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Context to the conversation

Carol and David speak about Validating the vantage point that a leader has. They speak about the
various elements of a vantage point — resolution, level of detail, biases, near term vs long term and
more.

Transcription
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Deepak Jayaraman (DJ): Let us move to the V, the vantage point. In the podcast sometime back, |
had an opportunity to speak with Amy Edmondson of Harvard Business School and in that
conversation, she used a term naive realism which said a bias that leaders fall into which is to say
that what | see is all that is and when | read the V, it felt like a very concrete way of overcoming that
bias. Am | reading this right or is this a different interpretation of...?

Carol Kauffman (CK): No, it is absolutely, you are totally reading it right and | forgot about that. So, |
am very happy to be reminded. To validate your vantage point, the first question is, how do | assess
if | have a good vantage point, as a leader how do | assess if one of my reports has a good vantage
point, so what is the cure for naive realism. And we think first, four ways to describe what a 10 out
of 10 in a good vantage point is and then, we have another section on what is it that can distort your
view and how to be grading yourself on both of these. The positive one is, is your vantage point and |
will describe each one, is it clear, is it at the right kind of resolution or definition, is it broad enough
or narrow enough or is your altitude right. And it would be clear, okay, am | looking at the world
with rose-colored glasses and | am thinking everything is going to work out, of course, | am right. Or
are you working with charcoal-colored glasses and nothing is going to work right and you are not
going to be happy at this, so the emotional tone... Then, are you near-sighted, so you are maybe
great with tactical things but not good with strategic, or you are far-sighted, you are really great.
Here you are at the top of the skyscraper of your career but people are like little ants and you have
lost track with your frontline people. So, these are things to be thinking about, you know, rose-
colored glasses, charcoal glasses and are you near-sighted, far-sighted. And sometimes with one
leader, you will basically, one person is like near-sighted and far-sighted but nothing in between, so
that is clear. The next one is basically resolution, do you need a high-definition view, do you need
that, 5,000 super high clear but we all have an attention budget, so you can blow your wad too early
if you are that level of attention on everything. So how do you make the choice of what do | really
focus on clearly and where is it okay to have an impression as a view, so that is resolution. Then,
breadth and depth are a little more obvious which is, to do what | am doing, can | look at the entire
horizon, is that ideal or do | want to narrow in. If it is creative brainstorming, you want a wide view,
peripheral view because two dots may suddenly, you can see them at the same time but if you are
doing a budget, you better not be doing blue sky thinking. And the same with altitude, Rosabeth
Kanter's work on zoom in zoom out, do you want to be a hawk or a hummingbird in this situation. So
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those are the four things to look at like four ideal vantage points. But then, what can distort your
vantage point and we need to be very much aware of that, some things are conscious, some are
unconscious. Some of us, we all have biases, familiarity bias, attribution bias, but we also have
cognitive styles that are not necessarily content biases but there are just ways we think. And then of
course, there is unconscious bias and things that we do not even know that we do not know and
blind spots. And in the book, we go in detail on all of these, including the | do not know what | do not
know, or the one that is really interesting for coaches as, what is it that | do not know that | actually
know and how good coaching questions or self-reflections can go, oh, that is what | think. So that is
the V, that is the vantage, and as David says, whoever sees things first has a, pardon the pun,
advantage.

Thank you for listening

Reflections from Deepak Jayaraman

DJ: Very often as a CEOQ, you need to think of the various perspectives with which people look at a
situation and have a view on what success would be in that context from their lens. Ramesh
Srinivasan, Senior Partner at McKinsey, Dean of Bower Forum, McKinsey’s program for CEO learning
speaks about the notion of discerning the mandate.

RS: “At one level, you know, as a CEO nobody tells you exactly what you should do. So, it’s your job to
figure out what’s your mandate. And back to this topic of stakeholder capitalism, it’s a mandate you
have to establish with your customers, with your employees, with your investors, with society at
large, with your family and it’s very important to be clear on the mandates that you have and that
mandate actually evolves over time. Early in a CEO tenure there might be one or two things critical
things that need immediate attention, which if you ignore could result in a crisis and then later on
once you have settled in in your role, you actually have an opportunity to establish an even bolder
broader mandate to drive change in the system whether it be your own company or the broader
system that you are participating in. So, reflecting on that mandate and then thinking about the
unique challenges that come in the way of accomplishing that mandate | find quite helpful for CEOs.”

DJ: As a leader it is critical to ensure that you get the right vantage point before you pick an option

and move forward to a solution. And this requires deep empathy, the ability to put yourself in
someone else shoes.

End of transcription
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Nugget from Ramesh Srinivasan that is referenced: Discerning the "mandate".

RELATED PLAYLISTS YOU MIGHT LIKE

Judgment: Judgment is a key trait that differentiates the great leaders from the average ones. How
do you make decisions and exercise choices in a world full of options and grey areas with multiple
stakeholders around you. In addition, the playlist has nuggets that discuss how one creates a climate
for the people around you to exercise good judgment. You can access the playlist here.
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Mindfulness: Given we live in a world with exponential increase in content creation and with firms
like Google, Facebook, Amazon and Apple vying for our attention, it is quite hard to reclaim our own
space and attention. In this context, being mindful could be a key differentiator and a competitive
advantage. Some leaders talk about how they created that space for themselves amidst the noise.
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 el [ I3 RN EYLE o o W [ g1 oJ0T o] W-{ Lo T [ N E= I 13 b U oy i b 10)

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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Carol Kauffman - Nuggets

e 102.01 Carol Kauffman and David Noble - The MOVE framework

e 102.02 Carol Kauffman and David Noble - 3 Dimensions of Mindful Alertness
e 102.03 Carol Kauffman and David Noble - Way power over Willpower

e 102.04 Carol Kauffman and David Noble - Validating the vantage point

e 102.05 Carol Kauffman and David Noble - Vantage point during transitions

e 102.06 Carol Kauffman and David Noble - Engage and effect change

e 102.07 Carol Kauffman and David Noble - MOVE in a Coaching Context

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

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.
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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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