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Chapter 1

What is Air Team Theory?

Knowing what we breathe every day

Many of us have commuted through public transport, filled 

with various kinds of people. Do we call them a team? No, we 

call it a crowd. When we see a few college students chatting on 

a metro platform, we call them a group. It is a group because 

each one is contributing as an individual for their individual 

objectives. We do not call this group of people a team. A team 

is a group of members who are mutually committed and each 

one is working toward the same top-level goals.  

T = Together

E = Everyone

A = Achieves

M = More

Teamwork makes the dream work. Imagine these teammate 

types as ten fingers of the hands. When they get together, it 

creates an impact. Just like one punch contains different sizes 

of fingers, and a punch creates enough impact.
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A few years back, I was attending a corporate leadership 

training program. Those days, I was playing the role of a 

manager. I was handling sizable software development 

and production support related deliveries for a couple of 

international clients. 

During a classroom discussion on the team’s software 

delivery related topic, I told the trainer, “Just like there is about 

20% oxygen in the air, there is only 20% who are actually very 

dedicated and very productive teammates in a team.” 

The trainer was expecting something different as an 

answer. He asked the class participants, “Do you agree with 

what he said?” 

All of the other trainees agreed with me! It was my 

observation and learning which I gained by working closely 

with the team. 

I like to observe different human behavior patterns around 

me while I am working in a corporate environment. I am 

fortunate enough that most of the times I was accepted by my 

team as a leader, and I gained a lot of support from the team 

to deliver challenging assignments. I am a very approachable 

person, and I did keep the practice of open culture. I have 

followed the agile scrum methodology for long; it helps to 

read each person in the team.

I am still a student of the corporate journey, where 

the biggest contributor and expensive resources are  

humans—educated and skilled employees. Many times, most 

corporates treat employees as resources rather than humans. 

It is important to listen to each employee. I am not a scientist 



Shekhar Pawar

21

by degree, but I have come up with my own theory: Air Team 

Theory. 

Don’t you remember our school science lab days? We used 

to cover a burning candle with a pitcher so that the candle is 

in an air-tight room sealed by the water at the base. Air is a 

mixture of several invisible gases, so in this experiment, we 

were able to separate just the oxygen from the rest of the gases 

in the air sample. The water level in the pitcher goes up as 

oxygen is being used by the candle for burning; it gives us the 

ratio of oxygen in the air which was in the pitcher. When I 

recall those days, I can relate many things with my teammates. 

Dry air is made up of an approximate combination of ten 

main gases: Nitrogen (N
2
), Oxygen (O

2
), Argon (Ar), Carbon 

Dioxide (CO
2
), Neon (Ne), Methane (CH

4
), Helium (He), 

Krypton (Kr), Hydrogen (H
2
) and Xenon (Xe). Surprisingly, 

each gas in the air has its own characteristics; the same can be 

said about the personality of individuals in a team. 

I will be elaborating more on the comparison of air gas 

components and team components’ similarities. I am sure you 

will enjoy this theory the way it is brought about in a book 

format; according to me, this is the first time such a theory has 

been incorporated in words.
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Chapter 2

 Setting the Expectations

“The events, characters and firms depicted in 

this book are fictitious. Any similarity to actual 

persons, living or dead, or to actual firms, is purely 

coincidental!”

In management language, we define things as tangible and 

intangible. Financial assets, cars, laptops, etc. can be measured 

in numbers—those are tangible. Intangible assets are the ones 

without a physical manifestation. The attitude of a person at 

the workplace is intangible. I guess my Air Team Theory will 

contribute a bit in this area, not to measure but to understand 

a few things in each and every individual of any team.

A few years ago, I was working as an expert software 

programmer for one of the critical business projects for 

a leading client. One day, I happened to meet my senior 

manager, Mr. Robert. He must have heard that there was 

skill and knowledge dependency due to my extraordinary 

performance. 
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After pleasant greetings and some casual talking, he 

suddenly asked me, “I want you to create documentation of 

your knowledge and share your knowledge with the other 

teammates ASAP. We made a lot of effort in bringing this 

client to this company in a competitive market. If something 

happens to your life, I don’t want to lose the client.”

I was just a software programmer those days, and I had 

never heard anything like this. What did he mean by “If 

something happens to my life”? 

What was his intention about the same? Later, I came to 

know that as per industry process standards, there should 

be a backup ready just in case someone is not able to resume 

work due to sickness or long leave or even termination of 

employment. Mr. Robert is a very nice person. We interacted 

on a lot of other topics later that day. I personally feel that he 

could have used different words to put the context. He is not 

really selling life insurance. 

I have experience with life insurance policy salespeople. 

First, they smile, and once you also smile in response, they 

will slowly say, “If you died tomorrow, would your children 

still go to college or get the specialized education they need?” 

or something like this: “If you are gone tonight, how would 

your family survive financially?”

There are many such conversations that I am going to 

share in this book for your reference. I am sharing my own 

experience in this book from a fresher to an experienced 

person, experienced person to technology team leader, 

technology team leader to manager and manager to CEO 

of a company. The main difference between leaders and 
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managers is that leaders inspire people while managers have 

people who work for them. A successful project manager 

or an entrepreneur needs to be both a strong leader and 

manager to get their team on board to follow them toward 

their vision of success. 

Let me set a few rules before proceeding with this book. In 

this book, I will share a few real-life team experience examples. 

I have changed the names of individuals or projects or even 

places but have not diluted the context of the scenarios. For 

the sake of writing the context, I would recommend not to read 

the word ‘manager’ or ‘leader’ as different; both the words are 

referred to as a manager here. In every conversation, most of 

the time, I will put myself as a manager in this story, but I 

might have worked in different roles from teammate to CEO 

when that actual conversation happened in the past. 

My intention is not to point fingers at others; I respect each 

teammate and all organizations where I have worked till date. It 

is the experience of each one that contributed to my growth 

as an individual. We all, as human beings, are individually 

unique and divine creations. Being a good contributor 

to any team in any form of role is a continuous process. 

Technology is changing, lifestyle is changing, and many such 

changes demand regular updates in the everyday life of each 

individual. In metro cities, everyone wants to grow fast. All 

are in a rat race. In that race, many people break the rules of 

the game as well. I am putting forward my observations in 

my self-invented theory. At the end of this book, I will focus 

on how characteristics of different types of teammates, via 

Air Team Theory, in your team can help you as a manager or 

leader in your organization. At the end of each chapter, I will 
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be explaining the characteristics of a particular teammate, and 

I will be sharing my views as benefits and concerns of such 

teammates. I have kept it in very simple words rather than 

involving too much management vocabulary. Again, these are 

my observations and they may differ for you. It is really up to 

you how you want to take this Air Team Theory for spreading 

the best team culture.

I am sure you will recall many faces and experiences from 

your current team and past teams while reading about my 

experiences. 



PART II

Learning the 
Components
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Chapter 3

N2 - Necessity Driven 
Teammates

Give us some sunshine, give us some rain

Rupa is a tall girl in my team. While using computers, she 

wears spectacles. She has a small idol of Lord Ganesha just 

beside her computer screen. She has photos of her family on 

her desk. She is punctual and calm in nature. Maybe because 

of her traditional upbringing, she is very much inclined 

toward religious activities. She does regular fasting for various 

occasions. She has a very good memory, yet she uses sticky 

notes. For a person like me, it appears like she has an alarm 

clock on her smartphone in order to be extra cautious to not 

miss her daily time table. 
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Rupa was born and brought up in Mumbai in a middle-

class family. Since childhood, she was extraordinarily good 

at drawing. Without any extra drawing classes, she had the 

natural skill to observe any scene or object and put it on paper. 

Once she colored it, it looked so real, better than even what 

an eye can capture. Rupa won many drawing competitions 

in her school days. When she reached 9th grade, her parents 

asked her to stop drawing and fully concentrate on her 

Secondary School Certificate (SSC) exams. She was forced to 

only concentrate on studies. She got good grades in SSC. Her 

parents gave her three choices in terms of higher education: 

science, science and science. She needed to choose one, so she 

chose science. 

After two years, she appeared for her exams and scored 

good marks in Higher Secondary Certificate (HSC). This 

time, her parents gave her two choices to choose from after 

her HSC: doctor or engineer. She googled and found out that 

an engineering degree’s duration is four years. She chose to 

graduate in engineering. She was confused about the stream 
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of engineering to choose. Her parents gave her three choices: 

computer engineering, electronics engineering or chemical 

engineering. She looked around and found out that many of 

her friends were willing to do computer engineering. She 

chose computer engineering. She scored first class throughout 

in all the semesters. It was enough to get a job at top IT 

organizations. After a few weeks, she cracked an interview 

and got employed at a multinational company (MNC). She 

started earning a decent salary each month. Later, she got 

married and had to manage both office and household work. 

Her passion for drawing is history to date. 

One day, Rupa joined my team. I have never seen any 

passion for work in her. She was working for the sake of having 

a job and regular income. There was no proactive initiative for 

delivery commitments or challenging tasks.

Once, when we were having our lunch in the canteen, I 

asked Rupa, “Rupa, do you really like your current role as a 

senior software engineer? I can see you are not happy with the 

work you are doing.”

She said, “No, nothing like that. I commute every day for 

more than 2 hours for work; maybe that is causing you to ask 

this question.” 

I said, “Really? Is it true? I feel like you are not enjoying 

this job. If you are facing any issues in the office or with tasks, 

let me know. I can assist you to overcome it.” 

She said, “I got married a couple of years back, and we 

bought a new flat. My husband and I are working hard to pay 

the home loan. We need to overcome our financial liabilities. 

You are right, I am not passionate about software programming 
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tasks. Drawing was my passion at some point in time; I don’t 

know about now. I am in the loop of fulfilling financial needs. 

I might switch to other job streams in the near future. Right 

now, I am working just to earn a salary so that I can contribute 

to my family.”

This is not just the story of Rupa’s life. I have many 

friends who are working for the sake of salary or social status 

expectations; they don’t really love what they are doing every 

day from morning till night. They are not doing it with passion 

or love. It is a necessity to fulfill or live up to the expectations 

around; they are dragging their days at the office. I am sure 

once Rupa and her husband pay off their current home loan, 

they will again try to buy a new flat in a better place in Mumbai 

after a few years. They will again fall back in the same loop.

Teammates like Rupa are nitrogen. If we compare dry air 

by volume, it  contains approximately 78.09%  nitrogen (N
2
) 

gas. Nitrogen is an essential gas for all living things as it is a 

major part of amino acids, which are the building blocks of 

proteins and of nucleic acids such as DNA, which transfers 

genetic information to subsequent generations of organisms. 

Similarly, the maximum percentage of teammates in a team 

are working just for the fulfillment of the living of the family, 

status in society and earning more financial stability. 

After the completion of his MS at a university in the 

USA, one of my engineering class friends, Bansi, worked in 

an IT firm at a small town in Kerala. He is a person with a 

good attitude and is full of kindness toward everyone. I still 

remember, once, when his roommate in the hostel was sick, 

he took complete care of him for about a week, bunking all 

his lectures in college. He is a kind-hearted person and has 
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the same attitude toward all of his friends. He has even 

helped many of us with his expertise in math by coaching 

us after college. If you are from an engineering background, 

you will understand my feelings on what I mean by math in 

engineering; it was really tough. I talked to him a few months 

back. 

“Bansi, you have really worked very hard to complete your 

high school education from a small town and then successfully 






