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Context to the nugget conversation 

Harsh speaks about how he has grown as a leader over the years and how he has gone about 
seeking feedback from the people around him. He speaks about the criticality of setting the right 
climate for feedback for people to tell him what they think of him.  

Transcription 

********** 

Deepak Jayaraman (DJ): I think the other thing that struck me in the book Harsh was your evolution 
over time. I think, Hema Ravichandar, one of the board members, speaks about how you have 
leveraged feedback at various points in time in your growth. Give us a… the other thing I observe 
very often is entrepreneurs often don’t get good quality feedback; they have a lot of people around 
them, but very few people show the mirror. How have you approached that? 

Harsh Mariwala (HM): So, you are absolutely right. I have seen many entrepreneurs; it all depends 
on and my… I think, my journey is based on my own, shall I say, lack of education? I am just a 
Commerce graduate. So, there’s nobody who was a guide to me or a mentor to me, and I have 
always learnt my whole whatever introduction to business. Of course, I had that genetic mindset in 
terms of understanding of business, but I never knew all the competencies in terms of functional 
competencies whether it is finance or HR or marketing and my initial years I have learnt and still I go 
on learning a lot from my own talent. So, if I don’t know about something, I should have the humility 
to tell them that I don’t know, please teach me. So, I have always had that mindset of learning from 
people down the line, which has benefited me a lot. So, I over a period of time developed a very 
strong belief that I have to learn from others. Number two, I also realise that every person has a 
blind spot. I may think about something but I have not thought of a certain angle to that particular 
decision. So, whenever we have sat down in a cross-functional meeting or in a meeting which 
involves other people, very important issues, some new thought has occurred come from somebody 
else, which never occurred to me. So, I developed a very strong belief in consensus, especially for 
some strong for important organisational issues. So, combining the need to learn because of my past 
backgrounds and the need for consensus has developed a very high degree of openness in me to 
listen to others. So, if you give me feedback, and I may disagree with that feedback, but if I discard 
that feedback and tell you that this feedback is absolutely useless, you are criticising me, then you 
stop giving me feedback. But if you tell me that give me that feedback, and I said, thank you very 
much, I value your feedback, but for whatever reason I don’t agree, but please continue giving me 
feedback, you will continue doing so. So, giving that criticism versus critique is important, you are 
not criticising me or telling me instead of doing this why don’t you look at doing it like this and I am 
also accepting it. So, the way you give feedback and the way it is accepted is very, very important in 
ensuring high degree of openness within the organisation. And we have been sending all our leaders 
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to a six-day training programme on leadership style, on openness, on critique and I think that has 
played a very important role in Marico being a learning organisation. 

Reflections from Deepak Jayaraman  

DJ: I have noticed that people in positions of power, CEO, Entrepreneurs, Promoters very often don’t 
get good quality feedback. Very often they say that they have an open-door policy but my point to 
them is how many people walk through the door to have a candid conversation. I had the 
opportunity to speak to Amy Edmondson (AE) of Harvard Business School, recently voted as the No.1 
Thinker in the Thinkers 50 awards, considered as the Oscar Awards for Management Education. She 
speaks about the calculus of silence and uses the example of Bridgewater Associates to speak about 
how Ray Dalio makes it possible for people to speak with radical candour. She uses an interesting 
term “Calculus of silence” to lay out how people think about the trade-off between speaking up 
versus staying silent.  

AE: “the calculus that I describe is something that’s very simple which is that if you are at work where 
there’s an old saying better to be, better to risk being thought a fool than to open your mouth and 
prove it beyond a reasonable doubt or something like that, it’s a bad saying, but it’s wrong, right? It’s 
wrong in today’s world but the calculus is such that if you think about it this way, if I think your plan 
might be fatally flawed and I am your subordinate, you are my boss, in that moment I might be 
wrong, right? So, in that moment I can speak up and maybe save the day but maybe not, maybe you 
won’t be mad at me but maybe you will and whether or not all of that will happen is going to be 
delayed for sure. I mean your anger might not be delayed but whether or not my intuition about the 
plan was right or wrong is going to be hard to sort of figure out objectively for a while, whereas if… 
and so I am taking a risk in other words, whereas if I stay silent, there’s no risk in that. If I stay silent, I 
am just there, nobody knows, you don’t know, nobody else knows that I had a thought in my mind, I 
had an objection and I didn’t share it. So, I talk about that as this fundamental asymmetry between 
voice and silence. The voice calculus will always lead subordinates towards silence not voice. 
Therefore, as leaders, you have to override that natural instinct. Now, the Ray Dalio case 
Bridgewater is a very special case, I call it an extreme case, where he understands, he so deeply 
understands that voice calculus, that asymmetry, where silence is generally cost free and voice is 
expensive for people that he says, why don’t we flip that on its head? He says, why don’t I reframe 
silence as unethical. And think about it, it’s a really strong statement and yet there’s a way in which 
we have to agree with that statement, because if you had a concern about an important decision or 
issue in a work environment, a strategic decision or a patient care decision that doesn’t matter and 
you decided to hold it to yourself because it’s safer that way, that is unethical, isn’t it? Because you 
have training, you have expertise and we hired you to share some of that training and that expertise 
with others. And so, I think, it’s rather interesting and that’s why I highlighted in the book that Ray 
Dalio labels it as such where he just comes right out instead of saying, hey, we would love to hear 
from you, he says, hey when we don’t hear from you, you are really not doing your job. In fact, you 
are so much not doing your job that I believe it to be unethical, right? So, it’s pretty extreme but it’s 
provocative and I love that.” 

DJ: I hope you are finding the podcast of value. Do take a moment to rate and review the show on 
Apple Podcasts, Spotify or wherever else you consume the content.  

End of nugget transcription 
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********** 

Nugget from Amy Edmondson that is referenced: Calculus of silence. 

RELATED PLAYLISTS YOU MIGHT LIKE 

Leadership Development: “How do I grow” is a question that all of us grapple with. The recipe for 
success is also changing as we move from an Industrial paradigm to a Digital paradigm. This is all the 
more pronounced in a start-up context where the job outgrows you very quickly. Successful leaders 
talk about the role of mentors, coaching, listening and more in scaling up one’s capability. 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. 

********** 

Harsh Mariwala - Nuggets  

• 83.01 Harsh Mariwala - Formative years 

• 83.02 Harsh Mariwala - Tactful separation 

• 83.03 Harsh Mariwala - Remove Escape Buttons 

• 83.04 Harsh Mariwala - Breaking the Catch-22 of mediocre talent 

• 83.05 Harsh Mariwala - Growing through feedback 

• 83.06 Harsh Mariwala - Unlocking the power of the collective 

• 83.07 Harsh Mariwala - Markers of good talent 

• 83.08 Harsh Mariwala - Thinking about Next Gen 

• 83.09 Harsh Mariwala - Playing to Potential 

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. 

Disclaimer and clarification of intent behind the transcripts 
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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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