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Turnaround Strategy

To convert, change or transform a loss-making 
company into a profit-making company.
It means to make the company profitable 
again.
The main purpose of implementing a 
turnaround strategy is to turn the company 
from a negative point to a positive one.
It helps the sick company to stand once again 
in the market.
It is a complete U-turn of a planned strategic 
economic transition 

Global competition, technological turbulence, high costs of 
capital may cause turnaround to make business viable



Turnaround Strategy
Corporate turnaround as a series of rescue efforts aimed at arresting the 
declining trend of business activities of a firm.



Reasons for Decline or Failure
Factors external to the firm: 
• Changes in the environment domain
• New dominant technologies
• new business models
 
Factors internal to the firm:
poor management,
Ignored market indicators,
Poor operating and financial controls, 
Over-leverage , cost escalation and increase in sales 
and environmental changes



Why Turnaround Strategy?



Sources to Identify if Turnaround is needed



Types of Turnaround Strategies



Examples of Turnaround



Turnaround Stages



Sequences of Events in Turnaround



Managing Turnaround Strategies

Joining internal turnaround team with external
specialist.
• Consulting with external turnaround specialist.
• Removing the top management and merging with
healthy organization.



Turnaround Situation and Response



Ingredients of Turnaround Management 
(Khandwala,1991)

i) A dynamic change agent with a strong sense of mission
ii) Credibility building through some outstanding performance,

iii) Mobilization of the rank-and-file by getting them involved in 
the organisation's goals and activities,

iv) Quick pay-off projects for some immediate relief,
v) reprieve from serious external pressures, especially those 

relating to industrial relations, finance, key inputs, 
stakeholders, etc. 

vi) Mobilization of external resources and utilization of 
environmental opportunities,

 



Ingredients of Turnaround Management (Khandwala,1991)

 (vii) strengthening of mechanisms to influence the environment, 
such as marketing, and public relations,
(viii) selective changes in the product mix, concentrating on high 
pay-off products, (ix) selective strengthening of management 
functions and systems, especially the financial control system,
(x) Motivating managers through participation, autonomy, 
challenging tasks,
accountability, example setting, etc.
(xi) Coordination through regular review meetings and face- to-face 
interaction and 
(xi) Performance control through goal setting and fixing of 
responsibility, often creating profit and cost centres.



Phasing of Work Streams in Turnaround Process



Changes in the Stages of Turnaround



A framework of turnaround stages and strategies



A framework of turnaround stages and strategies
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Change Architecture for Effective Change Management



Blocks of Change Architecture



Convergence Level and Purpose  

Source: Sang M. Lee, David L. Olson, Silvana Trimi (2010)



Examples of Convergence Products and Services

Source: Sang M. Lee, David L. Olson, Silvana, Trimi (2010)



Strategic Convergence: A New Model of Change

Any model of change must take account of the reality of multiple and 
concurrent change.

More ambitious the change the more likely it is to be successful so long as a 
robust change architecture is in place.

Two immediate qualifications are needed. 

First, we assume that change proposals with insufficient ambition fail before 
they start because they do not meet the challenges faced by the organization. 

Second, we accept that it is possible to propose changes which are overly 
ambitious and which fail in consequence.



Strategic convergence: A new model for organization change



Ambition in Change
Whether  a given set of change plans and objectives are achievable given current 
skills, capabilities and resources?

Or Achievable given the organization’s ability to fill gaps in its profile of the 
aforementioned?

Ambition is also defined relative to what competitor organizations are or seem 
likely to achieve.

Take a particular category of activity in the organization and then judge ambition in
comparison to ‘best in class’, comparing an organization to its equivalents 
elsewhere or comparing it to the world’s best

 



Ambition in Change
An ambitious programme of change by the extent to which we can identify the 
presence of the following characteristics:

Creative destruction: Existing infrastructure, departments, and activities being taken 
out to enable a significant shift of resources towards new priorities?
Distinctive value: Changes planned judged likely to deliver a clear and distinct growth 
in the value of the business or in the Organization’s activity?
Distinctive operational efficiency: Changes planned judged likely to deliver clear and 
distinct operational efficiencies?
Integration: Change planning/implementation process depend on the integration of 
internal and/or external knowledge sources about the organization, its clients, its 
market space, competitors and so on?
Simultaneous change: Can we observe many changes going on concurrently? 



Components of Architecture

• Engagement of the top team.
• A steering process is devised to ensure effective leadership and 

governance.
• A process exists for integrating ‘work streams’.
• Appropriate work streams are defined, tasked, constituted and 

resourced.
• Any needed infrastructure enablers are in place.
• A human resources transition policy and process is in place.
• Support for implementation planning and activities are provided 

from within
• operational and other departments.



Ensuring appropriate structure
Whether particular management processes are in place, at how 
effectively they are deployed as part of ‘business as usual’ and at how 
well they are operated in support of change:

Performance management: Have PM system like mix of budgets, monthly 
reporting, KPI’s, balanced scorecards, performance appraisals, etc

Governance: Relates to the arrangements in place regarding accountability for 
change. A robust governance arrangement will define board-level accountability
for change and for benefits realization

Risk management: Relates to assessing risk both in terms of change outcomes 
but also in terms of the risk of disruption associated with implementing change

Unintended consequences: Assess whether the decision process associated with
any set of change initiatives has taken a thorough look at all possible 
consequences of any proposed changes. 



Resonance
Resonance (of an attempt to change someone’s mind) as relating to the affective 
component of the human mind (Gartner,2004)
An idea, view or perspective resonates to the extent that it feels ‘right’ to 
individuals, seems to fit the situation 
Convinces people that further consideration is not needed.

Seeking resonance in the following terms:
■ Felt need: 
■ Convergence
■ Adaptability
■ Willingness to experiment 
■ Customer primacy



Change Culture
Evidence-based leadership. the extent to which, leaders are prepared to learn 
from experience, codify that learning and thereby build on it. 

Informed choice. The extent to which choice and decision making is based on valid 
data. 

Problem orientation: Activity and effort is constructive and focused on solutions 
and achievement rather than failure and blame

Transparency: Greater transparency of process

Management of expectations: The extent to which expectations are provided
for in terms of the provision of information about impact and of a
process in which they are to be engaged to work 



Change leadership
Providing support and ‘cover’ to people seeking to come to terms with the 
changes, including working out the problems and local solutions in order to 
reach a sensible outcome at local level.

Credibility: the extent to which the leader has a successful track record of 
change management experience.
Visibility: the extent to which the leader has been and is still accessible to 
people.
Learning orientation: the extent to which leaders display an orientation to be 
open to new ideas and to learning.
 Sponsoring early adopters: the extent to which leaders sponsor and support 
early adopters.
Organizational slack: the extent to which leaders can buy time for problems to 
be resolved.
Encourage learning through change 



Accelerator Effect
View change management as a special case of programme management.

Identify whether or not project and programme management tools and processes 
are in use.

Understand whether these tools are used to focus on the particular needs of 
change situations, as follows:
Connectivity: The extent to which change initiatives are connected
explicitly to existing organizational processes.
Leverage: The extent to which change initiatives are managed appropriately
Integration: Effective management of initiatives as an overall
portfolio with a set of overall objectives.
Critical mass: Perception of confidence in outcomes flowing from the
degree of coherence in the overall design of the change programme. 



Linking Strategy, Innovation, and Learning



Learning Architecture for Strategic Innovation
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Change Effectiveness
Examine the Implementation Related Issues

• The quality of the diagnosis of the perceived opportunity or threat, 
the specification of change goals, and the quality of pre-planning

• The way the change is communicated
• The way stakeholders are managed
• The degree of alignment and coordination when implementing 

different aspects of the change
• The adoption of management practices that are perceived to be fair
• The avoidance of a heavy-handed approach when managing those 

who may feel vulnerable
• The provision of socio-emotional support to help organizational 

members let go of the status quo



Reviewing and keeping the change on 
track
• Do change managers communicate a compelling vision and set 

realist goals?
• Is uncertainty managed in a way that maintains commitment?
• Are stakeholders being managed effectively?
• Is there sufficient coordination between those involved in 

implementing the change?
• Do change managers seek feedback in order to eliminate 

impediments to implementation?
• Are interventions being implemented as intended?
• Are interventions producing the desired effect?



Managing the implementation stage of the change process
Two main approaches:

1. Implementing blueprint change:

2. Implementing emergent change: 

Taking tentative incremental steps and, after each step, reviewing the 
intervention(s) that constituted that step (did it/they work as planned?).
 
The general direction of change (does it still hold good or does it need to be 
revised?). 

Involves rolling out plan, monitoring the effect of interventions and taking 
corrective action as and when required to ensure that the desired end 
state is achieved

Change managers need to develop an implementation plan on the basis of 
broadly defined goals and a general direction for change.



The cause-and-effect hypothesis

Target for change: 
In this case the immediate target for change is to improve employee 
satisfaction and commitment 

Choice of intervention: 
Redesign jobs to provide employees with greater autonomy, challenge and 
sense of achievement, and improve customer focus by encouraging 
employees to voice their views about opportunities and threats that could 
affect satisfaction.

Informs the target for change and choice of intervention 



Reviewing the effectiveness of the change plan 
1. Monitoring whether the selected interventions are being implemented as 
intended
Implementation may be hindered by factors such as:
Resistance from those immediately affected by the intervention
Lack of political support from other important stakeholders
Lack of time and other resources

2. Monitoring whether the interventions are having the desired effect

we assume there is a significant improvement

(If the interventions had failed to produce this desired change the  change manager 
might have tried an alternative intervention at this point)



Reviewing the effectiveness of the change plan 

3. Monitoring whether improvements in employee satisfaction and commitment 
are having a positive effect on customer satisfaction
satisfaction is improving

4. Monitoring whether improved customer satisfaction is leading to greater 
customer retention and improved revenue growth.

We assume that (in due course) there is evidence of greater retention and 
revenue growth.

(No improvement would challenge the validity of the cause-and-effect 
hypothesis and prompt a revision to the change plan)



The role of performance measures in the management of change
Performance measures should be related to the outcomes that are important to 
key stakeholders and to the hypotheses about cause-and-effect relationships 
embedded in the change plan
The balanced scorecard Approach( Kaplan & Norton, 1996)



Developing tools to help with monitoring the change 
plan

Vision &
strategy

Profit &
revenue growth

Customer
satisfaction

Customer
retention

Employee
satisfaction

Employee
commitment

Translating the change strategy into a set of operational goals and 
related measures



Building review into the process of managing change



Review How people respond to the Changes



Checklist 1: Readiness for change



Checklist 1: Readiness for change



Checklist 1: Readiness for change



Checklist 2: Managing Change



Checklist 2: Managing Change



Checklist 2: Managing Change
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Management of Change In Indian Organizations

• Indian Organizations are changing at an unprecedented rate.
• There is a need to understand the speed, degree and 

permanence of this change  and transformation. 
• Changing aspirations, technology and globalization are driving 

deep disruptions among Indian organizations.
• Change management needs to be embedded across the entire 

company and needs ongoing attention throughout
• If firms can change faster than your competitors, while 

exceeding stakeholder expectations, then they have a 
competitive advantage.



Examples of Change  Management

Year  Change Activity

Mid 1980 Diversified into merchant banking and retailing

1987 Co-Promoted Credit Rating Agency CRISIL

1988 Promoted India’s first venture capital company

1990 Diversified into asset financing like

1991 Tied with UTI to set up screen based security 
markets

1990 Entered into insurance business

1992 Tied with JP Morgan to set up investment 
banking company



2009, Kamath handed over the 
reins to Chanda Kochhar

Leadership Change:  KV Kamath took over as CEO in 1996 
Initiated new Changes in the Organization
Organizational Restructuring: Dividing the company into 
Infrastructure group(IIG)
Oil and gas group
Planning and treasury department
Structured Product group
 Focus on Customers: Three new Departments
Major client group (MCG) handling top 100 customers
Growth client group looking after the needs of mid sized 
firms
Personal finance group
Competency development: Training and seminars , Graduate 
management training programme 
Compensation Structure: Contract based to attract risk takers 
and tenure based for  job security 
 

In 1997, ICICI became the first Indian 
financial institution to go online
•In September 1999, ICICI Ltd got listed on 
the New York Stock Exchange, NYSE, the first 
ever Indian financial institution to go the 
American Depositary Receipts, ADR route. 
The next year, ICICI Bank followed suit.
December 2005, ICICI Bank announced its 
initial public offer to the Indian market and 
amassed over Rs 80 billion. 

Change  Management at ICICI



 Five S implementation to improve 
work environment and Total quality 
management

Major Changes in ICICI

In December 2000, Bank of Madura merged with ICICI and the integration was 
successful with proper HR initiatives.



Change management at TATA MOTORS
The fifth largest manufacturer of commercial vehicles in the world.

Tata Motors was predominantly a manufacturer of commercial vehicles. 
In 2001 they decided on a recovery strategy that had three distinct 
phases:
 
A turn around from a 500 crores loss in 2001 (5 years) to a 1509 crores 
profit in 2006

3 manufacturing facilities located strategically at Jamshedpur, Pune, & 
Lucknow employing 18000 employees and producing 150 products with 
250 variants.



Change Initiatives at TATA motors
Formulated a six year road map . 3 phases of two years each of turnaround…..domestic 
growth …and international growth
Revenues have doubled
ROCE have increased Six Times
EVA has Quadrupled

Long term strategy & vision of driving improvements through out the organization.

Recognition of people, suppliers/vendors, dealers as vital links in the transformation 
process.

Brought in improvements in the management systems & process to establish itself as a 
“learning” organization.

Measures of leadership effectiveness was established

Fast trackers were identified & encouraged to take more responsibility



Change Strategy at TATA Motors



Chang Phases at TATA Motors



Diagnosis of Change



International Mergers and Acquisitions



Change Interventions

Implementation Challenges

Change Outcomes



Strategies for Successful Change Management at INFOSYS
Infosys Technologies Ltd. (NASDAQ:INFY) is a global information technology and 
consulting company. A global leader in “next-generation” IT and consulting, 



Challenges for Infosys

• Reports on slow-down in IT spending by US companies
• Earnings warnings from some of our major customers
• Concerns on dot-com and venture-funded businesses
• Earnings warnings from some of the software companies in US
• Possible softness in labor markets in the US
• Internet consulting companies facing pressure on visibility and billing rates
• There may be supply-demand gap in India resulting in escalation of labor 

cost 
• Falling markets and stock options becoming unattractive resulting in 

escalation of compensation costs



Investors Concerns at Infosys
● Business

➢ Effect of slow-down in IT spending in US on Infosys
➢ Visibility in business
➢ Future revenue growth

● Per capita revenues
➢ Ability to increase the per-capita revenues on a go-forward basis
➢ Impact on the per-capita revenue growth rate due to reduced dot-com / 

venture-funded businesses

● Hiring and Utilization
➢ Ability to attract the best and the brightest
➢ Lower utilization rates coupled with increased hiring
➢ Labor cost escalation due to falling market price of the stock

● Margins
➢ Ability to maintain or grow the margins on a go-forward basis

● Exposure to dot-com/venture funded companies
➢ Strategic investments and accounts receivabl



PSPD Model 

Predictability

Profitability

Sustainability

De-risking

Growt
h

Maintenance Translating clients to partners

Higher value services

Increase revenue productivity

Offshore model - Global Delivery

Upsell to existing customers

Iterative Model of Development

Exposure limits for client 
concentration
Exposure limit for dotcom 
businesses
Exposure limit for 
opportunity businesses (like 
Y2K)

Geographical diversification

Long-term relationship

Offshore Software 
Development Centers

Quality People Transparency



Model of Change management



Effect of Change

Moving-up the Value Chain 
End-to-end 

service provider

Offer new services 
to existing clients

Use tools and 
methodologies

Expand and diversify
base of IT professionals

Increase employee 
productivity by 

promoting reuse

Improving 
technology



Change management at Godrej
Need for Change

Indian economy opened to global competition
• Godrej group was in a Quandary
• No exposure to competition or new
technology
• Entered into two alliances: P&G and GE
Entire distribution of Godrej transferred to P&G
• 1995-Break-up of the joint venture between Godrej & P&G
• Post breakup Godrej devoid of distribution system
• Rebuilding exercise
• 1995-TQM 



Changes at Godrej
Switch from a family-run business to a professionally managed company
• Changed the earlier model of management hierarchy
• Adopted a participative management model
– team spirit
– employee improvement programmes

TQM : • 1995-TQM 
Awareness programmes for 
all employees
• Objective
• Driving force
• Maximize quality and 
minimize costs.
• Total employee 
involvement, total waste
elimination and total quality 
control 

KAIZEN
• Japanese technique of 
continuous
improvement
• Increase in employee 
involvement and
morale.
• Significant savings
• Flexible

360-Degree Evaluation
• Assessment
• Unbiased feedback to 
the employee
• Self development

Economic Value 
Added (EVA)
• 2001-Introduction • 
Extensive training 
program for 
managerial and
officer levels
• Training regarding 
decision making of
investments and 
trade-offs between 
the income statement 
and the balance 
sheet. 
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Change Management at Bharti Airtel



Business Model of AIRTEL



Building Strategic partnership



Change management at Aditya Birla Group
ABG is a multi business Indian Conglomerate, with operations in 36 
countries, global business leader in Aluminum, Pulp& Fibre, Carbon 
black and Cement, ABG’s Telecom, Life Insurance, apparel and retail 
businesses have grown exponentially over the past decade. 
Its employee strength spans over 130000 , comprised of 42 
nationalities and with average age 37 years.

Imperatives
 for change:
 

With an intensively competitive, Highly volatile business 
environment driven by global forces, 
the ABG has endeavored to understand the implication of change in 
business environment 
in order to quickly formulate effective business solutions unique to 
the context



Managing Change at 
ABG



Managing Change at ABG: 8 Step process
1. Focus on opportunities for the business
2. Understanding internal currents and under currents
3. Asses the change
4. Involve and commit
5. Implement and refine
6. Stay on course and be flexible
7. Communicate and celebrate
8. Institutionalize the core



Change Management Failure Cases 
The Rise and Fall of Kingfisher Airlines
Once,  2nd largest airline, in terms of carrying the number of passengers. 
The quality and comfortable service attracted many passengers in the 
initial years. And, then the Kingfisher acquired Air Deccan in 2007
 In 2009, more than 900,000 passengers flew with Kingfisher giving it the 
highest marketing share in India
By the year 2009-10, airlines accumulated the debt of over INR 7,000 cr as 
the losses continued to pile up. 2010 was the year when it turned into a 
non-performing asset for banks. Reasons Include
    Lack of Delegation.
    Low-cost airline aviation airline, Air Deccan was treated as a step-child.
    Unnecessary Burning of Fuel. 



Change Management Failure Cases: Kodak
 Built on the culture of innovation and change in 1888, Kodak was  a simple box 
camera, loaded with 100-exposure roll of film.
Had a dominant position in photographic film. Its tagline “Kodak Moments” was 
used for promoting events
Kodak owned the film market with 90% market share in 1970s. Created the first 
digital camera in 1975.
Kodak didn’t do the marketing of the Digital camera. Whereas, other digital 
companies like Sony, Nikon, Fujifilm took the full advantage of the situation.
Kodak couldn’t get on the nerve of the modern technology and remained in denial 
for long about digital photography 
In January 2012, It went bankrupt because of not making the smart move into the 
digital world fast enough.
On February 9, 2012, Kodak announced that it will exit the digital image capture 
business.
Kodak failed due its slowness in transition



Change Management Failure Cases: Nokia 

Nokia phone was used in 1991 for making the first GSM call.
In 1992, they launched Nokia 1101, the first GSM handset and  became an instant 
hit.
In 1988, Nokia became the world leader in mobile phones
Nokia’s Marketing share grew to 74% in March 2006 from 61.5%in October 2005. In 
the color phone category, market share jumped to 59.3% from 40.9%.
Nokia used to own a large portion of market of smartphone before the iPhone 
came out in market in 2007. 
Their refusal to change and learn new things lost their survival and this ultimately 
leaded to their demise.
Failed to respond to the completely changed smartphones with full touchscreen 
and application based operating system
Nokia got acquired by Microsoft in 2013.



Business Trends driving Change in Indian firms 
• Big-sized companies, venture capitalists, and global consulting firms are driving 

today’s economy
• Mergers and acquisitions at a phenomenal scale as devices to counteract 

competition
• virtualization of organizations to promote more effective organizational survival
• The increasing  incidence of customization in manufacturing as well as services
• Product lifecycles are becoming shorter resulting into constant need for research 

and innovations;
• Bureaucratic organization structures are being dismantled to expedite 

decision-making;
• The lines separating different businesses are getting blurred as technology and 

markets converging leading to new opportunities for growth;
• Talent to deliver high degree of performance under rapidly changing conditions
• Effective people-management and change management strategies



Change Dynamics in Indian Organizations: Steps Taken
• Appreciation of the factors that have led to the changed business 

atmosphere
• Critically examining the organizational awareness about the need 

to change and issues involved in this process
• Recognizing the multiple dimensions of change
• Developing systems and processes to promote the desired change
• Deciding who are likely to play the role of change agents
• Developing a change program including the interventions to be 

used
• Managing and reviewing the change management process on an 

ongoing basis



Change Management: Some Observations from Research
Different   mechanisms   are   prescribed   which facilitate  change  management  in  
Indian  organizations  (Singh  &  Bhandarker,  1990;  Blythe  et  al.,  1997;  Srivastava,   
2003;   Prasad  &  Sayeed,  2006;  Sharma,  2007). 

Successful  change  management  requires  effective  leadership  at the top (Irani, 2004; 
Page    &    Pearson,    2004)    and    sensitization    of    the    top-level     executives     
(Bandyopadhyay,    1998;   Singh   &  Bhandarker,    2002).  

Institutionalizing    and     internalizing efforts  are essential when attempting to bring 
about  change  (Garg  &  Singh, 2005).  

Bhatnagar  et  al.  (2010)  examined  the  developments  in  the  area  of  organizational  
change  in India and found that  trust  building  and  belongingness  for  the  
employees,  establishing  a  high-performance  orientation



Change Management: Some Observations from 
Research
Rastogi  and  Rastogi  (2010)  narrate  the cultural  change  in State  Bank  of  India. It  
resulted  due  to  the  challenges  raised  by  the  private  sector 

Indian   railways    have  also  experienced   a  major   re-invention   where  a  
remarkable  change  in  business  models,  culture  and  leadership  has  occurred  
(Nilakant & Ramnarayan, 2009)

Nearly 30% of companies in India are ready to adopt change management practices, 
according to a survey by change management solutions firm



Major organizational Changes at the workplace
Structural changes: elimination of layers of management; reduction in 
numbers
of people, increased teamworking; pressures for individuals to work harder 
and longer.
Working patterns: increased use of short-term contracts; part-time working 
(predominantly women), with many people having two or more jobs; 
working at or
from home 
Workforce characteristics: decreasing birth rates and increased longevity 
leading to rise in the average age of people in work; diverse workforce in 
terms of ethnicity, values and gender.
Workforce skills: increased requirement for workers to learn new skills in line
with changing technologies and the competitive environment.
Employment choices: increasing self-employment and working in small 
organizations



Change Management Success: Some Important tips



Strategy adopted by Indian Firms for Corporate 
Transformation



Paths to Change in Future
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❑  Examples of successful change management 
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