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Structure

At the top, Laxminarayan and Metzler managed in tandem as managing directors.
Laxminarayan oversaw trip operations on the ground and the sales and marketing, PR for the
company’s English-speaking markets (United States, United Kingdom, Australia), while Metzler
did the same for ET’s European customers. Corporate strategy, finance, and new destinations
were evenly split between them, with Laxminarayan in charge of South America and Metzler
responsible for Africa with their partner in Nairobi and Asia.

In line with its horizontal management structure, at the second layer, seven functional
managers with an average age of 32 supervised a team and managed finance and accounts,
operations, marketing, customer management, and reservations.

To keep an international work environment, Laxminarayan and Metzler created an open
structure that allowed numerous opportunities for employee growth, which was not typical of an
Indian work environment. Because of this philosophy, ET had not lost a person to another
company in the travel industry.

ET had a healthy and aggressive performance-linked bonus that was one of its big
drivers. Because the company believed that incentivized performance was a fragile way to keep
employees, it invested a lot of time in training and giving employees a sense of emational
attachment to the company. This enabled ET to retain people at a time when attrition was the
biggest business challenge in India. ET’s turnover in the first five years was 15% to 20%, but
that number was reduced to just 5% in subsequent years.
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close to 100 people on four different continents and had booked more than 4,000 travelers
mainly from the United States, Germany, the United Kingdom, and Australia.

ET’s business model was based on: (1) thoroughly knowing its customers in order to
customize trips that met their expectations; (2) vertically integrating and controlling every aspect
of the trips; and (3) seamlessly executing all operations. This business model differentiated ET
from most travel companies that typically outsourced all activities involving clients after their
arrival at a destination. ET’s business model required that its employees be highly engaged with
customers and used extensive measurement and information systems to quickly identify
problems that could be remedied without delay.

Now, ET had the opportunity to further expand globally and offer customers a broader
choice of destinations for their customized vacations, This opportunity created a new decision for
Laxminarayan and Metzler to consider: Should ET continue to expand organically or should it
consider franchising in order to gain first-mover advantage in more countries faster? The two
entrepreneurs pondered the advantages and disadvantages of this decision.
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Genesis of the Idea
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The birth of the idea for ET was somewhat of an accident and a surprise. At the end of il slas dial #

2003, while a student at INSEAD, Laxminarayan had visited India with several of his - Socumentpdi 1
classmates. During their travels around South India, one student commented that his impression

of India turned out to be quite different from his mental picture of the country. Laxminarayan - P

recalled, “That set me wondering why there was a gap between the perception that outsiders bear
and what India can really be if promoted and presented in an excellent manner.” He wondered if
he was in the presence of a business opportunity.
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