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Context to the conversation

Roopa speaks about the criticality of peers, not just in driving your agenda in the organization but
also as people who often hold the keys to your career momentum.

Transcription

kkkkkkkkkk

Deepak Jayaraman (DJ): Another theme Roopa which | encounter a lot in my work is | call this the
glass ceiling that nobody talks about and you alluded to this the last time we met. think we spoke
about women leadership and we spoke about the maternity transition. | think we also spoke about
the next transition where sometimes one step short of the big job, the CEO role. You mentioned very
often there's a drop off. | notice another kind of a glass ceiling applies to men and women where |
find people get to a CXO role you know, chief of a function role quickly, but struggle often to make
the leap to the big job. And | think that what I've also found is the muscles you need to collaborate
with your peers is slightly different from muscles you need to lead a team of people. And | think you
talk about the Crisil experience as well, where you had to lead some of your peers and it was an
interesting passage of play. So talk to us a little bit about just this transition. What does it take to get
it right? What are the nuances here and how you've experienced them?

Roopa Kudva EP2 (RK): So specifically with relation to peer equations or peer relationships, most
underrated and yet the most vital. And | experienced this firsthand because | grew up with a bunch
of people in CRISIL. We started when the firm was set up. There was this whole pioneering spirit. We
all grew together. Everyone got promoted at the same time. And we all thought of ourselves as
friends. And we were, and most of them remains friends to this day. But, you know, | realized that
when | was being considered for the job of the chief rating officer, heading the ratings business, my
CEO told me later that he had gone and spoken to every one of my peers about what they thought
about me. And each one of them told them how they were better than me and they were right
because | was not the best at any single thing in the company. Many of them were better analysts
than me. Some of them had better market relationships than | had and each one of them pointed
out to their strengths. Now, because | had not thought too much about my peer relationships once |
got the role of Chief Rating Officer, | had to make an enormous investment in building that trust and
putting myself in a position where | was able to lead that team of people who once we all thought of
ourselves as peers. So peers are important not just because collaborating with them helps you get
your own work done, but they can also play a very important role in determining your career
trajectory. I've seen that as a member of the board when we are making CEO decisions, we will talk
to peers of the individual concern. So the peer relationships become very important. Now, how do
you really go about building these peer relationships in a timely manner? | think it is several things.
Firstly, dependability. Make sure you keep up your commitments. Closing the loop becomes very
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important. Giving peers credit where credit is due, how many of us do that? That becomes very
important. What also becomes very important is when there's friction between peers, it's very easy
to kick the ball up and ask for intervention because it's uncomfortable to resolve differences
between peers. But it is so important not to escalate unless it becomes absolutely essential, but to
work it out with your peers. Because at the end of the day, when choices are being made for who
will be picked for the top jobs, what boards and CEOs look for is people who can take everyone along
while keeping the organization interest ahead of everything else. So | think there are ways to be
much smarter about this than | personally was.

Reflections from Deepak Jayaraman

DIJ: In my work, | notice that many people who have grown through the ranks of the Indian
competitive system, also known as the hunger games, often get stuck in this place where they
struggle to collaborate effectively with people who are as good or possibly better than themselves.
Very often, they race through the ranks in the first few years of their career but as they approach the
CEO role, the curve starts flattening out!

And it is not easy to manage that transition. Stephen MR Covey (SC), speaks about the notion of
transitioning from a Command and Control paradigm to a Trust and Inspire paradigm.

SC: “managed things lead people versus managing people as if they were things, and no one would
go out to do that, but what happens is we have gotten so good at management, people start to feel
like we manage them that way. Command and control are more of a mechanistic mindset, a
machinist, tinkering, trust and inspire, | view myself | am a gardener. | am trying to create conditions
for the seeds to grow, for the people to grow but the life and the power is in the seed, the life and the
power is in the people, | am a gardener, not a mechanic, it is an organic system. Command and
control will focus on motivation, carrot and stick. And there is nothing inherently wrong with that, it
is just limited. So do rewards work, sure, they motivate people to want to get more rewards, more
carrots, more sticks, we have got to constantly feed at more external stimuli. Trust and inspire, the
focus are on inspiration, it is intrinsic, it is internal, it is inside of people whereas motivation is
external, it is outside of them, inspiration is in turn inside of them. So, I light the fire within. And when
that fire gets lit inside of somebody, that can burn on for months if not years without the need for
constant new external stimuli. And so, | am really tapping into that to inspire means to breathe life
into. So, | breathe life into relationships, in the teams, in the cultures whereas command and control
often suck the life out of people and teams and cultures. Command and control, it is kind of
compliance based. Trust and inspire is focused on commitment. It includes compliance but so much
more because you are really tapping into what is inside of people. Command and control will achieve
association, it is a good thing but trust and inspire, you can really achieve a sense of belonging and
inclusion, it does not go to a different level. Command and control are good to coordinate but trust
and inspire enables you to truly collaborate among partners and interconnected teams versus mere
coordination among groups or silos, you know, different in kind.”

DJ: Given the velocity of change in the world around us, all of us have to move to this paradigm of
leadership in various aspects of our life. Even in something like parenting. One of my other guests,
Prof Raj Raghunathan of UT Austin, speaks about parenting and refers to the movie Sound of Music
where he says that the Maria approach often beats the Captain Von Trapp approach!
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End of transcription
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Nugget from Stephen MR Covey that is referenced: Decoding “Trust and Inspire”.

RELATED PLAYLISTS YOU MIGHT LIKE

Influencing: Leaders reflect on what it takes to get the ideas in your head to a wider set of people
and drive buy-in. It’s often a function of being tactful about listening to what the various
stakeholders want, getting a sense of when the timing is right and driving the change you want by
influencing the various constituents. You can access the playlist here.

SIGN UP TO OUR COMMUNICATION

Podcast Newsletter: Join 1000s of leaders who benefit from the Podcast newsletter. Not more than
1-2 emails a month including keeping you posted on the new content that comes up at the podcast.
High on signal, low on noise. Sign up for the podcast newsletter here.

Nuggets on Whatsapp: We also have a Lol (e AWVLETEE T Re gl TNl Wi o [ N E N LT NV R p i b L))

where we share 2-3 nuggets a week from the Podcast archives to provoke reflection. If that is of
interest, please click here and send a message stating “INTERESTED”. Do also add this number to
your Phone Contacts so that we can broadcast our messages to you when we share a nugget.
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Roopa Kudva EP2 - Nuggets

e 107.01 Roopa Kudva EP2 - Staying grounded as a Leader

e 107.02 Roopa Kudva EP2 - The elusive P word - Purpose

e 107.03 Roopa Kudva EP2 - 70% agreement, 100% commitment
e 107.04 Roopa Kudva EP2 - The glass ceiling before the CEO role
e 107.05 Roopa Kudva EP2 - Getting the altitude right

e 107.06 Roopa Kudva EP2 - Scaling up leadership

e 107.07 Roopa Kudva EP2 - Leading multiple generations

e 107.08 Roopa Kudva EP2 - The art of decision making

e 107.09 Roopa Kudva EP2 - Growing as a Venture Investor

About Deepak Jayaraman

Deepak seeks to unlock the human potential of senior executive’s / leadership teams by working
with them as an Executive Coach / Sounding Board / Transition Advisor. You can know more about
his work here.
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Disclaimer and clarification of intent behind the transcripts

This written transcript of the conversation is being made available to make it easier for some people
to digest the content in the podcast. Several listeners felt that the written format would be helpful.
This may not make sense as an independent document. Very often spoken word does not
necessarily read well. Several of the guests have published books and the language in their books
might be quite different from the way they speak. We request the readers to appreciate that this
transcript is being offered as a service to derive greater value from the podcast content. We request
you not to apply journalistic standards to this document.

This document is a transcription obtained through a third party/voice recognition software. There is
no claim to accuracy on the content provided in this document, and occasional divergence from the
audio file are to be expected. As a transcription, this is not a legal document in itself, and should not
be considered binding to advice intelligence, but merely a convenience for reference.

The tags that are used to organize the nuggets in the podcast are evolving and work in progress. You
might find that there could be a discrepancy between the nuggets as referenced here and in the
actual podcast given this is a static document.

All rights reserved. No part of this document may be reproduced or transmitted in any form or by
any means, or stored in any retrieval system of any nature without prior written permission.
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