (unless the MD is the sole
owner of the company). People who
take responsibility for their careers be-
have and think like CEOs, immaterial of
their particular specialisation. They in-
evitably forecast, think and respond to
the context they find themselves in. They
make their own careers. People who ex-
pect the larger system to define what
they ought to deliver, and then wait for
rewards for a job well done become de-
pendent on the system. They view their
relationship with the organisation as a
contract - a balance-sheet of 'promises'
and aspirations fulfilled and not fulfilled.
A sure recipe for feeling powerless and
disappointed.

Careers are built only when we seek
to define the unknown and inspire
everybody to act on it. Otherwise, we
will stop short of the last rung. There is no-
body else to blame, but ourselves. And
luck has a small part to play, if at all it
has any. • •
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ANALYSIS II: ACHAL BHAGAJ

Foresight WasAbsent
Achal Bhagat is a psychiatrist and psychotherapist at Apollo Hospital, Delhi. He works as an organisation
analyst helping companies deal with issues of mindset. He also heads a voluntary body Saarthak that works
for the rights of people with mental illnesses.

T
HERE is a tide in the affairs of men
and Latif, Iyer and Cronin all seem to
have taken the tide at the beginning
of a whirlpool. A definite way down-
wards. They are three angry men in

search of a scapegoat.
Anger is the obvious feeling when you

cannot get what you had expected to ac-
quire easily. A child always wails if the
parent takes away his favourite toy.
The three of the commonest masks to
cover anger were used by some of our
friends at Pentium.

When men fail, they rationalise. They
actually believe, like Latif, that they have
jumped from the peak of one success
cycle to another. It allows them to
remain confident and, perhaps, arrogant.
They are so convincing in their use
of quasi-scientific jargon that they make
life miserable for the likes of the self-
blaming Iyer.

How many managers at Pentium left
because they sensed that their vice- presi-
dent (HR) was starting his search for the
next horizon. One more thing that will
also remain unanswered is what might
have happened if the culture building
and team workshops organised by him
had focussed on flexibility.

It may have been a different team ifhe
had talked about how organisations too
need to link smaller success cycles in
reaching the pinnacle of success. Pen-
tium was underprepared and Latif, in his
anger about his failure, ignored the need
to support the managers through the loss
of the opportunity that the takeover fail-
ure offered. It is easy in retrospect to tell
others what they could have done differ-
ently; it is difficult to ask the question:
"What could I have done differently in
that situation?"

When men fail, they project the blame

on to others. Cronin et al felt that Iyer had
not been able to adapt to the new sce-
nario of life at Pentium without the
takeover. That is why he should go. They
forgot that it was they who had not even
considered the possibility of the takeover
bid being rejected.

When you appoint a CEO-designate,
you do consider his ability to handle
failure before you even think of how he
may manage success. Anyone can survive
success. One needs foresight to survive
failure. Cronin and company lacked it
as they had to change their CEO-desig-
nate just months after he had been
appointed.

The problem at Pentium was a narrow
definition of success where the perfec-

themselves. Iyer left Densy with the as-
sumption already in his mind: "Perhaps,
my days are over." He thought: "If I
had been still worthwhile, would they not
have considered my side of things during
the restructuring?" He agreed to stay on
because of an uncertain promise from
the brass at Pentium. If he had tried, he
could have got the same uncertain prom-
ise at Densy. He was shocked when the
betrayal was replayed at Pentium.

Iyer was angry, but he could not even
express this because he partly agreed
with the view of Cronin and Latif that he
was to blame for the company's woes. In
his own decreased lack of self-worth, Iyer
could not see that he was just being made
the scapegoat. He could argue back by

tion of the outcome was valued. What
matters more in organisations that really
succeed is the perfection of the process. If
the way you do things is near-perfect, you
can survive the vagaries of the abra-
cadabra (the FIPB, strikes, the competi-
tor's tantra and your own stars included).

The managers at Pentium left not be-
cause the takeover bid was lost. They felt:
"This organisation has no hope in the fu-
ture." It is difficult to generate hope in a
team when you are trying to slash it. You
leave the impression: "IfIyer and Latif had
to leave, am I next?" The cycle of fear goes
further like this: "If I am next, then let me
leave before they ask me to."

When managers fail, they crucify

At Pentium, only the perfection of the outcome
was valued. But what mailers in organisations
that succeed is the perfection of the process
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saying: "I am the man who would have
been heading the corporate if we had got
Equus in our kitty. If I was good enough
for that, why am I not good enough to-
day?" He could have told the prophets
of small success cycles and the doomsay-
ers that to create a success cycle, which
lasts 16 years in one organisation, takes
more courage than to hop every time
you felt challenged.

He could not recognise his strengths
because he was benumbed by the shock
of failure. He had still not recovered from
the emotional blow he had received at
Densy. He felt betrayed by the organisa-
tion that nurtured him as a manager; he
couldn't destroy the image of it in his
mind. To make sense out of his experi-
ence, he turned the anger inwards and
devastated his belief in himself.

A successful manager and a failed
manager; a successful organisation and a
failed one; a successful strategy and a
failed strategy - depends on which mask
you are wearing to disguise what you ac-
tuallyfeel. _


