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GLOBAL BUSINESS PHILOSOPHIES AND EMOTIONAL INTELLIGENCE

 “A cynic is a man who knows the price of everything and the value of nothing.” —

                                                                                                                        Oscar Wilde
ABSTRACT

Philosophy is defined as a set of values and beliefs that guide the processes of management such as planning, organizing, staffing, coordinating, reporting and budgeting that are popularly known by the acronym POSDCORB.  Is modern business guided by any philosophy either in the East or West? Is philosophy different for different functional areas in management such as marketing, finance, HR, and Production management? Is there any technology dimension to the philosophy of business? The search is for the common factor of Emotional Intelligence based business philosophies of these business giants. An attempt is made to understand the corporate philosophies of technology giants such as  Wipro, Infosys. What is their technology vision for 2020? How does that fit into their daily policy and routine? kumarmangalam Birla, Chairman, Aditya Birla Group , Y.C.Deveshwar, Chairman, ITC on , Nandan Nilekani CEO Infosys , Azim Premji Chairman Wipro, K.Anji Reddy Chairman Dr.Reddy’s labs: are some of the CEO whose philosophies guided their business houses.

GLOBAL BUSINESS PHILOSOPHIES AND EMOTIONAL INTELLIGENCE

“A cynic is a man who knows the price of everything and the value of nothing.” —
                                                                                                                   Oscar Wilde
I INTRODUCTION

What is philosophy? In what way does any philosophy influence business processes and practices and guide business? Does business need any philosophy? Is modern business, either in the East or West, guided by any philosophy? Is the philosophy different for different functional areas in management such as Marketing, Finance, HR, and Operations? Is there any technology dimension to the philosophy of business? When we try to understand the linkages between business and philosophy, questions such as these do arise. Let us try to explore some of these questions.

I A NEED FOR THE STUDY

Philosophy is defined as a set of values and beliefs. These values and beliefs guide the processes of management such as planning, organizing, staffing, coordinating, reporting and budgeting that are popularly known by the acronym POSDCORB. The managerial processes in turn guide the managerial principles such as hierarchy, coordination, line and staff function, motivation and team building etc. To what extent does the philosophy form the foundation on which these managerial principles and practices take shape? If in any business, some of the main players are buyers, sellers, shareholders, investors, bankers, suppliers, manufacturers, wholesalers, retailers, distributors, accountants and auditors, is the interaction between all these players guided by any philosophy? 

II AMERICAN vs. EUROPEAN EMOTIONAL BUSINESS INTELLIGENCE 

Most top executives develop and practice their own Emotional Intelligence Management (EIM). Obviously, then, there is nothing so clear-cut as a single mana​gerial style which is uniformly adhered to by all American or all European business leaders. Yet, underlying the behavior and attitudes of these two different groups of executives are certain general characteristics or common denominators which can be identified. Here is an attempt to deal with in a sys​tematic manner some of the major aspects of American and European management styles, hoping to show where and why these styles differ and what we can learn from these differences. Naturally, we are conscious of the controversial nature of attempts to generalize on such a vast and varied subject, and we partly share the apprehensions of those who believe that all generalizations are false. Thus, what will be said in this Paper should be taken as a finger pointing in the direc​tion of truth rather than the truth itself.

II A FACTS AND VALUES

Oscar Wilde's well-known saying, "a cynic is a man who knows the price of everything and the value of nothing," is a poet's reminder that we tend to view everything in life in quantitative terms.​ Not everything about American attitudes toward management is superior. They may have things to learn from our European counterparts—and Europeans as much from Americans. The relative importance of "facts" to "values" in top-level decision making will naturally vary with each particular business situation. How​ever, it is significant that top managers often make decisions because they value certain ways of action—in spite of the price they have to pay. Yet rarely, if ever, will they do something they do not value just because the cost is low. Mere common sense, therefore, indicates that value judgments will usually have priority over purely factual considerations in making vital business decisions.

This seemingly trite conclusion is interesting, however, because it contradicts the popular and, we fear, growing belief that increasing complex​ity in business— necessitating a large staff of specialists and expensive data-processing equip​ment—will make top managers proportionate​ly more dependent on "facts" for their decision making. It is, of course, highly probable that the vast amount of available information will tempt many business leaders to use "facts" as an escape route from the freedom (and burden) of choosing the proper "values." But if business is to be led with creative imagination instead of being merely administered bureaucratically, more rather than less EIM will be required in the future.

Scientific progress forces middle managers to spend more time in keeping up with the many technical developments in their areas of responsibility. To counterbal​ance this increasing specialization, top manager will have to concentrate more on the fundamentals of EIM. Or else, they de​scend, gradually but surely, to the level of mere coordinators. To express it differently: "doing" will require more "knowing" by middle-level managers. And there is hardly a better way for top man​agers to become more mature than to try to understand and, if necessary, to assimilate the values and beliefs of others that are different from their own. Let us, therefore, investigate the essential differences in outlook between Europeans and Americans first and then analyze some of them in EIM.

II B  PAST vs. FUTURE

In terms of outlook, the most striking difference between Europeans and Americans lies in their ‘orientation toward time.’ It is as if they were standing back to back, with the European in​clined to look at the past and present and the American seeing the present and future. Unless we want to run the risk of having the typically American and European qualities simply meet at the level of the lowest common denominator, a conscious effort has to be made, in EIM as well. 




The European's attachment to the past does ac​count for his respect for such characteristics as wisdom, stability, convention, necessity, qual​ity, and diversity. The American's more futur​istic outlook leads him to respect vitality, mo​bility, informality, abundance, quantity, and organization. However, little change can be expected unless Europeans abandon some of their excessive attachment to the past and Americans, their more or less profound dis​regard for it.  It is difficult to share the optimism of business​men who believe that what is best in the Amer​ican and European management styles will automatically find its way from one con​tinent to the other by a kind of effortless "osmosis." 
II C WISDOM vs. VITALITY

There is hardly a better way to illustrate the meanings of vitality and wisdom, and to show how differently these two qualities are valued in America and Europe, than by briefly compar​ing some of the typical traits of a man who is in his twenties with those of a man who is in his sixties: The young man, impatient to apply his over​flowing energy (and wasting a lot of it in the proc​ess), is mainly interested in the "here and now," the practical side of life. His preoccupations are essentially short range, and he frequently ignores the side effects that his actions are likely to pro​duce in the future. But this greater urge for expansion, distinguishing the vital from the non-vital person, when combined with his youthful experience of life, keeps him swinging dangerously from one extreme to an​other and makes him correspondingly superficial.

The older man, whose vital energies have calmed down considerably since the heydays of his youth, has developed a certain amount of mod​eration. To him, one can apply the words of the dean of a California law school, who, in defending his school's policy of hiring only professors aged 65 and above, said: "Most bad habits are out of their system. If they weren't, they'd be dead by now.". He thinks a little more about the long-range effects of his actions and, appreciating the contemplative side of life, has lost some of his former gregarious​ness. Though neither continent can claim to have a monopoly on vitality or wisdom, it is reason​ably true to say that American EIM, in general, more vital than wise, while Europe' is more wise than vital. 

Here is an example: “One of the most rigorous belt-tightening opera​tions by a major corporation was undertaken by Chrysler Corp. in 1961. It fired 7,000 of 36,000 white collar employees, from secretaries to high ​ranking executives. The action helped lower Chrys​ler's break-even point to 725,000 cars and trucks from a million units. President Lynn A. Town​send says the cutback didn't impair efficiency." Obviously, some very superfluous things must have been allowed to happen in the past, or else the company could not have cut its white-collar workforce by 20% without a loss of efficiency. Vitality (the urge to expand), not moderated by wisdom, had resulted in an extremely un​economic situation which only equally extreme counter measures could correct. However, the necessary measures were taken, which again is a proof of vitality!

In Europe, the moderating influence of wis​dom i.e., top management's preference for slow, organic growth) has admittedly prevented many production and clerical jobs from being mechanized a long time ago. On the contrary, in America, understaffing rather than overstaffing at the middle-management level and, even more, at the top-management level seems to be the rule. Important decisions are still made by single individuals or at least by a much smaller group of top executives than in the United States.
Obviously, European top execu​tives try to save a part of the time American ex​ecutives spend on communications, though they do so somewhat at the expense of middle-man​agement "learning." This fact, indeed, is re​flected by the smaller percentage of key posi​tions in European business held by executives aged 40 or less.

The theory that a good wine requires many years of aging in a dark and cool cellar has been extended to the business execu​tive and seems to have become an integral part of European EIM. As a result of this attitude, climbing up the corporate ladder in Europe takes the aspiring executive, generally speaking, more time than in North America. But once he reaches the top, the risk of his coming down again is also much smaller. Anyone who would go to the trouble of counting the number of executives who have been displaced from the top of their pyramid would probably find this percentage to be con​siderably higher in America than in Europe.

III COMBING THE ADVANTAGE
Many examples, of course, could be cited to reveal how wisdom and vitality are given differ​ent weights in the American and European management philosophies. But they would all lead us to the same conclusion: to optimize our business performance it is necessary to combine the advantages of both characteristics. How can this be done? In Europe large reserves of vital energy could certainly be released by dropping some of the most outdated conventions. Many of these conven​tions need close questioning so that the weight given presently to different values can be re​distributed more logically.

In American business an increase in wisdom could probably be achieved if top executives would try to keep in mind wisdom's most basic definition—"Avoiding the unnecessary." Or as the Chinese philosopher Chuang Tzu put it nearly 25 centuries ago: "If one wants to act sanely, one must do but the inevitable. To stick to the inevitable is the way of the wise." Point​ing in exactly the same direction, but of more recent origin, are the famous three laws of Parkinson:
· "An official wants to multiply subordinates, not rivals."

· "Officials make work for each other."

· "Expansion means complexity, and complexity decay." 

The late Speaker of the House Sam Rayburn is reported to have said that one of the greatest statements ever made by anybody was: "Just a minute." He was point​ing out the catalytic effect of time in the legis​lative process. The same is important in the judicial process as well as life in general. But aren’t we, most of us, too much under the spell of the speed and short-cut psychology of our time to grasp the full meaning of this sim​ple statement?

III A STABILITY vs. MOBILITY
Stability and mo​bility, not surprisingly, are two other typical opposing characteristics of our respective EIM Styles. Accordingly, inter company job changes in the higher echelons are much less frequent in Eu​rope than in America. In part, this is a matter of language and geographical barriers; but it is also the result of Europeans being more skep​tical about human nature than Americans. They prefer to let several years of observation pass before giving high-level responsibility to a new member of management, who, by the time he gets it, is of course no longer new. Switching companies at a frequency customary in America would normally lead to an intolerable loss of time in the career of a European executive.
Similarly, changing jobs within companies in the sense of job rotation has never been as fully accepted by big business in Europe as it has been in America. This is due partly to the fact that specialization on lower- and middle management levels has not been pushed as far ahead in America; thus, job rotation seems less urgent. It is also due partly to top manage​ment's belief that rotating people through vari​ous jobs is costly and can lead to situations where a great number of employees have had experience in a lot of areas but lack solid com​petence in anyone. There is, however, more demand for highly competent "spade-work" on which European top management can solidly build its decisions without having to resort to double- and triple-checking through extensive committee work. Committees are, therefore, far less important in the European than they are in the American management process.

Another illustration of stability and mobility can be found in the area of job titles. Business on the European continent uses, in general, a very limited number of official titles - much as the military forces do in employing a rela​tively small number of different ranks. Thus, knowing a European executive's title and the size of the company he works for makes it fairly easy to estimate his responsibility as well as his earn​ings. The latter are rarely, if ever, spoken of openly, contrary to the practice in America where knowing the earnings of an executive is often the only way to measure his responsibility—the number of titles being so great as to make quick orientation a rather hopeless affair. "If the deserving employee is hungry for a title, the good manager gives him one, even if it turns out to be but Third Assistant to the Head of Sub-Assembly Department No.3," is a typical bit of reasoning by the American man​ager which would find little acceptance in Eu​rope. Indeed, by compari​son, human relations in European business still have a kind of rustic simplicity.
III B CONVENTION vs. INFORMALITY

Although an open-door policy and “a first name basis” are both widely accepted practices in American business, they are but two exterior signs of how American EIM has given preference to informality. This is, of course, contrary to human relations practices in Europe, where numerous conventions are still strictly adhered to. European top management has constantly preferred to put more weight on the former and American top management more on the latter quality. 



Thus, American managers seem to feel that human relations in Europe have an authoritarian and paternalistic flavor, and consider the social distance between individuals a remnant from feudal times. Europeans, in turn, believe Amer​icans to be guilty of promoting excessive egali​tarianism and status stripping which in their eyes is not only naive and unrealistic, but must inevitably destroy management effectiveness in the long run. The results of these different attitudes are interesting.

Whereas human relations in European busi​ness lack the outer nonchalance and friendliness found in America, they do not seem to share the inner tensions which are often apparent on the other side of the Atlantic. American tensions stem, it seems, largely from trying to adhere to the overly idealistic point of view that one must like everybody or, if that cannot be done, at least pretend to do so. Though the former is impos​sible except for those approaching sainthood, the latter—because of the pretense involved ​creates all kinds of nervous tensions, feelings of guilt and frustration, which any ordinary per​son can easily detect.

But between the extremes of bullying or lov​ing people there is ample room for the less spec​tacular but more effective way of simply respect​ing them. It will always depend on the maturity of the individual top executive how good a bal​ance he can finally strike between convention and informality. Success will come only to the extent top executives learn to live with open minds.

III C NECESSITY vs. ABUNDANCE

The relative lack of natural resources in Eu​rope and their abundance in America has not been without profound impact on the manage​ment philosophies of our two continents. Thus, the tendency toward thrift and the desire to avoid waste are only too evident in the think​ing of European executives, to whom the con​cept of planned obsolescence still seems to be as foreign as ever.

Nowhere can this important aspect of man​agerial philosophy be observed any better than in the various types of automobiles produced in Europe and America. The differences in horse​power, in body design and finish, in fuel con​sumption, and in size, for example, all serve to illustrate the same point: Europe has been, and still is, subject to the law of necessity and cannot afford to conduct its business with Amer​ican generosity and disregard for seemingly less important details. Cars such as a Volkswagen, a Citroen, or a Mercedes are the definite reflec​tion of an entirely different emotional intelligence management than are a Chevrolet, a Ford, or a Cadillac.

United States military strategy, to use an​other example, has also been based on the coun​try's abundance of resources. This is evidenced by the American way of fighting World War II, namely, to concentrate large masses of troops and to act fast. This is, of course, the logical military application of Newton's Law: Net Force = Mass x Acceleration. On the contrary, Europe, not having the same resources (mass), had to build its strategy mainly on flexibility (acceleration) and surprise. It was Churchill who said that "the good-luck charm of success in war is sur​prise," thus stating the typically European ap​proach. Surprise and particularly its cause, secrecy, are therefore a natural part of Euro​pean EIM.

American executives and financial analysts often complain about the rudimentary informa​tion given by European companies in their Bal​ance Sheets and Profit and Loss Statements. But the smaller amount of information published is in strict accordance with local government rules. And if no voluntary supplements are handed out to the general public, it is only partly to seek ad​ditional protection from foreign competition be​hind the smoke screen of secrecy. The tendency toward thrift and the desire to avoid what is not really necessary are, therefore, two important reasons why European business seems to be playing its cards close to its chest.

III D QUALITY vs. QUANTITY
With economic necessity being such an im​portant factor in European EIM, business in Europe has always found it necessary to stress quality much more than quan​tity. We can cite one extreme example in this context. It is not by simply doing a few things better than anybody else that a small country like Switzerland with hardly any natural resources could become a prosperous nation. "Quality, not quantity" is, therefore, the out​standing characteristic of European EIM and explains many facets of the way European executives think.

A very typical facet is the fairly general tend​ency of Europeans to think before trying. A leading European businessman once said: "We are not in the habit of increasing through wastefulness the chance of a random hit. “And so, the technique of "brainstorming," which has been given much publicity in Amer​ica, has never really been accepted in Europe. Preference has always been given to high-qual​ity, individual thinking rather than to group thinking, which explains, as already mentioned, why the managements of European compa​nies seem to be relatively understaffed in com​parison with American firms. The following quotation reflects this difference:

"Europeans have learned by tradition to get along with fewer personnel, especially less university-​trained personnel. I have been told that, after the war, United States and British industrialists could not understand how so important a drug as the anti-malarial quinacrine could have been developed by researchers operating in three small rooms, since in the United States several hundred scientists were employed to test all possible variations of the basic formula and, in the end, came up with the same compound." 



Another technique that has never made much impression in Europe is "speed reading." Although the quantity of reading matter has in​creased as much for the European as it has for the American executive, the former has in gen​eral refused the speed solution, believing that it necessarily leads to an accent on quantity (at the expense of quality). He has relied more on selectivity to solve his reading problem. He has also applied this same principle in his community and public activities, which seem to be but an infinite fraction of what many American executives have accepted. The rea​soning behind this consistent refusal to get too involved outside the immediate sphere of work is the European conviction that each individual should, above all, concentrate on his job, because nobody aim​ing at top performance can afford to dissipate his energies. Top performance in any field requires a multiple effort in comparison with merely average perform​ance.

In general, any artist, sportsman, professional, or businessman must expend several times greater than as much energy if he is looking for exceptional rather than only normal standards of perform​ance. We are assuming here, as does the European that outside activities inhibit on-the-job perform​ance, a fact that many Americans vigorously would deny. Thus, by preferring quality to quantity (sometimes without any regard to eco​nomic realities, to the extent of worshipping quality as an end in itself), European management is forced necessarily to favor selectivity and a concentration of efforts.

But by saying yes to quantity, one cannot say no to standardization, because these two charac​teristics of managerial philosophy are linked like Siamese twins. Quantity per se is certainly not bad. On the contrary, it has considerable social benefits, such as the increase in the standard of living resulting from mass production. Businesses, of course, is all about arriving at a proper balance between organized, controlled activity and that which offers an incentive for a fre​er use of individual initiative. The European achieves order through definite status levels in his organization, but he does not try to organize man's every effort, as do many American firms.

III E DIVERSITY vs. ORGANIZATION
Over-organization, the European believes, is a particularly threatening consequence. The ideal of all our national economies and good organization is like trying to keep a small ball balanced on top of a big one. The goal is to strike a proper balance be​tween European and American attitudes toward organization with concomitant spurt in performance. Reaching this happy compromise is not easy and requires more wisdom than seems to be gen​erally available. Here are the reasons: This atti​tude lies at the root of one of our valuable educa​tional tools, the case method, and is the basis of our free enterprise democracy. All three start out from the same principle—that individual incen​tive is best developed by the individual himself, with a minimum of order imposed from the outside.

European & American Emotional styles
	European emotional preferences
	American Emotional preferences

	Values
	Facts

	Past
	Future

	Wisdom
	Vitality

	Quality
	Quantity

	Convention
	Informality

	Stability
	Mobility

	Necessity
	Abundance

	Organization
	Diversity


Source :  Otto H. Nowotny American Vs. European Management Philosophy  Indian Management July 2005

IV THE INDIAN SCENARIO
Y.C.Deveshwar, Chairman, ITC  believed in creation of village wealth philosophy: therefore the emphasis in ITC on rural marketing and backward integration. ITC’s e-choupal model seeks to address this issue by leveraging IT to build capability at grass roots level by empowering the small village level farmer. E-Choupal has over 5000 installations covering 28000 villages and serving more than 2.5million farmers.

Nandan Nilekani, former CEO Infosys  feels that India has the largest talent of young professionals. The median age is 23.4. Planned and accelerated urbanization means greater share of services in GDP. More services mean more jobs. Services will actually lubricate the manufacturing and agricultural sector. This will absorb excess labour from rural areas and reduce unemployment that plagues our villages. The re-engineering of citizen processes can be quickly developed and replicated across many cities.

 kumarmangalam Birla, believes that Successful firms place more value on “building learning capacity”. Leadership of values, principles and conviction forms the bedrock of organisation. Lasting business is never built on quick sands of opportunism. Leadership must ensure that values are not jettisoned in the drive to achieve results.

To manage in multi cultural environment leaders have to posses the global skill sets. In multi-cultural environment a deep socio cultural understanding of societies and history, and social etiquette will go a long way to foster tolerance for unique cultures. Leadership of values, principles and conviction forms the bedrock of organisation. Lasting business is never built on quick sands of opportunism. Leadership must ensure that values are not jettisoned in the drive to achieve results.

Azim premji believes that Focus on core competencies and sensitivity to cross cultural skills would be the other drivers for growth at enterprise level.Playing to win, Quality as in the eyes of customer, Striving for excellence, Open to change while not comprising on values, never say die philosophy, building on one’s strengths and humility are some drivers at personal level, When we think of moving into 2020s and beyond business with soul assumes greater significance. Soul is something, which is permanent, and something, which is right like the voice of conscience. Like people no business is an island. A business cannot succeed in a failed society. Corporates have resources to make a difference to the society. This applies to individuals too. Those who can do something must do it. In the ultimate analysis trust constitutes the soul of the business. Trust unites stakeholders and builds linkages with rest of the society
.

 On pharma industry philosophy Dr Anji reddy of Reddy labs believes that, the future of medicine has two challenges one to harness science and two to make it affordable. India is uniquely positioned to show the way in both. Thus the value of CEO of any business entity influence the vision , mission activities of the business firm 

"Indian managers have distinctive Strengths” The name of Dr Mrityunjay Athreya rings out as one of the pioneers of the In​dian management movement in India. He says that managers look and manage incremental changes in corporations while leaders manage transformational changes.

Great leaders tap into the needs and fears of all. Great Managers by contrast perform their magic by discovering, developing and celebrating what is different about each person. Average manager’s play checkers where as great managers play chess. In checkers all the pieces are uniform. In chess each piece moves in different way. Great managers focus on uniqueness because they can’t help it. Great managers are fascinated with individuality for its own sake. To identify a person’s strengths first ask What was the best day at work in last three months? Find out what he was doing and why he enjoyed it.

To a large extent this is true. Managers tend to do well in going concerns, with a moderate, steady organic growth. Leaders are needed to handle the transformations of turnaround, high growth, glob​alisation, diversification, restructuring and M&As. They help to break obsolete paradigms and bring in promising new ones. They help define and re​define the mission, vision and values of the com​pany. A series of good leaders help a good com​pany to become a great one.

V CONCLUDING COMMENTS
The basic characteristics of American and European intelligence management styles are so strik​ingly complementary that a combination of what is best in both must lead to an improvement in the conduct of our Euro-American free enterprise economies. Of course, the crucial question is how to bring about this desirable change. Although the written word is a wonderful medium for conveying "facts" to a larger public, we forget too easily that, in discussing "values," oral communication within a small group of in​dividuals is by far the most preferable and prac​tically the only way to avoid either banality or confusion.

Thus, the present trend in politics toward more personal and secret diplomacy might well portend the direction in which top executives will have to move if they want to make a syn​thesis of what is best in American and European Emotional Intelligence Management styles.
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