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Context to the nugget

Arun talks about how one can listen to build credibility in a new context, especially if you are in a
situation where you feel you do not have the capabilities on Day 0. He talks about how he learnt
from Sumant Moolgaokar by watching him interact with people across hierarchies including how he
would engage with the gardener. He shares that it is critical that we move from a “I will teach” to a “I
will learn” mindset when you move to a new context.

Transcription
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Deepak Jayaraman (DJ): What’s your sense on missed opportunities when leaders transition from
context X to context Y, while there are enough books written on what they should be doing what do
you thing people don’t do enough of in these situations?

Arun Miara (AM): Let me go back to my Tata’s years, | learnt a lot because of the challenges that |
was given by the chairman of the company Sumant Moolgaokar, | was in my 20s only late 20s when
our then General Manager of this was very large and very operational in Pune had a heart attack and
he was a very strong leader he was at top of everything, he knew everything checked on everything
and he made sure things happened and because of that perhaps he got a heart attack in his 50s and
immediately had to be taken off for few weeks so there was a vacuum there because strong leaders
don’t develop others also so there were very good experienced people at the second level but they
hadn’t been given a chance to exercise decisions for themselves as also the chairman Mr.
Moolgaokar was feeling that this is no way to developing leaders what was going on there that we
are getting results, this top man getting the best of the experience of the others and technical skills
of the others and producing results but he is not developing leaders so here was the instance that if
the bus strikes the guy you better have someone else available so the bus struck this guy and there
was no one available so he sent me immediately to say you are now the acting general manager now
that was a shock because | was an executive assistant to him in my 20s and stuff, | mean me going
and being the boss of these guys who were in their 50s and who have built things in Jamshedpur and
win around the world and me, | mean what can | teach them? Or tell them as a world | used
perhaps, someone said Miara you are not going there to teach anyone, you are going there to learn
and by listening to them you will learn, listen to them and learn and he didn’t say the rest but | can
now complete the sentence for the rest so they will respect you and they will follow you and that’s
what happened, | mean this advice from this person just switched, don’t go to teach, go to learn to
learn, listen and he himself Mr. Mulgavkar was a great example of the deepest listener | know, he
would listen to the gardener and ask him, the plant is doing very well how come? And the person
would talk in his language about plant and he would ask him about where did he learnt that from
after all he is just a gardener without an education, so his listening to people and their lives what
they did in their skills and how things were produced by different sorts of people, so observing him
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on one side and then when you are asked to do it then | said ok | have got an example here and |
would keep observing him, you keep come down to the factory every week to go around with me
and he would do the listening to the others and | would listen to his listening, you know what’s he
asking for? And what are people saying? It was wonderful, that experience.

DJ: When one gets appointed as a leader of an organization, people often expect that you have the
answers you have the experience you have the background and sometimes coming across as a
listener, people start saying what’s the value add? How do you sort of battle that quick judgement
that people often form of you when you come in from that sort of context?

AM: | was being reminded by him saying look | am going there with this anxiety about what people
will think of me? So, don’t be anxious what people are thinking about you? Switch your inner
concerns toward what am | learning? Who are these people? Just start paying attention to them and
what | noticed and learnt them was they no longer are judging me. In fact they were appreciating me
you see so that thing went over once | did the switch inside, that’s not about me my ego and failing
my ego threatened, it was my curiosity and which was found by them to be that | was being humble
and so therefore respect and | was learning by the questions | was asking them in the spirit and the
guestion wasn’t say why not did you do this what have you done wrong but just really curious about
their success and their concerns and it was a great relationship.

Reflections from Deepak Jayaraman

DJ: Listening when you are in a new context is often counter-intuitive to a lot of people that are keen
to assert their power and influence by taking charge and by showing “who is the boss”. But if you
really are looking to drive change over the long-term, listening to build trust and a nuanced picture
of what is going on is critical before you come up with the Theory of Change that will take the
organization forward. Ravi Venkatesan (RV), one of my earlier guests spoke about this when he
spoke about his appointment as the Chairman of the Board at Bank of Baroda.

RV: “what you have to do in is listen intently and | did | made it very conscious effort to listen to a
bunch of people retired chairman of a bank of Baroda so it helped me understand from your
perspective, what | should do what the issues are? How would you handle them? And you get a
certain perspective, | went and spoke to Waghul of ICICI and P.J. Nayak of axis Bank because they
had, they have been around and seen revolution of banking sector, | met a lot of our own employees
and so forth, so from this you begin to piece together first the situation and then out of that emerges
a theory of change which is, what interventions are really going to Make a difference and who are
going to be an important alliances if you don’t listen and you start to imide you are coming with the
point of view you starts jumping into action right away you going to make a lot of mistakes because
you hadn't built this nuance and reasonably accurate picture of the landscape”

DJ: Ensuring that we listen to a range of voices and form a nuanced picture before we move forward

is critical especially when we move to a new context. Thank you for listening. For more please visit
playtopotential.com.

End of nugget transcription
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Nugget from Ravi Venkatesan that is referenced: Listening intently during Transitions.
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RELATED PLAYLISTS YOU MIGHT LIKE

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.

Listening: When you talk, you are only repeating what you already know. But if you listen, you may
learn something new”. This is a quote by Dalai Lama. Several leaders talk about their experiences
with listening and how they have grown with it. More specifically, leaders also reflect on the
criticality of listening when transitioning into a new context. You can access the playlist here.

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.

W TTZ-L RN ELCE T BN NI Y Pod cast 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.
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Arun Miara - Nuggets

e 34.00 Arun Miara - The Full Conversation

e 34.01 Arun Miara - Art of asking good questions

e 34.02 Arun Miara - Steering by listening

e 34.03 Arun Miara - Giving feedback by listening

e 34.04 Arun Miara - Having deep conversations at scale
e 34.05 Arun Miara - The art of facilitation

e 34.06 Arun Miara - Judgment and values

e 34.07 Arun Miara - Listening & "Thinking fast and slow"
e 34.08 Arun Miara - Being heard in a noisier world

e 34.09 Arun Miara - Reinventing oneself at 45

e 34,10 Arun Miara - Transitioning across contexts

e 34.11 Arun Miara - Leadership in an open system

e 34.12 Arun Miara - In Summary - Playing to Potential
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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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