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Context to the nugget

As organizations grow from being start-ups to more established businesses, their leadership needs
and demands also change and vary. In this nugget, Kartik traces this spectrum of leadership
inflection points and maps it with funding cycles.

Transcription
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Deepak Jayaraman (DJ): Focusing on the journey, | am curious about how the leadership ask shifts
along the way. Give us a sense of how you see the leadership asks shifting and what are the
inflection points the way you see a start-up grow?

Kartik Hosanagar (KH): | think, early on, you are operating in an environment where there’s
complete lack of structure and resources. The question is, how do you even start? How do we get
the resources we need? How do we convince the right people to join? So, the leadership ask at that
point really is, can you thrive in unstructured environments? Also, the leadership ask at that point
involves holding on to enough control to be able to influence outcomes. With the lack of resources,
you cannot delegate away. You have to take charge, and you have to take control. | think handling
lack of structure, and maintaining control, and using it effectively are the big leadership asks early
on. Later in the life of a company, it’s like a switch that flips the other way. You have lots of
resources and the question then almost becomes, how you build more structure to let employees
thrive, so that they don’t have to solve basic problems and they can assume the structure is in place
and just execute away. You have to build a very strong management team, hire able people, and you
have to let go of control, and let them run with it.

DJ: If we could map this with the funding cycle for a minute, if could take those moments in time,
let’s say Series A funding, Series B funding, would you be able to map the shifts and leadership
requirement with some of these points?

KH: Yeah, absolutely. So, what | mentioned initially, in terms of unstructured environment and
maintaining control to influence outcomes, that’s very relevant definitely pre-seed, post-seed as
well, including leading up to Series A. Series A is when you start to see a minor switch happening, not
a major one, but you suddenly have resources. So, you have money and you no longer have to ask
yourselves, how do | generate money, how do | convince somebody to work without giving them,
say, market salary? But you still have to maintain control and you still have a lack of structure and
you have to, just around that time, start to build some structure. | would say Series B is typically the
point where the switch really happens, almost completely, where now it’s time to focus on building
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a very strong and complete management team and building great structure. You are no longer
dealing with a super exciting phase of a company, where its market discovery, customer discovery,
even defining what the product looks like. It's more mundane, day-to-day management, and you
have to be excited by that. So, now, it’s the more traditional management skills that start to play.

DJ: In your experience, are there points in time, where you think the founders should start asking the
question if they are the right people to lead the company or should they step off the driver’s seat? Is
it fair to say Series B is around the time they need to start soul searching and ask the question if they
are still fit to lead the company? What’s your experience in that role?

KH: I would say, that in terms of when a founder should ask, ‘Am [ still the right person to lead the
company’ — Of course, you and | realize that when we say Series A, Series B, Series C, it’s not like
these are clear, well-defined milestones in a company. It’s just a rough sense of amount of market
traction you have, so that an investor puts in a certain chunk of money — but | would say, the typical
point is indeed around Series B. But it could be anywhere from Series A to Series C, depending on
the type of company and the type of financing round we are talking about. | would say median is
probably Series B, early would be Series A, and late would be Series C, perhaps. But roughly around
this time, you have to say to yourself, ‘The company is changing. Am | still the right leader for the
company?’

Reflections from Deepak Jayaraman

DJ: A lot of companies often have the founder as a CEO as a default. But as a business often goes
through inflection points where what the business needs shifts significantly, it is critical for the board
and the chairman of the board to ask the question what sort of a leader does the business need
given where it is and then ask the question does the founder fit that profile rather than assuming
that the founder is the right CEO by default. Thank you for listening.

End of nugget transcription
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RELATED PLAYLISTS YOU MIGHT LIKE

Inflection points: Inflection points are when the notion of “what got you here won’t get you there”
hold. Whether it is a company moving from a start-up to a scale-up or a leader moving from a CXO to
a CEO role, these passages of play have to be navigated carefully as there is a high risk of derailment.
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.
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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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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.

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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