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1. Introduction 

Break Free is actually a process of self analysis and improvisation thereon by challenging the paradigm 

an organization operates in and coming out with a rejuvenating statement to attain the next higher levels in 

almost all business dimensions. It applies to all the functions, management decisions of the organization and is 

multi-dimensional. The approach is oriented to create value for the stakeholders, add value to the customers and 

create an admiration among the employees. Break Free Concept originates from the popular 3D definition of 

management strategy “Where are We”, “Where We would like to Go” and “How to Reach there” on a medium 

term to long term. An illustration of the Break Free definition could be as follows: Break Free is about gaining 

3% “revenue” market shares each year for the next two years to establish clear superiority in the Market. A 

logical extension of the objective statement is: Break Free is more than just winning in the market… it is also 

about reshaping ourselves. 

Objectively, the foretasted statement communicates the message, its implications on the business 

paradigm and is supported with strategic and key initiatives. The attempt is to jump forward to a higher level of 

functioning. In the present paper, an effort has been made to describe the basic nature of Breaking Free strategy 

for the perpetual growth of flexible business and information societies and their related scenarios for 

implementing brighter business and technical processes. Finally, this feature will be used for realizing the global 

strategic management in research and development activities, business logistics, and of course in the educational 

sectors [1]. It surprises the competition by becoming: The lowest cost, highest quality products and services 

(Discipline), the premium product and services, increasing the value-adds in its business to differentiate the 

solutions (Flexibility and Creativity), and the “best people in the business”. Moreover, whether it is respected 

and valued by customers as a “trusted advisor”, bringing innovative, value-adding solutions, resulting in clear 

market leadership in the business segment in addresses is viewed as the most proactive, customer - friendly 

company in the industry, thereby achieving dominant market share, and finally how it is admired by the 

employees. Therefore, the organizational structure of successful companies must be quick and flexible enough 

to respond to customer demands, market opportunities, competitive threats, regulatory mandates, and other 

events and pressures. 

Abstract: In today’s fast changing business world, the organizations adopt the concept of constantly evolving 

business strategies to “Break Free” from competitive aggressions, customer dissatisfaction and stagnated 

business growth. Agility has become an increasingly urgent requirement for business success. Customers 

want customized solutions and more product choices, and they want them faster, with global service and 

support, and at the lowest cost. Whether it means adopting Information Technology (IT) business models from 

front-end storefronts, developing a unique brand experience, or reorganizing back-office payments, and 

partner-based supply-chain management. Consequently, organizations need flexible Information Technology 

(IT) systems that can easily support new business processes and strategic objectives for the permanent and 

reliable growth of business and IT sectors. This paper is organized into four parts: part I describes the 

proposition of strategic business paradigms, part II presents the Strategy for time-tested model using the 

important principle of the Hedgehog’s 3 circle’s manifestations,  part III discusses the case-studies of 

satellite link for EduSat, and Web-based online banking systems in term of strategic implementation of quality 

of Service (QoS), efficiency and consistency, and part-IV explores the proposed principles of enterprise 

network design, conclusions and future prospectus of implementing the flexible business and cost effective IT 

processes.  

Keywords: Break Free, business paradigms, enterprise network design, strategic value building, time-tested 

models. 
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 Build brand awareness of the company, recognized by the target customers. 

 Create a world-class organization to service large customers. 

 Consistently delight customers through outstanding customer service. 

 Provide competitive access solutions within the time frame required by customer. 

 Build a differentiated product and solutions capability that delivers value to customers and 

achieves business targets.   

 

II. Break Free Pyramid Puzzle 

How to reach there? Is the most important part of the Break Free pyramid puzzle? Different 

Organizations have adopted different ways of reaching there. Many good to great companies adopted The 

Hedgehog Concept “One Big thing” and create a Flywheel. Such companies always had an eye on preserving 

their core values and purpose while their business strategies and operating practices endlessly adapt to a 

changing world. This is the magical combination of “preserve the core and stimulate progress”. Now for Good 

to great companies to become Built To Last and remain great over time requires, one hand, staying squarely 

within the three circles of Hedgehog’s 3 circles while, on the other hand, being willing to change the specific 

manifestation of what is inside the circles at any given moment [2]. 

 

III. Strategy for time-tested model 
 Another time-tested model is to focus on the Leadership and people development. In this process 

“Coaching for Breakthrough Performance at Work” is followed. It’s a journey of self-introspection on the inner 

potential of the individual for leveraging their experiences, skills and knowledge for accomplishing their goals 

in an entirely new way. Coaching herein is “a collaborative, solution-focused, results-orientated and systematic 

process in which the coach facilitates the enhancement of performance, life experience, self-directed learning 

and the personal growth of people from normal (non-clinical) populations.” Break Free model is the adoption of 

the principle of “Coaching for Breakthrough Performance at work” to the Hedgehog’s 3 circle’s manifestations 

by touching and modifying the core dimensions of the Business Environment. Fig.1 below demonstrates various 

building blocks of the approach.  

 

 

 

 

 

 

 

Fig1: Break Free Pyramid 

 

 

 

 

 

 

 

Fig. 1: Break Free Pyramid 

 

The basic block of highly effective team is focused on the people and the productivity. It is focused on 

developing the initiatives aiming at seamless customer view involving end-to-end view of customer experience 

and aligned metrics from customer perspective through a performing Team. The delivering the “Brand Promise” 

block is aimed to launch the initiatives to focus on the development of the infrastructure to deliver a good 

quality product and excellent customer responsiveness (respond quickly to customer requests, provides accurate 

information and keeps the commitments). The upper 2 blocks of the pyramid are focused largely on the 

initiatives for development of capabilities to deliver value added products and services. Objective is to widen the 

product mix (forward and backward integration) led by a deep focus at customer as business driver. It involves 

innovation to transform customer’s business. Strategies and key initiatives derived out of the above exercise 

should be summarized. A typical summary may look like as below in table 1: 

 

 

 

 

 

 

 

 

Table 1: shows the strategies & key initiatives. 

 

IV. A case-study 1: satellite link for EduSat in India 

Customer led Products 
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 EduSat, an initiative funded by the Indian Space Research Organization (ISRO), focuses on improving 

access to the Internet and delivering education-focused Internet services with an innovative two-way “Internet 

via satellite” mostly using Very Small Aperture Terminal (VSAT) network to remote Indian schools (see Figure 

2). The project provided small satellite dishes to primary schools in areas poorly served by broadband. The local 

authority had difficulty in facilitating Internet access requirements for the schools in this region and decided that 

a satellite service could play an important role in meeting these needs. The ISRO implemented the satellite 

infrastructure and set up a multicasting service that pushed selected educational content from a number of 

leading sources. Caching the content on a server at each school provided local access for students and teachers, 

which enabled a rich media learning experience. For interactive tasks, such as filling out questionnaires and 

online research, users could access the Internet through the satellite link. Using satellite technology for this type 

of service offers several advantages: gives schools fast access to the Internet, can be installed in any school 

regardless of location, can be installed quickly- on average equipment setup at each school took half a day, 

provides a secure, managed network for schools, gives stakeholders a system capable of pushing specific Web-

based content and digital resources to all schools instantly, can be integrated with other compatible services 

where such services exist. Plans are currently underway for implementing multicast broadband over WiMAX 

(Worldwide Interoperability for Microwave Access) technology as the next phase to this project. Therefore, in 

the present case study the specific proposition of strategic business paradigms has to be taken in terms of lowest 

cost, highest quality products and services, reliability, portability, and different Break Free services paradigms 

[3, 4].  

 Moreover, the new ICT and e-Learning strategies and advances in Wireless standards and technologies- 

particularly in the areas of Bluetooth, WiFi (Wireless Fidelity), WiMAX and mobile computing can help to 

bridge the digital divide in education and research. Using open broadband Wireless technologies and 

implementing mobile computing architectures, one can overcome the challenges of ground, infrastructure, and 

finance to increase access; deploy broadband quickly and cost-effectively to areas currently not served; and 

extend the benefits of digital revolution to previously unreachable populations. These technologies aim to 

provide low-cost, high-performance Wireless access to residential and business applications. As technology 

evolves to address portable and mobile applications, the required features and performance of the system will 

increase. But above all, the companies have recognizes the need to supplement its own satellite bandwidth 

capacity with capacity from the commercial sector. But they don’t have a firm idea on how much bandwidth 

they will require in the short or long term or whether the supporting agencies and their customers can even 

continue to support its requirements [5]. Moreover, they still buy their own bandwidth on an as-needed basis, 

thereby missing significant opportunities to leverage its buying power and to achieve considerable savings as a 

result. So in strategic implementation of quality of Service (QoS) and efficiency of satellite bandwidth 

adjustment should be developed. So that with these approaches cost savings of 5% to 35% can be realized and 

therefore QoS improved. 

 
Fig. 2 EduSat technology overview. 

 
V. A case-study 2: Web-based online banking systems 

 In this case study, we evaluate the consistency for strategically managing the Web-based online 

banking system. It provides some main services such as money transfers, balance statements, financial planners, 

bill payments and cheque book requests for the customers. For the purpose of managing and determining the 

system performance, we strategically considered two important and critical transactions namely bill payment 

and print statements that were facing problems with respect to its accessibility and poor response times. The 
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navigational flow of these transactions is shown in the figure 3. The bill instructions provided facility to pay 

several utility bills, and also displayed a list of pending action items for the user. The payment mode screen then 

facilitated the payment of bills by interfacing with a payment gateway. The print statements involved online 

display of the balance of the user for a specified period of time, based on the account number or name of the 

account holder.  Finally, on the basis of above stated parameters the consistency can also be conducted on Web 

servers in terms of time period to complete the different instructions for a strategic management of the online 

banking system. 

 
Fig. 3 shows the flow of critical transactions in banking site. 

 

VI. Proposed principles of enterprise network design 

 After the above mentioned case studies 5 and 6, the following network design principles can be used to 

achieve tremendous gains in business agility, as well as other benefits. The Service-oriented network 

architecture can be viewed in layers. This architectural approach enables each layer to complement the 

functionality of the other layers. It also increases the efficiency of the business solutions by integrating the 

overall business and technology architecture. These layers are: 

 Applications layer - includes all software used for business purposes (e.g., enterprise resource 

planning) or collaboration (e.g., conferencing). As Web-based applications rely on the Extensible 

Markup Language (XML) schema and become tightly interconnected with routed messages. They 

become capable of supporting greater collaboration and more effective communications across an 

integrated networked environment.  

 Integrated network services layer - optimizes communications between applications and services by 

taking advantage of distributed network functions such as continuous data protection, multiprotocol 

message routing, embedded QoS, I/O virtualization, server load balancing, VPN, identity, location and 

latest IP-based services.  

 Network systems layer - supports a wide range of places in the network such as branch, campus and 

data center with a broad suite of collaborative connectivity functions, including peer-to-peer, client-to-

server and storage-to-storage connectivity.  

 

VII.           Conclusions and future prospects 

 The strategies for value building for consistent growth of business and Information Societies applications are 

designed to meet the demands of employees, vendors, business partners and customers. It depends upon internal 

business functions and external application architectures of IT, which will design to focus on addressing and 

meeting specific performance objectives. By following these new business strategies and service-oriented design 

principles, the business development personnel and IT architects can deliver substantial value to their 

organizations, both initially and over the long term by creating the multiple collaborative application 

environments. 
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Appendix I: 

 Coaching for Breakthrough Performance- Excerpts from an Executive Access Leadership Event 

conducted by John Mathews, Director, Institute of Executive Coaching, Australia on 20 Jan’06 at Delhi. This 

event is a part of an ongoing effort by Executive Access to contribute to the growth of its clients as well as the 

HR fraternity. CEOs and HR heads responded to our invitation in large numbers and enthusiastically interacted 

with John Mathews to learn his tried and tested techniques for achieving breakthrough performance at the work 

place. John took the participants through a journey of self-introspection on their inner potential and shared his 

techniques for leveraging their experiences, skills and knowledge for accomplishing their goals in an entirely 

new way. John defined Coaching as “a collaborative, solution-focused, results-orientated and systematic process 

in which the coach facilitates the enhancement of performance, life experience, self-directed learning and the 

personal growth of people from normal (non-clinical) populations.”  

Converting roadblocks into flyovers  

John explained that Performance = (Potential - Interference) and encouraged the participants to check 

out what was causing the interference in the realization of their true potential. This interference could be internal 

or external. In both cases the control is in the hands of the individual who has to learn to be aware of the 

interference and perform in spite of it. A lot of participants discovered that current reality was overwhelming 

them in terms of lack of ideal systems, processes and people. The key learning was the realization that each 

individual has to find creative ways of using interferences and constraints as flyovers and not treat these as 

roadblocks. A lot of organizations hit roadblocks by overwhelming teams with short-term focus. This could be 

due to market realities or simply because of a Kiss Up and Kick Down approach. Coaching can help the 

leadership as well as the individuals in the team cope up with the current reality and yet be able to take action in 

alignment with their Goals.  

Discover your true potential through John's adaptation of the GROW model 

The GROW (Goal, Reality, Options, Wrap up) model of John works best with a trained Coach who 

takes the participants through a series of questions that ultimately give clarity of purpose and action to the 

practitioner. However, in the absence of a trained coach, you can try Grow as a Coach with a partner and 

experience the difference yourself.   

Goal 

What is your Goal? What would you like to achieve? What is the most pressing issue you need to 

address today? What would be your ideal situation? What would that enable you to do? What would you like to 

be different when we are finished? What is happening that you don’t want? What do you want instead?  What 

would be the result of all that? How important is this to you?  

Reality  

What is the reality of the current situation? What do you feel, see & hear happening? How often does 

this happen? How do you know this is accurate? What have you tried so far? What other factors affect the 

situation? What is the result of all that?  

Options 

How can you make this happen? What is the first thing you can do? What else would you do? What’s 

another way? If you get “I don’t know” try: “Yes you do”. What’s one more thing you could do? What would 

you tell me to do if I was in your situation? What are all the possible actions? (Don’t think about whether they 

are realistic at this stage). Who might be able to help? Note: Use “good”, “great” etc between each question.   

Wrap Up  

What options do you think will work best? What action has the most clarity and energy for you? What 

specifically are you willing to do now (in the next 24 hours)? What obstacles do you expect to face? How will 

you overcome them? How committed are you to this goal (on a scale of 1 to 10). What support might you need? 

How and when can you get that support? What are the next steps you are committing to take?  

The Spiritual Quotient  

Employees give their best when their values are aligned with the values of the leaders and are not 

overwhelmed by the short-term goals or the current realities. This would require an environment where people 

are encouraged to be authentic and where they are made aware of their potential and are motivated to leverage 
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the learnings from their past experiences in a collaborative manner. A Coach makes the journey smoother 

through his experience and knowledge. A good Coach has the techniques and the expertise to bring out the best 

in the individuals and teams. This is the reason that best of the Athletes, CEOs and even Politicians appreciate 

the value of Coaching around the world. The CEOs need to acknowledge that they too need coaching before 

they expect the employees to follow suit. The short-term pressure usually comes from the top and this is the 

prime factor in defocusing the employees from long term goals, which in turn becomes a block in the way of 

breakthrough performance. The CEOs as well as the individuals in the team need to learn to cope with the short-

term challenges and yet take action for achieving long-term goals. This is where a Coach is needed the most.  

Coaching to be the next big thing  

Coaching is going to be the next big thing in the armory of the CEOs and HR Directors in India. 

Between 25% and 40% of Fortune 500 companies use executive coaches. Returns on investment in coaching are 

estimated at over six times. One of the great things about coaching is the power it has to help the participant 

reflect on any barriers to achievement in an entirely new way. India is moving from a talent abundance market 

to a talent shortage market in several sectors. Executive Access surveys indicate a major shift from Employers 

market to an Employees’ market in the last few years. Talent acquisition, retention and upgrading are proving to 

be the main constraints to growth. Increased levels of executive search assignments, recruitment ads, innovative 

incentives to employees with world-class working environment, increased investments on training are all 

indicative of this phenomenon. What does it mean to coach beyond performance? It means that you are able to 

tap into the very essence of a group or individual, to their core values, to their sense of identity so that they are 

motivated and sustained from within. When this happens, even if a person doesn't get immediate results, they 

persist because they believe in the Truth that they experience at the core of their being.  

If Nelson Mandela was only results oriented, he would have given up after a few years in prison when 

there were no apparent results from his initial efforts. Since his motivation came from a deeper place, based on 

values, identity, truth, and justice, he was able to persist even when nothing seemed to be happening on the 

outside. To coach beyond performance does lead to sustainable results but it also leads too much more. It 

unleashes the potential of individuals and groups to live their life purpose. 

 

Appendix II: 

The Hedgehog Concept (Simplicity within the 3 Circles) 
Hedgehogs simplify a complex world into a single organizing idea, a basic principal or concept that 

unifies and guides everything. It doesn’t matter how complex the world is, a hedgehog reduces all challenges 

and dilemmas to simple ideas. Anything that somehow does not hold to the Hedgehog’s idea holds no 

relevance” 

 Key is to understand what your company can be the best at and equally important, what it can’t be the 

best at or “wants” to be best at. The concept is not a goal, strategy, or intention, it is an understanding. 

 If you can’t be the best in world in the core business, then your core business can’t form the basis of the 

hedgehog concept. 

 For economic drivers, search for the one denominator (profit per x, in social sector, cash flow per X) 

that has the single greatest impact. 

 Good to great companies are more like hedgehogs – “one big thing” and stick to it. 

 It took 4 years on an average for a good to great company to get a hedgehog concept. 

 
Hedgehog – 3 circles concept [2]. 


