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Preface

Peter Ferdinand Drucker is considered the “Founder of Management”. The foremost Management Guru whose management philosophies, teachings and books are the driving force for business leaders of yesteryears, today and possibly tomorrow. Business Schools continue to teach Drucker to students around the world. Drucker’s thoughts are relevant even today in a Digital First World. This book uses “The Practice of Management” by Peter Drucker as a basis to highlight his concepts and views on Management.

Most Modern Management theories have all come from Military Strategies especially after the two world wars. There hasn’t and will never be another war akin to the Mahabharat in our life time. If World War between a handful of countries could provide Management Philosophies for the modern world. Imagine what could the War of Wars provide to Mankind.

This book is an attempt to merge Drucker’s theories with the learnings from the Mahabharat as well as anecdotes from the life of the Master Strategist Lord Krishna. Our ancestors didn’t quite use the word Management but have left behind scriptures of immense value that not only teach us the way of life but the way of doing business too. 

Mahabharat is a massive literature and one can find answers to pretty much every problem that the world may have today and possibly help protect us against future troubles too. We just need to have the right eye to read and understand the stated and implied meanings in this great work of Veda Vyasa 

The book is in conversational mode between a millennial girl pursuing her business administration degree and her father. 

This book would be useful for youngsters pursuing Management Degrees in understanding management concepts in an informal way, for Business Leaders, it may help them find answers to their problems through the lens of the Mahabharat which has discussed Economics, Business and Management Concepts long before Drucker was even born. Readers who know the Mahabharat will be able to see the Ithihas through a different prism. For a casual reader, it would provide an overview of economy, commerce, trade in general and how it was perceived in Mahabharat Times and how it is relevant even today. 
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BAATH CHEETH - TETE  A TETE
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It was a bright sunny day in the western part of Bangalore City. Aditi was getting up from bed pretty late in the morning. It was a very common practice, especially if it was an off day at college, it was typical of Gen Z. Aditi was a charming 18-year-old studying BBA in St. Christophers College. Aditi was a bright student and had scored very well in her secondary and senior secondary. She was very interested in pursuing Management education as she saw herself as a future entrepreneur. A social entrepreneur, who could solve real life problems for the common man and build a business legacy that would be talked about even after her time. She had been encouraged by her dad from a young age to be fiercely independent and at the same time stay rooted to the cultural ethos of the country. 

As she went down from her room to have breakfast, she saw her dad sipping on his morning coffee and reading the newspaper. A daily routine of Mr. Arjun.

“Hi Pa”, she said and started to gobble down the piping hot savoury rice cake, we Indians called “Idli”. As she was eating, she turned to Mr. Arjun and said “What’s the big story in the business world dad. Looks like the IT industry is re-inventing itself, what’s up with your company.” Mr. Arjun kept his cup down and spoke. “Evolution is a constant process. Be it Nature, Man or Business. As the world around us changes, Businesses have to adapt to the change and adopt new measures for continued sustenance. Businesses are a living entity and they too need to develop survival instincts, he concluded.”

Aditi nodded her head and said “Interesting” dad. “We are learning the principles of management today. When I look at the Management Theories, they seem to have been created in the early and late 20th century, do these principles apply to Modern Management and New Age business. I remember you telling me about Peter Drucker, the founder of Modern Management. Are Peter Drucker’s philosophies relevant any more. I have always wondered whether Management as a concept originated only from the western world or if South East Asia, The Orient or for that matter India have had their Business Management theories too. Our civilization is very old, trade and commerce has existed for 1000’s of years in this country. There must have been some form of Management that would have existed, maybe we never used the anglicized words for them.” 

Arjun liked the tone of the conversation and said, “The seeds of Modern Management were sown through the wars that happened between warring kingdoms across the world over centuries and this culminated in the world wars. The Industrialization of the west that grew rapidly with imported cheap raw materials from colonies across the world meant, it was a sellers’ market but as the world came out of the War, all money was spent on the wars and a competitive landscape had built up which meant they had to compete with one another to stay relevant. This needed strategies to outwit competition, improve productivity, optimize cost and improve profitability. These market forces remain even today. The type of competition, type of delivery models has changed but the essence of business still remains the same. Build a brand, attain market share and sustain a profitable business. In the Digital First world the consumers choices are immense and the sellers not only have to think monthly or quarterly but on a daily basis so they are able to side step competition and gain competitive advantage through their strategies.” 

“You referred to India. India is a modern name for our country which we know as Bharat. Civilizations have existed here for more than 5000 years ago, they built big cities that sustained flora, fauna and human life for several hundred years, some of them were lost to natural forces and some of them due to internal wars and of course external invasion as well. Trade and Commerce flourished in this country. Remember the British who ruled this country for 200 years came as traders initially and later using stealth and force acquired the country. The Islamic rule which lasted nearly 800 years was because of the wealth of this land. A wealthy land or a developed nation as the western world calls itself today is only possible if the economy flourished which means we were running successful businesses too.”

“I mentioned to you about War being the stimulus for Modern Management theories. Our “Ithihas” points us to the War of Wars that happened 1000’s of years ago where nuclear missile technology were used against opponents, stealth, trickery, and hostile take overs were being done. As I mentioned, Peter’s thoughts are very relevant in today’s world. Similarly, the War of Wars has taught mankind things that are relevant even today. It has taught us about Inter personal Relationships, Team work, Collaboration, Guerrilla Marketing and much more. It would be nice if we could jointly build a collaborative work of Peters theories and learnings from the Mahabharat together when you find some free time.”

Adithi was beaming. “Great idea dad. Let’s do it, over weekends. I will allocate “Dad Time’ for this. Let me call it “Peter Meets Pandavas”. 
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(i)PRAARAMBH -The Beginning
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“Hi Pa”, said Aditi. “Let me start from the beginning. Peter says that Management and the Manager are the most dynamic and life-giving element in every business. Without its leadership the “resources of production” remain resources and never become production. Can you explain this phenomenon from the ancient perspective?” “Sure”, said Arjun, Peter is talking about getting the wheel into motion. Invention of the wheel was great, but its real value comes out when it is put in to use for running machines, automobiles etc. Let us go back in time to the days of the Little Pandavas. Bow & Arrows, Swords, Mace were all great weapons but if we didn’t have people who knew how to use them then what good would it do for a Kshatriya whose main role in society was to defend the kingdom. 

Here is where a Dronacharya plays mentor for the Pandavas and identifies the right weapon for each of them based on their skill set and trains them on the selected weapon to become Masters who would be put to test in the future battles. It all comes in handy when the Kurukshetra war happens. Let’s also look at Little Krishna. He grew up in Gokul which is a village of cowherds. They reared Goats and Cows, there was abundant vegetation around so the Cows grazed well and were fit and healthy. On begetting a calf, they lactated and milk was in abundance. After the calf had its feed, the milk was fermented and made into curd, butter and Ghee. Value Addition to Natural Resources has been happening for several thousand years.

Aditi continued, “Peter goes on to express that Management is embedded as a part of the Modern Business Enterprise that must entrust its productive resources -both human and material.”

“It is so relevant even today too said Arjun. If you look at one of the biggest success stories of our country it is the service sector more so the IT Industry. This is a classic example of using the Human and Material (software) to build applications, infrastructure and sell it to foreign countries. The Business Model allows these IT enterprises to pay significant amount of their costs which is the people cost in Rupees and Earn in Dollars and get the export subsidy from the Govt as well. 

Let’s go back in time to the days of the Kuru Dynasty, they ruled from Hastinapur. The Pandavas and Kauravas were born and brought up there. 

We always equate our Itihasas to folklore and stories. Archaeological studies have identified that the civilization in Hastinapur goes back beyond 3500 BCE based on carbon dating, they have found that the major industry was Pastoral in Nature but they have also found Pottery, Swords and Chariots which tells us that the Iron Industry flourished during those times. There would have been wealthy Mill Owners running that business and supplying the swords and chariots to the Kings. 

Given the quality of workmanship seen by the ASI( Archaeological Society of India),they possibly were traded to nearby kingdoms too. Industrial Revolution didn’t necessarily start from the west. 
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Hastinapur was one of the most powerful kingdoms of its time so the management of human resources and material Resources must have been the most optimum in the Kingdom of Hastinapur.

Aditi nodded her head in admiration and continued, “Peter believes that Management also expresses basic beliefs of the Modern Western Society that of controlling man’s livelihood through systematic organization of economic resources.” 

“Arjun replied with a wry smile. I don’t blame Peter. Western Society always believed that everything Modern should be associated with it. Gravity did exist before Newton discovered it, by observing the Apple falling to the ground. Peter is stating that improving the standard of living of mankind is possible only through economic development which is very true. Economic development however doesn’t mean equality. We have unemployed, homeless, poor people in America too considered the most developed country in the world. Economic Growth however also doesn’t indicate happiness index as well. 

Our Scriptures teach us four “Purusharthas” in other words purpose of life. They are Dharma, Artha, Kama and Moksha. Dharma Represents Moral Values, Artha refers to Wealth Creation or Economic Activity, Kama is satisfying Emotional and Bodily needs and Moksha represents Spiritual Transition to a Higher Plane. For our discussion we will focus on Artha. 

During the Mahabharat times there is a conversation on economy that happens between Saint Narada and Yudishtir the eldest of the Pandava Brothers and the Crown Prince of Hastinapur. Below are the points he raises with Yudhishtir.

	There are 4 types of “Vaarta” (Commercial Activities) being carried out in your kingdom – Agriculture, Trade & Commerce, Animal husbandry (Dairy, Eggs and Meat), Lending at Interest (Banking)

	Hope Fair Trade Practices are followed for both local merchants and those coming from far off land (Free Trade Agreements with Neighbouring and Far off Lands)

	Hope Good Governance is being followed by the Lending Community (bankers) and Tax Men (Goods and Services Tax, Income Tax in today’s world)







	Hope there is Equal Opportunity and Pay for all Skilled People in your land (Corporate Governance, Diversity, Non-Discrimination as stated in today’s corporate world) 





Bhishma the grand old man of the Kuru Race and the one we know as “Pitha Maha” or God Father for the clan talks about the importance of “Vaishyas” (Business Community) in the upliftment of the country. He stresses on the fact that Yudishtir as a future king needs to have regularly dialogue with them to ensure they are able to run their business without any hurdles (Govt and Public Policy facilitating Trade and Commerce as we know it today).

Let me complete this part by quoting from the original Arjuna 

“Samaptavachane TasminnarthashAstravishAradaH 
Partho Vakyarthatattvaj~no Jagau VakyamatandritaH”
Arjuna was not only a great warrior but an economist too. He tells Yudishtir “This world, O king, is the field of action. Action, therefore, is applauded here. Agriculture, trade, the keeping of cattle, and diverse kinds of arts constitute what is called Profit. Profit, again, is the end of all such acts. Without Profit or Wealth, both Dharma (Virtue) and Kama (the objects of Desire) cannot be won.

Arjuna goes on to say ‘Without wealth, a man cannot find the very means of sustaining his life. He that has wealth has friends. He that has wealth has kinsmen. He that has wealth is regarded as a true man in the world. Wealth begets Wealth and sustains Man, the community, King and Kingdom

Adithi was now starting to see the Ithihas in very different light than she had ever seen before. Returning to the present day she said, “Peter talks about Macroeconomics on how the world economy goes into turmoil during peacetime and wars. The demand on Management is to seamless shift back and forth between the two states of Normality and Uncertainty. 

“Very true said Arjun, a classic example of this is the Inflationary State of the world today in the year 2022, aggravated by the Russia – Ukraine war. All economies are in turmoil and some of them in disarray like Sri Lanka. They are in deep crisis due to over dependence on the Chinese and Investments Going Bad, coupled with extremely wrong Govt Policies. What Peter says reminds me of the word “Dynamic Load Balancing”, a term which we use in the IT world, where based on network traffic, the infrastructure moves the load from one device to the other. 

Let’s go back to Hastinapur and the Mahabharat. In the game of Dice Yudishtir Lost all his assets including his beloved wife. Companies rise and fall due to their decision making that’s a normal phenomenon in Economies. However, for Yudhistir it didn’t stop with bankruptcy, it went further. Pandavas were to take “Vanavaas” that is to live in the forest for 12 years and post that they had to take up “Agyaath Vaas” or to live in disguise for 1 year. If they were found out, they would have to repeat the punishment. 

This is akin to Peter talking about war and peace time (nothing but cold war), it’s always between the bad and worse not bad and better. Pandavas had to build different strategies to survive the 12 years without being killed. You may remember the story of how they were sent to the wax house which was  burned down but they managed to escape. It reminds me of a Hostile Take Over in the Business World where a smaller company is likely to be eaten by a Larger One but somehow escapes it because of a White Night coming to its rescue, like Vidura came to the help of the Pandavas. “Agyaath Vaas” or Living Incognito meant even more trying times for the Pandavas, similar to a recession economy. You have to change your colour, tone, messaging, delivery mechanism, identify alternate production models to survive. Arjuna became a Eunuch, Yudishtir became an administrator in a small kingdom, Bhima became a Chef, Nakula was running a Horse Stable, Sahadeva was taking care of a Cow Shed, Draupadi became a Maid. All the Pandavas showed the willingness to change, adopted roles which were far lower than their status. If we translate this into business parlance, In the times of uncertainty being flashy is not important, need of the hours is to focus on the basics - Cost optimization, More efficiency, Economic packaging, and Shrewd pricing without compromising on quality. 

“Appa, one last thing, before we call it a day today”, said Aditi. Peter talks about the difficulty to stay at the Top and says it would take twice the effort to stay at the Top as much as it does to reach there. He says when you are at the peak, the only one easy way to go is downwards. 

“Very True Aditi. Business always is a cycle you will have Peaks and Troughs, it’s a sinusoidal wave. It comprises of Growth and Recessionary periods. Probably the only two industries that escape this cycle are Food and Pharma. People will have to eat to survive and when they over eat and eat the wrong things, they fall sick and to survive death they need medicine. We just now saw how Pharma companies “made a killing” to save lives with Vaccination for Covid -19. Peter inherently refers to the point that Management Performance will be truly tested for remaining at the Top of the curve as a business. It was true in the time of the Great Depression, 2008 sub-prime crisis and during Covid-19. Sustaining the business which is on top of its game is difficult and even more so in trying times, that is where innovation plays a very big role. There are good examples of how companies on the Top went down and came back, the likes of say an IBM. Louis Gerstner’s book “Who says Elephants Can’t Dance” is tell-tale evidence of that and also “Only the Paranoid Survive” by Andy Grove of Intel. You should read them sometime. 

Let’s go back to the Mahabharat. In War or in Business to succeed and sustain, you need a Manager of Managers, Master of Masters. Pandavas had one, the supreme master – tactician, innovator, manager, orchestrator all rolled into one. In the Kurukshetra war, the war date had to be changed for the Pandavas to win the war, he ensured “Amavasya” or New Moon and the rituals happened a day before the actual day. He did that with tactically bringing, Sun and Moon together. In the business world, the surprise element always puts off the competitor, you need to do something innovative that the competitor would never have anticipated, it is what we call as “thinking on the feet”. 

The 1st step was done but still the Pandavas were not going anywhere in the initial days of the war. There was no way they could win the War till Bheeshma was there. He had to find a way to get Bheeshma out of the way and the solution came in the form of Shikandi who was a woman previously and had been born to kill Bheeshma. The Ploy worked and Arjuna shot down his great grandfather. This is akin to distracting the competition with one strategy, while they work to counter it, you come up with a completely new dimension that would ensure that the competition gives up. 

With Karna he had another mountain to surmount, he used collaboration and delegated administration with a master plan executed through Kunti and Indira and some of Karna’s earlier mistakes also came to haunt him. So, to ensure Pandavas remained on the top till the end, Krishna had to use all methods possible. A Top Leader in a Business or Govt needs to be able to look at a problem in multi-dimension rather than uni-dimension that’s the very reason they are the Leader. It is always lonely at the Top. Leader would need to look at Short-Term, Mid-Term, Long -Term Goals. Define overarching strategies, define execution plans and time lines, have the Kunti’s, Indra’s and Yudishtir’s at their disposal to execute the plans and ensure that their Business, Govt or Country is on Top of its game. Every country and company would love to have their “Krishna”. 

This was wonderful, lets catch up next week, I need a nice strong coffee now!!


	[image: ]
	 	[image: ]


[image: ]

(II) KARMA – JOBS OF MANAGEMENT
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“Hi Pa”, said Adithi. Lovely Sunday and it’s great to continue our chat as we walk around the park today. Peter talks about how Management, although being a crucial part of an enterprise, it’s never understood. He says there are two popular definitions. The Top Boss and the Immediate Superior. In my view both have a significant role to play in the Enterprise, one focuses on Macro Management and the other on Micro Management isn’t it. 

“Well said Adithi, I agree”, said Arjun. Let us go back to Kurukshetra War. It is said that the essence of Mahabharat is the Bhagwad Gita and the essence of the Bhagwad Gita is Vishnu Sahasranama. Vishnu Sahasranama is an outcome of the conversation between Yudishtir and Bhishma when he asks him 6 questions on God, Bhakti and Salvation. In the Vishnu Sahasranama there is a sloka which goes like this


उद्भवः क्षोभणो देवः श्रीगर्भः परमेश्वरः।
करणं कारणं कर्ता विकर्ता गहनो गुहः॥
Udbhavah ksho-bhano devah shree-garbhah parame-shvarah |

Karanam Kaaranam Kartha vikarta gahano guhah ||


While the Vishnu Sahasranama focuses on functions of Lord Vishnu and his many manifestations. The above sloka has an important connection to mankind and the supreme being. At a religious and philosophical level, it prophesises that Vishnu is the driving force of the universe and whatever action taken by mankind happens because of him. Let’s take a closer look at the second line in the verse 

Karanam – means a Tool 

Kaaranam – means Reason 

Kartha –  denotes the Doer. 

Vikartha – Leader of the Doer 

Gahanah- One who is being perceived 

Guahah – The Concealed

Let us transpose the above verse into a Business Context. The Kaaranam here is the Management. Any Business Entity does not initiate an action as it is not a thinking being but the Management is the one who decides the action. Hence the reason for business success or failure boils down to the management. The Management Decision has to be implemented across the enterprise and for that you need a tool, just like a computer executes a program written by you. Managements decisions are implemented by the Manager. Manager is a significant player in this game as he/she needs to Understand the Business Strategy translate it into meaningful actions that can be taken and then communicate the actions to be taken to the team. So, the Karanam is the Manager. Next there has to be someone who actually executes the action on the ground. The one who executes the action are the employees, hence the employees are the Kartha. 

Let’s take a very simple example. Management wants to reduce cost, The Manager provides the formula, The HR team executes the reduction in workforce. Let’s now complete the remaining words of the verse. Vikarta is the Leader or Lord of the doer. There is always the Super boss for the employee which would be the CEO or the chairman. Gahanaha – The Management is the one who is being perceived. If the actions produce a positive outcome for the employee and the business, they would be perceived as Gods, Messiahs... If the actions produce negative outcome for the Business and its employees, they would be equated to Satan. Guhaha- The Management is the hidden face behind the façade of the enterprise. Many a times we won’t even know the names of the people behind the success of a company but we would recognize a Brand say a Samsung, Sony or an Apple and we know its Top Draw. When we trust the brand inherently we trust the Management.

“This is mind blowing”, said Aditi. Peter says that Management is the “Organ of the enterprise” and at times is taken for granted. 

“Very True”, said Arjun. It is like taking our body organs for granted.  A Lot of our body functions are not controlled by us, Nature has designed it that way as we may not be able to handle the complexity. Management is very similar, repetitive tasks are handled by lesser individuals but the Complex task of running a business enterprise lies with the management. Their Actions and Behaviour impact not only themselves, their company, their employees but also the society and the country at Large. 

Aditi continued; Peter calls out the Primary Functions as the following. Economic Performance, Managing the Managers and Managing Worker and Work. The foremost of them being Economic Performance. 

“Completely agree with Peter”, said Arjun. If you look at a Country, Army or a Corporate. There is always a three-tier structure to it and a lot of the management concepts are intrinsically derived from ways of the King and the army. There is an old saying “Yaatha Raja Thatha Praja “. Like the King, so his people 
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As you can see the pattern is similar if we take the earlier civilizations like the Kuru Dynasty, there was Dhirthirashtra who was King, then we had Vidur who was the Minister and then there were the common people. If we transpose this to a present-day democracy, there would be the Prime Minister, Chief Minister and the Citizens. During the times of War, there would be a General who would be defining the strategy at the Head Quarters, A Local commander who would translate the strategy into a workable plan and then the Soldiers who would actually have to execute the Plan. In the Corporate World, the CEO defines the Macro directions of the Enterprise, his senior management and mid management teams turn the direction into strategy and action plans which are executed on the ground through their respective teams. 

Managing the Business

Aditi continued; “Peter goes onto explain each of these functions in a little more detail. He says Managements outcome is purely measured on economic value, while they have to look at the impact within and without the organization at a social level as well. The underlying focus should be to enable economic performance both in the short term, mid-term and long term for the enterprise”. 

“Very true”, said Arjun. Let’s go back to the ancient world. We will start with Krishna in Gokul. Measure of success was not how many people were used or the formation that was made but whether it helped Krishna reach the pot tied to the ceiling and take the butter. Butter is the highest Value-added product in Gokul so the emphasis is economic value add. 

Coming to the Hastinapur Princes. Drona asks each of the Kuru princes to take aim and shoot at a bird that was sitting on the branch of a tree, every one describes the bird and everything else around it, Drona asks all of them to step aside. Arjun was asked the same question he said I see only the head of the bird and Drona probes him further and asks what do u see in the head, he says the eye. Drona then asks do u see the whole of the eye, he says no I see only the pupil. On hearing this Drona tells Arjuna to fire the arrow and Arjuna does what we call as hitting the “Bulls Eye”. There are no points for participation, no points for talking about external environment, it is about the end result. Lastly in the Kurukshetra War Duryodhana had the bigger army, most skilled warriors on his side but still lost the battle. He failed as a Leader that’s how history will judge him. This is akin to the CEO of an Organization or a Football Manager being sacked if the Organization fails to deliver.

Managing the Manager

Aditi continued; “Next Peter talks about Managing the Manager. It’s a critical ability of the Management to get the best possible output of Human Resources and Material resources in such a way that the output or value should necessarily be greater than the sum of the parts. He also states since material resources are inanimate objects, the only resources that can go beyond the normal is the human resource and the art of getting the best out of it lies with the Management. He talks about two other concepts Organization – The Structure of the Enterprise and Objectives for the company, both of which actually mean the Management Structure and their Objectives”.

“This is a very critical part of the Management Function as the overall Outcome would be determine how well it is able to Manage Human Resources”, said Arjun. Let’s go back to Mahabharat. There are couple of instances that explain this fact. First is the battle of Bheema and Jarasand. Bheema had the Strength and the weapon to take on Jharasand on a 1 on 1 battle but what he lacked was tactical nous which was provided by Krishna to defeat him. Krishna breaks a twig into 2 halves and throws them in the opposite direction. A subtle input enhanced Bheema’s ability multi-fold and helped him kill Jharasand. Second is the killing of Duryodhana by Bheema. Krishna again provides the most critical information to Bheem that he used to defeat Duryodhana, in today’s world we talk about Data Analytics and AI. This was Data Analytics working real time. 

Managing Worker and Work

“Finally, Peter talks about the Management of Worker and Work,” said Aditi. He says work has to be performed and the resource that performs the work is a worker. He classifies everyone as a worker from an unskilled labourer to the Executive Vice-President of a company. He also point about the organization of work and consideration of the worker as a “human being” who has personality and needs to be provided with emotional needs beyond compensation.

Arjun said with a glee on his face. “There can be no greater example than the Battle of Kurukshetra to explain this.”

Here was the greatest archer in the world who would win every battle but could not overcome the battle in his mind and didn’t have the passion or drive to win the war. Krishna gave the Bhagwad Gita and transformed Arjuna from a sulking warrior with no confidence to a killing machine in the battle. 

Motivating Employees in difficult situations, giving them confidence and assuring them if there were any consequences of their action , the management would take responsibility allows the middle management to make out of the box decisions to win the competitive battled field in the economic battle ground.

“Peter also brings in another factor “Time” and he calls it an important dimension,” said Aditi. Peter says that across the functions time is an integral factor, as current decisions impact the future and future investment plans will be determined by current success. Timing is crucial in business. He refers to inflection points of business and industries varying with time. 

“Timing is everything in war, the real battle field or in the economic battle field,” said Arjun. 

Talking of timing I am reminded of how Lord Krishna presses the chariot with his foot just in the nick of time so the arrow from Karna misses Ajuna’s head and takes down his crown. Arjuna lives to fight another day. Its similar with business where we find so many businesses have turned around from near bankruptcy by an important intervention or action taken.

Integrated Nature of Management 

“In conclusion on the jobs of management, peter talks about the integrated nature of the three functions of management,” said Aditi. He says while Economic Results is the primary function, every action that Management takes affects the Manager and Work too. While each of them can be addressed individually. The mismanagement of one function affects the other and hence everything has to work in Unison to propel the business forward and to greater heights. 

Arjun nodded in agreement and said, this entire interplay is well illustrated with the multiple actions that Krishna takes during the battle of Kurukshetra. He starts with getting the date right for the war, has already set the plans in motion for limiting Karna’s ability, plots the fall of Bheeshma, plots the fall of Drona, motivates Arjuna, saves Arjuna from the Naagasthra, uses Sudarshana Chakra to block the Sun, tactically helps Bheema all at the same time.

All of these actions had to come together for Pandavas to win the war otherwise they would have won small battles but never the war which was essential to get their kingdom back which is their economic gain. This was multi-tasking at its mightiest by Murari!!
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(iii) CHUNAUTHI – MANAGEMENT CHALLENGES
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Aditi and Arjun were jogging on the walkers’ path along the seashore and they noticed a set of boys playing on the beach, not building castles but flying their drones. It kick started their conversation. 

“Peter talks about the concept of Automation and how that it is being perceived as something that would reduce the need for management but he is convinced it is actually far from the truth. I completely agree to that view of Peter,” said Aditi.

“Just look at those boys with the drones,” said Arjun. Technology has changed the toy but you still need  skill to operate and manage it. Automation is very similar. While automation reduces the dependency on human action, reducing human errors. After all “To err is human”. Automation improves efficiency, enhances repeatability and scalability there by bringing in economies of scale and reduced cost of production. Of course, there is a capital investment required for bringing in this automaton which gets amortized over a period of time. 

Automation 

Automation is not purely technical. It requires process, frameworks, tools, technologies, staging and eventually a Minimum Viable Product before being introduced in production to achieve scale. 

Let’s go back to our epic now. We will look at a sequence of events which shows the trajectory of automation. 

In the TrethaYuga, Krishna goes to Mathura to complete the purpose of his incarnation which was to kill Kamsa. It was a wrestling match, so no weapons used and Krishna kills Kamsa with his bare hands, very similar to manual labour before mechanization. Next up are the little pandavas and kauravas being taught the usage of various weapons by Dronacharya, so we are now moving from Hand-to-Hand combat to weaponization similar to industrialization and the use of tools. 

Next up is another act of Lord Krishna killing another sworn enemy Shishupala, his cousin who had been abusing him for long, Krishna had granted a boon to his aunt that he would pardon him 100 times. When that limit was breached, Krishna did a surgical strike with his Chakra that beheaded Shishupala and returned back to him. This is very similar to precision engineering in industry or  a missile from a stealth bomber going after its target. 

Lastly, we come to the Kurukshetra war where we have the usage of Asthras-Shastras which are equivalent of a nuclear bomb that have powerful and mystical capabilities. AI enabled weaponry which could transform its shape, size and speed. Automation at its peak. 

As you can see within the same era, there is change in the capability of the competition and change in the level of automation that brings the competitive differentiation and helps win the individual battles and eventually the War. The automation by itself did not achieve the objective, it had to be used with a right strategy at the appropriate time and place.
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Manual    Automation 1.0  Automation 2.0

(Fig 1.3)

In the business world, every competitor tries to bring this differentiation through automation. Industry 1.0 was about mechanisation, Industry 2.0 was about process automation, Industry 3.0 was about Robotics, Industry 4.0 is about IoT. Automation in some form comes to the fore as advances in science and technology take place. Even with all of the Automation today, you still need Management Strategy to understand one’s competitive advantage and utilize it in the right way to gain market share in the economy. Hence the notion that Automation will reduce the need for Management and just automation alone will help control the market is a completely misplaced. 

Automation and the Worker

Aditi continued, “Peter also tries to dispel the notion that Automation is going to severely displace the human force and there would be utter joblessness everywhere. Peter goes on to say how in a highly Industrialized country like United States there is a significant dearth of highly skilled and trained talent. He emphasizes the fact that the days of just brawn to get a job are gone and you need brawn and brains to get work.” 

“Very well put Aditi said Arjun . Peter is a visionary and what he stated in the late 50’s is applicable even now as the level of automation has gone up way higher than once perceived. Let’s extend our earlier example. We talked about the divine weapons used in the Kurukshetra war. These were highly sophisticated weapons and you couldn’t have any Ramesh, Mahesh or Suresh to handle these weapons. You needed highly skilled warriors with experience and tenacity to handle them. Some of these weapons also had a limited time frame by which they had to be used, so one couldn’t afford to waste it by doing trial and error. In the Kurukshetra War, these weapons were used by Arjuna, Karna, and Ashwatthama. World Class Warriors on the top of their game. 

Be it the Kurukshetra or Kubernetes, there will always be the need of skilled players. The booming IT industry in India is a classic example. When I started in this Industry in the late 90’s, the Y2k boom was driving people crazy in order to get into the IT Industry. There have been several inflection points like the advent of the internet, dot com Boom and the eventual bust to the current state of Cloud, Data Analytics and AI. The inflection points in the industry over the last 2 decades were spread over a period of time but after the mobile revolution, emergence of apps and cloud, the inflection points or what is generally known as the Kodak Moments or Kodak Effect (founder of the Film is extinct because of the Digital Camera) are happening very frequently. 

Unless people skill up and scale up they will become extinct too. In today’s word the Automobile and Aircrafts have more software than in a computer, so unless you are recognizing these changes and upgrading yourself you would be found wanting. If you look at the automobile industry today, the vehicles are becoming electric and eco-friendly, every major player had seen this coming and started investing on it, some earlier than the other to garner first mover advantage.

Automation also reduces the bridge between the established giants and start-ups, which is very evident by the market value of Cloud Native or “App Companies” like an Air BnB, Zomato, Flipkart. You would see newspapers flashing data on how many companies have become “Unicorns” (A company which has surpassed $1 Bn in valuation). In the earlier era of industrialization, the focus was on one “I” called investment, today the focus is on another “I” called Ideation. If you have a bright idea that can transform the market or transform a business model, there is no dearth in investment or investors. More Funding, More Valuation. Automation has not only changed supply side; it has also changed the delivery side. Today we have D2C (Direct to Customer) models, words that didn’t even exist say 5-6 years ago.

Demands on Management 

Aditi continued, Peter states Automation will not render management superfluous, on the contrary it will demand more from their capacity to manage business, manage managers and manage worker & work. As a management student I would really be interested in knowing your thoughts on this aspect,” said Aditi. After all it relates to my future too. 

“Don’t worry Aditi,” said Arjun. You have enough determination, tenacity and tact to succeed in whatever you do and you have entrepreneurial aspirations so you can put to use the management skills you are learning in your own company. 

What Peter is saying in essence is that more technological advances and evolution of automation creates more complex scenarios for business. It would mean addressing new type of competitors, new delivery models, new supply systems, new type of employees. The issues are multi-dimensional and would need the holistic ability of the management to come to the fore to be successful in this market. 

Let’s go back to the Kurukshetra, the war of wars. There were stalwarts on both sides and strategies were being developed. One of them was the “Chakravyuh”, a complex maze that was created to outwit the enemy soldiers. It was unique and it was impossible to break it unless one knows the intricacies. Without understanding the depth of the situation, abhimanyu the son of arjuna tried to take on the Chakravyuh set up by the kauravas, he had half knowledge that he had learned while in the womb of his mother. Arjuna was explaining the method of breaking through the Chakravyuh to Subhadra but before he could complete she fell asleep. Abhimanyu was young and showed bravado, though he successfully penetrated into it he couldn’t get out and eventually got killed. 

Understanding the nuances of automation, the buyer behaviour in a Digital First World, understanding the eco system of new type of partners, understanding the aspirations of Gen Z is important to be successful in a digital economy as it exists today. Half-baked knowledge and bravado will only take the organization upto a point. We have seen in many cases, successful brick & mortar companies tried to create digital versions of themselves but were not necessarily successful and ended up doing M&A to become a prominent player in the digital economy. In some cases, the companies with deep pockets acquire companies who have mastered the art of selling goods and services in the new age economy, instead of building it ground up in the various markets they operate. In India Walmart acquired Flipkart and was immediately able to create a digital footprint, acquire customers and market share contributing to the global revenue of Walmart. All the above data points show that Management needs to utilize their multitude of skills to process the data and take informed decisions be it a Build, Buy or Partner Strategy.

Management is a science and an art. As long as there are sellers and buyers that drive the economy, any level of automation can only facilitate production, sales, marketing, customer service and supply chain. It can never replace the human intellect and art of managing the business, managing the manager and managing the worker.  
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​PRATHAM BAGH- Managing A Business
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​​(iv) Vyapaar- What is Business
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“Let me summarize the Introduction to the Practice of Management,” said Aditi. It is all about Managing the Business, Managing the Manager and Managing the Worker and Work. 

“Perfect!,” said Arjun, we also saw the essence of the practice of management through the learnings from the Mahabharat. 

“Now I want to get to the detail’s dad ,” said Aditi. In part one of the book, peter starts off with defining what is a business. Even before getting into the details, he takes an example of Sears & Co which continued to transform from being a mail order catalogue to a modern retailer. 

Arjun intervened, “did you notice that the concepts and frameworks of Product Catalogue, Distribution, Customer Segmentation, Buying Pattern, Proximity, Quick Delivery, Returns, Customer Service which peter references between 1895 to 1950’s is very similar to the today’s word of e-commerce, m-commerce and q-commerce. It’s as if businesses have come full circle. Instead of a physical catalogue, it’s now an App Catalogue, rest is exactly the same.” 

“I am completely convinced now that fundamentals and concepts remain the same whether it is Dvapara yuga, pre-world war or digital economy. Now Let’s get down to business, pun intended Dad!” said Aditi. Based on the story of Sears, the first conclusion peter derives is that businesses are created and managed by people and not by the “Forces” by which he means the market forces or economy and the second conclusion he makes is that business cannot be defined as an entity for making profit. Profit is a means to the end and not the end in itself. 

“Well, I agree to peter wholeheartedly,” said Arjun. Let’s go back to the Mahabharat for understanding this concept. The War was taking place in Kurukshetra which is akin to the external economy but the war itself is fought between two teams similar to companies selling identical products or services. War was created by refusal of Duryodhana to even give five houses to the Pandavas when Krishna went as a messenger. The entire war was managed by Krishna on one side, Bheeshma, Drona and Shakuni on the other side just like organizations are managed by people. The fruits of the war would be the Kingdom of Hastinapur which is equivalent to the profit we refer to in the enterprise but Kurukshetra war was not merely for profit but for a greater need that of establishing Dharma. As we have seen before, profit is needed even to maintain Dharma.

BUSINESS is not just about PROFIT    

VICTORY is not just about KINGDOM

The Purpose of a Business

Aditi continued, “To understand what a business is, we need to understand its purpose says Peter. He goes on to say that its purpose must lie outside it in the society as a business enterprise is an organ of society. By his definition Creation of Customer is the sole purpose of Business.

He explains this with the concept of Need, Want, Demand and Fulfilment. Customer has a need like eating food when hungry, it remains an unseen want until someone makes food available. When food is available, it creates the demand, when the customer pays for the food directly or indirectly and eats food, the want is satisfied. Hence the entire business depends on the customer. The customers want decides the products and services. This decides the future success or failure of a business. The customers perceived “Value” determines the status of the enterprise,” concluded Aditi.

Nodding his head Arjun said, “Need and Want drives human activity from the day the species came into existence. In the Stone age it was food and shelter and then it moved into clothing, then as humans started developing their intellect, there were emotional needs, then it transformed to being recognized and finally becoming the best that one can be. This is beautifully explained by Maslow’s Theory of Hierarchy. Where you are in the strata of society would determine your need and wants. 
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Maslow’s Theory of Hierarchy  (Fig 1.4)

Let’s go back to the Mahabharata to explain the needs and wants based on what we see in the Maslow’s theory of hierarchy. The scene is at King Drupad’s court, he wants to get his daughter Draupadi married to the greatest warrior in Bharat at that time, so he creates the “Marital Games” called “Swayamvar” and invites all Great Kings and Princes to participate in the game. 

The game involved the princes hitting the eye of a revolving fish by looking at its reflection on a vessel below filled with oil. When the prized possession is a woman with celestial beauty, the competition is bound to be tough. So here we see that the seller has advertised about his product, created a demand and now seeking the highest bidder. pretty much what a Sotheby’s would do today with an Artists’ Master Piece. 

All warriors tried and failed, then Karna got up to participate when Draupadi said she does not want to get married to someone without a lineage. We can look at it in two ways. Seller can also decide who the target market is, a good example would be Rolls Royce , alternatively we could  look at Draupadi as the customer who perceives the “Value” of Karna as a brand that is lower in stature as compared to the others. 

Arjuna who is in disguise as a Brahmin asks if he could give a try since all warriors or “Kshatriyas” have failed. Drupad was smart enough as he knew those were the Pandavas in disguise so he gave the go ahead. 

Let’s look at it from a business perspective, while market segmentation is important, it’s also important to look at future markets, like how FMCG companies in India understood that a significant population depends on agriculture for its livelihood and hence they could not afford to miss out on the rural markets. To address this segment, they started creating their products in smaller SKU’s so it was affordable to the rural people thereby generating a low value high volume sale. They changed the product to suit the customer needs. 

Let’s get back to the Marital Games. Arjuna hits the bull’s eye and takes home the precious prize. Once he reaches home his mother asks him to divide the days “alms” amongst all his brothers. Brahmins lived by seeking alms from people. He ended up sharing Draupadi with all his brothers. 

Let’s look at it from a consumer’s perspective. Who wouldn’t desire to own a Ferrari but only the earning member in the family pays for it but everyone in the household enjoys the drive and have pride in owning the Ferrari.  

Two Entrepreneurial Functions :

Marketing & Innovation

Aditi continued, “Peter now talks about two Entrepreneurial functions that enable the purpose of business that is to create a customer, namely Marketing and Innovation. He opines that the marketing revolution in America coincided with its economic revolution. 

He gives an example of how GE tried to incorporate customer and market appeal at the design stage itself. Market Research, Market Analysis, Branding, Modern Pricing were developed and enhanced by the American economy. Companies need to innovate to stay relevant to the market and to the buyer.” 

“We have to give it to the Americans as far as marketing is concerned,” said Arjun. They have succeeded in building brands and marketing themselves to the world. There are many companies especially in the tech world
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