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WAYS AT WORK

- Vice Admiral Venkat Bharathan

     


                                      Indian Navy

THE OPENER

1. “OH GOD” OR “BLOODY HELL”, SHEETS OF PAPER BY ONE MORE SO CALLED WISE GUY.

2. THE CHOICE TO READ THROUGH IS ENTIRELY YOURS.  

3. I COMMEND YOU TO HOWEVER PERUSE THE THOUGHTS – THE WASTE PAPER BASKET CAN BE KEPT HANDY.  I PROMISE NOT TO MIND IT OR NOT TO WORRY ABOUT IT.  

4. THERE ARE SOME HOME TRUTHS.  I HAVE LEARNED THIS MOSTLY THE HARD WAY.  THIS IS BEING SHARED TO TRY AND MAKE SOME PORTIONS OF YOUR LIFE AND WORK LITTLE EASY.    

5. WISHING YOU AND YOUR FAMILY ALL THE VERY BEST.

6. MAY THE FUTURE BRING ALL OF YOU PEACE, PROSPERITY, STABILITY, ALL AMIDST TRANQUILITY AND GOOD HEALTH.

- BHARATHAN

ADVICE TO US

“ENJOY WHAT YOU ARE DOING.  THINK ABOUT WHAT YOU WANT TO DO. BEWARE THAT YOU HAVE A LEGACY TO LEAVE AND THINK ABOUT WHAT THE LEGACY IS GOING TO BE.  REALISE THAT YOUR TIME IN THE NAVY ENDS, SOMEONE RELIEVES YOU, TAKES YOUR PLACE, THE NAVY MOVES ON.  I WANT A LEGACY WHERE PEOPLE SAY SHE CAME, SHE SAW, SHE CONQUERED, SHE LEFT SOME THING GOOD FOR US”

-  LOUISE WILMUT

  







   FIRST WOMAN ADMIRAL

   US NAVY 

WAYS AT WORK!
Curtain Call  
There is, perhaps, no one among the ‘average’ or ‘normal’ human being, who does not want to work well. Most of us are uncomfortable with confrontation or even the idea of conflict in the work place.

Nobody likes to fail. Yet, most of us unwittingly exam people for failure and judge ignorance more than knowledge.  Even in our day to day dealings we  are busy pointing out what others do not know instead of maximizing their efforts through what they know.  Analysis of our functioning and work culture would highlight the need for the system to first train, then educate, prepare, orient, condition and constantly review human performance. We simply cannot afford “people failure” 

People always matter. Often, it is the person who is at the source of an issue. Yet we always ask “what is the problem”, instead of finding out who is the problem or the solution as the case may be.

Analysis of successful teams would highlight that the single most important contributory factor   for their success is was, and will be, “human connectivity”. Absence of   networking ,lack of lateral communication and non sharing of information are the bane of “indianness”.  Absence of synergy is directly responsible for loss of productive  office energy.

“Ways at Work”, discusses ideas to work well, with a sense of purpose, understanding, enjoyment, and, importantly,  self belief.   

First Principles
1.
There are some immutable first principles which need to be understood and absorbed.  

(a)
The Rules of Life:-

(i)
Accept you are not perfect.

(ii)
Be good to yourself.

(iii)
Try to understand yourself.

(b)
Learn to:-


(i)
Belong

You have no other 

(ii)
Believe

better choice 

(iii)
Be

(c)
You can only change yourself

(d)
Mental & Physical fitness are keys to living

Second Principles
2.
The System is larger than any of us   -    Team Work is the Key.  The 

System does not depend on the brilliance of some and the failure of a few.  

3.
The System is all about  doing, 
   - 
We are all cogs that have

  





to work for this.

4.
All of us are dispensable 

   -
Any Company/firm can manage 


and disposable -



without any one of us.

5.
Work is not about profit   
 
 -     
It offers us a way of life, which 

or loss alone




gives us security of job and 

environment, even as it gives us a  cause that harnesses our lives together.  

6.
Administration is always 
   
-
Yet, it is never intrusive.  It respects 

involved




each one’s privacy while 







encouraging a  way of 

community living.

7.
The System is an extended family   -
Its progress across the spectrum 

of administration, vocational activities, education, self development, social affairs, commitment  and welfare, is the sum of what each member puts into these fields – individually and collectively.  

Third Principles
8.
Every individual of the System 
   -
To do well, you need to qualify in 

must want to do well.


everything the Company says you 







must.  

9.
To do well you must develop being  -
Your reliability and competence 

dependable and reliable.


provides the foundation of 

organizational achievement – a foundation that, necessarily, must be resolute and strong.

10.
You need to think your job as
     -
You are a doer, supervisor,


a `Calling’




manager, leader, counsellor, friend, 

guide and caretaker, individually or as part of a team. This “calling” requires Passion with Discipline, Knowledge with Reason, Tenacity with Purpose, Firmness with Fairness, Conviction with Grace, Candour with Tact.   

11.
The firm  is built   -   


“Integrity” is not some  esoteric


on blended integrity 


 value that is nice to have or 

wonderful to speak about. 

It simply connotes a way of behaviour and conduct that is  correct, fair, caring of the individual and the system with the interest of the organisation kept paramount. This requires  blending of the mind, intellect, emotion and reason, with the job at hand.  The organisation must and should matter each and every time.  

12.
‘Self Esteem’ in the work place      -
It evolves out of your direct

is most precious and important

knowledge on the job, competence 







of your application, sense of your 

conviction, degree of your commitment, positivity of your co-operation, value of trust, understanding of the environment, modesty, self control, sense of timing, sense of humour, readiness for responsibility, willingness to accept mistakes - both yours and others - and most importantly, developing a sense of detachment without being indifferent.  

13.
Participation is the key 

 - 
Learn to participate and make   

in the Organisation


others participative. The greater the 

participation, the stronger will be the bonding and sense of ownership – of the Organisation and its goals.

Fourth Principles
14.
`Self Development” through constant ‘Self Improvement’ is the key.  Remember, you are:-

(a)
Important to Yourself

(b)
Valuable to the Organisation

(c)
Needed by the Family

15.
‘Proteins of your personality“.  Your personality matters.  Its healthy projection is important.  You and I have to work at it.  There are some important proteins that we need to be always conscious of:-
(a)
Code of Conduct
    –     Remember, you watch yourself while

also being watched.  Hence, how you conduct yourself is important for yourself, others and most importantly for the organization.  

(b)
Fairness of Functioning – 
You would like to be dealt with fairly - 

so deal with others fairly in your functioning.

(c)
Efficiency of Effectiveness - Your efficiency only matters whenever 

you are effective. A result oriented approach should be your focus.

(d)
Value of Your Voice       – Your voice is one of the most important 

gifts you have.  Never take it for granted.  Learn to use it well.  Articulation, enunciation, modulation, pronunciation and pleasantness of delivery are important ingredients of your speech.  Your tone and accent should become acceptable to and influence others. It is important that you constantly work at improving the value of your voice.  This does not mean that you must become artificially affected in your style of speaking.  

(e)
Learning to Listen 
     – 
Learning to listen is a quality that all of us 

must constantly strive to improve upon.  Listening well with sincerity of intent is half the battle won.  

(f)
Rationale of Reach
    – 
Human beings require logic and reason to 

make them perform.  A leader and manager who uses practical rationale for reaching out to his team will always be successful.  

Rules of Work
16.
Create a positive working
    -
You must make people want to come to 


environment that will support
work with you. To begin with, you must


innovation and attainment

believe in the value of this concept. The 

next step is to plan how to go about achieving this. The constant in this attempt is, of course, pragmatic and sensible human management, through fairness in functioning, meaningful and motivated working environment - all in a sense of participation. Constant introspection, clear communication of your ideas, upwards, downwards and laterally are imperatives in the work place. Making people understand as to  why and what   needs to be done will always go a long way instead of  terse and unexplained orders. Task  orientation is an effective tool in management of human resources and hence needs to become part of our work culture.   

17.
Learn to coordinate more    -
You would like to be empowered and in 


and control least


charge.  So would others – so why not 

allow them to.  This way you would get quality time to think than to act.

18.
Facts and not feelings are  -
Facts  enable optimal decisions to be taken.  

more important


You have a right to advise, but also expect 

your advice not to be accepted.  In the bureaucracy while everybody is entitled to an opinion, nobody should be wrong in facts.  Once a decision is taken by the superior, after weighing all factors, that must be implemented / followed in letter and spirit.  

19.
Vocation in the System calls      -
Doing things Right by doing the Right  

for planning, preparation, 

Things –  Take Time to Plan – If you fail 

re-preparation, review

to plan, then you are planning to fail – A 

few minutes of forward planning as a team will save hours of work while encouraging participative spirits.

20.
A sense of competition 
-
Competition is the engine of your motivation with ethics  



Learn to compete hard – but well.  One up- 

manship, at best will give you short term success. Even this will make you uncomfortable.  Remember, you being “one up”, clearly shows that actually you think poorly of the system, for its corollary is to pull the next man “one down”.  

21.
Mistakes and failures 
- 
You must strive for `Zero Error’ without its 

will occur 



syndrome.  Every mistake in the 

Organisation comes with costs in terms of 

Money, material & energies.  All of us have to be always conscious of this.  While errors of judgment can be condoned, errors of negligence must be punished.

22.
Prevention of Mistakes    -
Analysis of mistakes would reveal that more 


is better than correction

often than not, it is the organizational lapse 

that was the cause rather than individual failure.  Good participative planning, coupled with synergy, lateral thinking and anticipation will help in prevention of mistakes.   Additionally, a mistake would never be repeated if the organization applies necessary correctives

23.
Clear your Day each Day – 
There are every day `must do’ tasks both

as a person and as a team.  Set up a regular, disciplined routine to complete these.  Good examples are, timely file clearances, punctuality in meetings and prompt responsiveness.

24.
Prioritise your Work 
– 
You need to prioritise by separating what is 

important and what is urgent.  Remember, what is important may not be urgent and what is urgent may not be important! This subtle difference, if understood, will enable you to sensibly use your resources.  

25.
Develop Lateral Thinking -
Working hard is important, but working hard 

and smart is the key to achieving your objectives.  This calls for lateral thinking.  What does this mean?  It means that you anticipate the consequences of your action and think about the value additions of parallel and simultaneous actions that would be catalysts for achieving your main objectives.  Commonsensical use of men and material with the underlying  philosophy of “Greater bang for the Buck’ is part of this thinking.  

26.
Cater for Crisis Management – There are some situations that cannot be 

planned for – sudden bad weather,  unexpected VIP visits, unforeseen failures, unfortunate accidents and inordinate work holdups.  Every planner must have some reserve of force / resources / energy to cater for crisis management.  

27.
Accept the Consequences – 
You must learn to accept the consequences 

of your Action


of your action – the Good, the Bad and the 

Ugly.  Owning up to the mistakes is the first step in seeking forgiveness and also the first step in correcting that mistake.  In any case, nothing can ever be hidden.
28. 
Mastering technology and 

Men have to be understood while machines

           understanding people instead of 
have to be conquered. The latter is key to

mastering people and 

our work efficiency. This can be achieved

understanding technology.

only by making the man understand his 

role. This requires understanding his mind, appealing to his logic , motivating his spirit and inspiring his sense of belonging.

29.
Mastering – (even using) 
Anger comes to us, some times suddenly, 

Anger 



some times naturally.  Pressing the pause 

button in your mind for that second of anger occurrence will perhaps enable you to be in control.  At times, you may have reason to get angry – do get angry, but without feeling angry! Practice and think about using anger, rather  being wasted out by anger. 

30.
“Economy, “Efficiency”

The System is continuously evolving.  
and  “Effectiveness”.

Technology, society, and human values are

are the keys to your 

all undergoing change at a dynamic rate. 

SUCESS 



The System is but a part of this larger 

organism. Hence, it must also adapt to change. This behoves each one of us to concentrate on being effective through efficiency,  using cost effective economy of effort . Only then will we conserve individual and unit energy for the most vital requirements of our vocation. This calls for constant review of Traditions, Practice and Customs and optimizing our “OB” to achieve our objectives. 

31.
Concentrate on weaknesses - 
In fact, paying attention to the former is 


and strengths equally

critical for “a chain is as strong as the 

weakest link’.  Also, once you understand your strengths and weakness, then you can develop the environment and related strategy so as to neutralize the weakness, or even convert it into a relational strength, even whilst you maximize your strengths and their effect.  How? how a young, inexperienced crew can be fired up with `josh’ to overcome resource limitations; and how manpower shortages can be obviated by decentralization and devolution.  For this, you must be ready to think laterally.

32.
Building up Unit Energy -

Each one of us must think about “Unit 

Energy” and its optimum use.  It means connecting efficiency and effectiveness – efficiency relates to equipment / system reliability and performance and effectiveness relates to knowledge, skill & performance dependability. Unit Energy connotes  overall office efficiency and productivity in meeting all assigned tasks.  Building up of unit energy requires conscious effort and application.  There are several basic steps that need to be understood and absorbed:-

(a)
Clear professional comprehension, converted to system procedures, operation and exploitation.  Rules of Business are there as functioning frames – Clinical & Mechanical application as opposed to common sensecal interpretation and even non application needs to be often weighed. 

(b)
Understanding the `Task’ and its purpose and the `Intent’ of the Senior Administrators.

(c)
Making every person of the team aware of his role and contribution. The way an organization employs its people should seek to unify their minds and strengths, so that the bold cannot forge ahead and the weak cannot retreat behind, both in isolation (Ancient Chinese Masters).

(d)
Conserving energy by remaining focused on that particular activity.  Often, there is dissipation of energy due to diversion of attention on un-related activities (for example, VIP Visits & festivities). 

(e)
Becoming aware that we tend to react only when certain events occur.  We need to develop the art of also reacting when events do not take place!  This is the only way by which we can adequately prepare ourselves for all the `what ifs’ or contingencies whereupon we would break out of the `Reaction’ culture and be firmly active. This calls for awareness, and alacrity of response and constant practice.  

(f)
Constant dissemination of information, orientation, feed back of and from the team should never ever cease.  This must be translated into actionable plans for promoting unit efficiency.

(g)
Constant and conscious look out for emergencies and breakdowns is a critical activity. 

33.
Corruption



‘Temptation’ is part of our life – yielding to it 

gives rise to corruption.  Simplicity in rules, optimal supervision and focused accountability will help in reducing the extent of corruption even if you can’t eliminate it.  

34.
In the observance of the foregoing rules, an officer must develop five traits:-

(a)
Be Flexible without being pliant

(b)
Be Firm without being stiff

(c)
Be Humane without being vulnerable

(d)
Be Trusting without being deceived

(e)
Develop courage that cannot be overwhelmed







- Ancient Chinese Masters
POTS AT WORK – PRINCIPLES, OBJECTIVES, TENETS, STYLES AT WORK
35.
This is a summary of the previous pages, rationalized and reconciled with the suggested work ethic and modus operandi.   

36.
“Principles” allude to the guiding philosophy.  Tenets tabulate rules of functioning to achieve objectives.  Objectives are the frame in which milestones can be fitted in.  Styles seek to establish practical functioning process.  

37.
“Leadership and Management” are different, but equally important facts of a common tool.   Leadership is about visions and goals.  Management is about processes and systems.  Leadership is about motivating people.  Management is about dealing with people.  Leadership and Management need to go hand in hand.  We have to work, so why not understand work to enjoy it and also gain from it.  This is not a simple, naïve, be or do good list.  It does take in to account, conflict, and clash of personalities, ambitions and desires.  It seeks to highlight the ultimate choices and optimal choices we all have, along with the realization that we could fail or be left behind.

	PRINCIPLES
	OBJECTIVES
	TENETS
	STYLES

	· Organisation is larger than the Individual

· Organisation is more important than the Individual

· Organisation is about “Winning Always”

· Organisation is principally structured to be Impersonal

· Organisation has to take care of its interests.  

· Organisation never dies. Individuals do, or disappear


	· Task completion is ever paramount.  (At times, Task may not be clear) 

· Team Training.  Every member of the team has to be trained to his / her required level of competence.  This requires training attention across the echelon. 

· Team orientation for Task completion is vital.  

· Team Motivation for Task achievement is imperative.

· Team Preparation   for the worst is an axiomatic job requirement.

· Crew conditioning on a continuous basis towards the purpose of the Task is a MUST.

· Conserving crew energy and having a planned reserve of strength is a necessary.


	· Talking “with the Team” should be the operative principle.  Some times we may have to “talk to” people. Never talk  “at” people.

· People matter.  People are behind problems & situations.  So study your team to employ them according to their assessed capabilities and professional competence.  

· Most differences between people are trivial without any bearing on the Task.  The Need to understand this is of paramount importance. 

· People perform better if they are told “what is to be done” than being told “what to do”

· Never condone carelessness or negligence. 

· Team work, transparency, trust, tutelage are ever important.  
	· Discourage self importance.

· Gather the Team through a sense of participation.  

· Communicate clearly and listen with an open mind.  

· Do not take yourself seriously, but take your job seriously.  

· Forgive but do not forget.

· Learn to laugh – a sense of humour reduces tension.

· Learn to introspect, innovate.   

· Prepare for failure and learn to handle it with maturity. Your despair is highly contagious and demoralising. No matter what happens, we must learn to pick up the pieces and carry on regardless.    

· Every person must be made to feel `wanted’ as part of the Team.  

· Your sense of fairness and even handed approach must be felt and understood.    


SUMMATION

38.
It behoves each one of us to understand our role in the organization. To succeed we must participate.  To participate, we must perform.  To perform, we must know.  To know, we must study and prepare.  To prepare, we must be committed.  To be committed, we must believe, belong and be.  

39.
Only then, each one of us can be part of the System in letter and spirit as long as we remain at work and want to succeed - We have no other choice.  

POWER DISTANCE

“THE DEGREE TO WHICH EMPLOYEES ACCEPT THAT

THEIR BOSSES HAVE MORE POWER THAN THEY DO”

-   GEERT HOFSTEDE

    DUTCH WRITER

    JOURNAL OF INTERNATIONAL 

    BUSINESS STUDIES

‘UNCERTAINTY AVOIDANCE’
IS THE EXTENT TO WHICH PEOPLE FEEL THREATENED BY AMBIGUOUS SITUATIONS AND DEGREE TO WHICH THEY TRY TO AVOID THESE SITUATIONS BY DOING THINGS AS :

- PROVIDING GREATER CAREER STABILITY 

- ESTABLISHING MORE FORMAL RULES

- REJECTING DEVIANT IDEAS/BEHAVIOUR

-  ACCEPTING POSSIBILITY OF ABSOLUTE TRUTHS 

   AND ATTAINMENT OF EXPERTISE 
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BUREAU PATHOLOGY





  BUREAUCRACY DOES NOT ADEQUATELY ALLOW FOR PERSONNEL


   GROWTH AND THE DEVELOPMENT OF MATURE PERSONALITIES.





  IT PROMOTES, CONFORMITY AND `GROUP – THINK’ AND HAS NO JUDICIAL 


   PROCESS.





  IT DOES NOT TAKE INTO ACCOUNT THE ‘INFORMAL ORGANISATION’ AND THE


   EMERGENT AND UNANTICIPATED PROBLEMS.





  ITS SYSTEMS OF CONTROL AND AUTHORITY ARE HOPELESSLY OUTDATED.





  IT DOES NOT POSSESS ADEQUATE MEANS FOR RESOLVING DIFFERENCES


   AND CONFLICTS BETWEEN RANKS AS WELL AS BETWEEN FUNCTIONAL   


   GROUPS.





  COMMUNICATION AND INNOVATIVE IDEAS ARE THWARTED OR DISTORTED 


   DUE TO HIERARCHICAL DIVISIONS.





  THE FULL HUMAN RESOURCES OF BUREAUCRACY ARE NOT BEING UTILISED 


    DUE TO MISTRUST, FEAR OF REPRISALS ETC.





   IT CANNOT ASSIMILATE THE INFLUX OF NEW TECHNOLOGY OR SPECIALISTS


    ENTERING THE ORGANISATION.





   IT MODIFIES PERSONALITY STRUCTURE SO THAT PEOPLE BECOME AND 


    REFLECT THE DULL, GRAY, CONDITIONED `ORGANISATION MAN’.








OUR BUREAUCRACY FACES TODAY….





 RAPID RATE OF CHANGE


 NUMBER OF CONTINGENCIES - ENORMOUS


 NEW TECHNIQUES – UN PROVEN


 CHANGE BRINGS IN UNCERTAINTY – NOT  ACCEPTABLE IN BUREAUCRACY 





THOUGHTS FOR YOU





CHARACTERISTICS OF BUREAUCRACY





SPECIALISATION AND DIVISION OF WORK.   THIS MEANS THE AUTHORITY AND POWER, WHICH ARE DEFINED UNDER DEFINITE CONDITIONS.  IN ADDITION THE  BUREAUCRAT MUST KNOW THE PRECISE LIMITS OF HIS SPHERE OF `COMPETENCE’ SO AS NOT TO INFRINGE UP ON THAT OF OTHERS.





POSITIONS ARRANGED IN A HIERARCHY.  EACH LOWER OFFICE IS UNDER THE CONTROL AND SUPERVISION OF A HIGHER ONE.  THIS BUREAUCRATIC CHARACTERISTIC FORCES CONTROL OVER EVERY MEMBER IN THE STRUCTURE.





A SYSTEM OF ABSTRACT RULES.  A RATIONAL APPROACH TO ORGANISATION REQUIRES A SET OF FORMAL RULES TO ENSURE UNIFORMITY AND COORDINATION OF EFFORT.  THESE MAY RANGE FORM `NO SMOKING IN CERTAIN AREAS’ TO THE NEED FOR `CABINET LEVEL APPROVAL FOR CRORES OF RUPEES WORTH CAPITAL EXPENDITURE’. A WELL UNDERSTOOD SYSTEM OF REGULATION ALSO PROVIDES THE CONTINUITY AND STABILITY.  RULES PERSIST, WHERE PERSONNEL MAY FREQUENTLY CHARGE. 





IMPERSONAL RELATIONSHIP.   IN ORDER FOR BUREAUCRATS TO MAKE COMPLETELY RATIONAL DECISIONS, THEY MUST AVOID EMOTIONAL ATTACHMENT TO SUBORDINATES AND CLIENTS.























OFFICE STRUCTURE





  IF THE ENVIRONMENT IS UNCERTAIN AND HETEROGENEOUS, THEN THE ORGANISATION SHOULD BE RELATIVELY UNSTRUCTURED AND 


   HAVE WIDELY SHARED INFLUENCE AMONG THE MANAGEMENT STAFF.





  IF THE ENVIRONMENT IS STABLE AND HOMOGENEOUS, THEN A RIGID ORGANISATION STRUCTURE IS APPROPRIATE.





  IF THE EXTERNAL ENVIRONMENT IS VERY DIVERSE AND THE INTERNAL ENVIRONMENT IS HIGHLY DIFFERENTIATE, THEN THERE MUST 


   BE VERY ELABORATE INTEGRATING MECHANISM IN THE ORGANISATION STRUCTURE.





“IS YOUR OFFICE”


GEARED FOR ABOVE !





Source:  Adapted from Paul L Lawarence and Joy W Lorsch, `Organisation and Environment’, Division of Research 
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