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Context to the nugget 

Having moved from the army setup to the corporate world then onto a government organization 

and back to the corporate world, Raghu has worn many hats in his professional life. All of these 

shifts have involved transitioning across cultures- some well-established, others being established 

and yet others, desperately needing a change in culture! Hear Raghu talk about how he navigated 

these transitions to integrate into the organization he joined.  

Transcription 

********** 

Deepak Jayaraman (DJ): You’ve transitioned from very different worlds. What have you learnt in 

terms of lessons in how you managed the transitions? 

Capt. Raghu Raman (RR): In hindsight, I can put a structure around that learning. I must confess 

though that when the transition was happening, I consider myself extremely fortunate that I had a 

few people, who serendipity brought into my life, who were able to guide me and help me not make 

mistakes which I could have made. In hindsight, if I were to look back and say this process could be 

done much better, then this is the way I would probably do it today. To my mind, any organization, 

regardless of where it exists — whether it’s in the private sector, government, or the army — it falls 

into one of these four categories: it will either be a start-up, or it will be a turnaround, or it will be an 

organization that requires a realignment from where it is, or it is a steady-state organization. Now, 

all these four require very different styles of leadership. In a start-up, you require some sense of 

energy and a shared reality and a chutzpah and say, we need to head in this general direction, but 

you really don’t know what the real goal is going to be. Any start up, if it starts trying to figure out 

plans for more than 12 to 18 months is basically going to go wrong, because it’s more about 

choosing to do something different, having a general line of direction and going with that. If you are 

doing a turnaround, for example, then the leader, when he takes over the turnaround, he will give 

some arbitrary decisions just to indicate that there is a new sheriff in town. That’s more a strategy of 

ready, fire, and aim. You make your presence felt by doing some brisance in the organization. You 

shatter something’s to indicate that there is a new leader; it’s going to be new. You can’t try that in a 

steady-state organization, because in a steady state organization, you need to spend the first 90 

days just learning what makes them tick and not tweaking anything which is working fine, because 

you don’t know what string you will pull and which part will unravel completely.  

Now, none of these situations are more difficult or less difficult. A start up is as difficult as a steady 

state. Imagine stepping into the shoes of Steve Jobs. A steady-state organization and the expectation 

from you is that you are going to deliver something dramatically different, right? So, I think, the first 
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element that any leader needs to do, is to decipher or diagnose what state the organization is in. 

Which one of these four states the organization is in? Also, what the leader needs to do is to 

decipher what state he or she most comfortable is in. So, if I am a start-up, my affinity is towards 

start up. Turnaround leaders are people who will give their commitment and then seek clarity. 

Steady-state leaders are people who would give their commitment only after getting clarity, so they 

would seek a lot of clarity before they give their commitment. Now, if you try to apply a start-up 

model on a steady-state organization, you will obviously go wrong, dramatically wrong, no matter 

how great a leader you are, because you will try to buck things. So, if I went into, let’s say the 

government and try a start-up mentality there, it’s unlikely that it will do well. I need to recognize 

that this is steady-state, this is a super tanker. If you want to turn it, you will have to first get 

consensus and then begin the turn. You can’t stand at the bridge one day and say we are going to do 

a hard turn right. That’s not going to happen. Whereas in a start-up or in a turnaround, you will have 

to take decisions of that kind.  

So, I think rather than the transition from the army to the civil — of course, there are certain 

nuances there, there is no doubt about it. All said and done, the Indian Army doesn’t run the risk of 

20 of our soldiers quitting and joining the Pakistan Army. That doesn’t happen and that happens all 

the time in the private sector, so you will have to, sort of, factor those kinds of nuances, but other 

than that — I think, the base framework is the framework that I just spoke about. You first diagnose 

the state of the company or the organization or the sub unit. And by the way, these cultures can co-

exist in the same company. So, you can have a massive company which is a steady-state, but two of 

its units or two sub-companies might be going through a turnaround. Subcultures will exist, by 

definition, they will exist in large countries and large companies and larger sort of establishments. 

Reflections from Deepak Jayaraman  

DJ: In my earlier avatar as an executive search consultant at EgonZehnder, whenever I placed a 
leader in a company, I would urge them to take the time and read the book - 1st 90 days by Michael 
Watkins. In that book Michael Watkins talks about a similar framework where he divides companies 
into 5 categories. Start up, Turnaround, Accelerated Growth, Re-alignment and Sustaining Success. 
Based on this, one needs to be thoughtful and have discussions about 1) how expectations are set 2) 
Resources that are made available 3) Leadership style that needs to be adopted and so on. This is 
not just about an induction plan but a more comprehensive integration plan that holistically thinks 
about the leader ramping up quickly to be able to add commercial value at the earliest. 

Thank you for listening. For more please visit playtopotential.com or subscribe the podcast on 
ITunes, Stitcher or one of the other Podcast apps. 

End of nugget transcription 

********** 
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Reinventing self: “How do I stay relevant” is a question that all of us have to grapple with as we go 

through our respective journeys. Careers aren’t linear any more. Some of the leaders talk about how 

they managed to pivot during their journeys and significantly change trajectories. You can access the 

playlist here. 

Settling into a new context: Figuring out “where to go” is only a part of the challenge for leaders in 

transition. How you land effectively in a new context is as critical. Hair line cracks often become full 

blown fractures if not attended to carefully. Leaders talk about some key lessons Individuals could 

bear in mind as they transition across contexts (Army to Business world, US to India, MNC to Family 

Business, and Consulting to Industry/Investing etc.) 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 Podcast Whatsapp distribution group (+91 85914 52129) 

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. 

********** 

Capt. Raghu Raman - Nuggets  

 03.00 Capt. Raghu Raman - The Full Conversation 

 03.01 Capt. Raghu Raman - Armed forces as a career option 

 03.02 Capt. Raghu Raman - How the army looks for potential 

 03.03 Capt. Raghu Raman - Transitioning across cultures 

 03.04 Capt. Raghu Raman - Transitioning from the army to the corporate world 

 03.05 Capt. Raghu Raman - Establishing a common language in the army 

 03.06 Capt. Raghu Raman - Z-KITBAG: Communication lessons from the army 

 03.07 Capt. Raghu Raman - Transmitting intent down the chain 

 03.08 Capt. Raghu Raman - Building culture — Lessons from the army 

 03.09 Capt. Raghu Raman - Building grit 

 03.10 Capt. Raghu Raman - Driving mindfulness and deep work 

 03.11 Capt. Raghu Raman - In summary — Playing to potential 

About Deepak Jayaraman 

Deepak seeks to unlock 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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