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Context to the conversation

Carol and David speak about how leaders who inherit a new context (external candidates or even
internally promoted individuals) need to tune into the vantage point based on various priorities and
preferences people in the ecosystem (within the company or outside) might have.

Transcription
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Deepak Jayaraman (DJ): Just building on the vantage point insight, | guess it is all the more
pronounced when transitions happen, when a new CEO takes charge, then discerning what is the
right vantage point is that much harder because you are also trying to make sense of the
topography, the characters, the political magnetic forces at play, so do you want to expand on how
to think about vantage point, especially in the context of a leader that is transitioning into a new
role?

David Noble (DN): Sure. So, when you look at the model of MOVE, again, it does not have to be
sequential. So, the thing that really pops for us if you are in a big new job whether you are the CEO
or not, is the vantage point because literally, whether you are being promoted into that role or you
are coming in from outside the organization, all these relationships are new in some way. Even if you
are within role, you are looking at things from a different perspective. So, your old peers are now
you are direct reports and that is a very challenging situation. So, we actually encourage leaders
coming into a role to look at all the people that are involved in that role from a 360-degree
perspective. So, it is to really understand like what is the agenda, what is needed of me, what kind of
relationship do | want to have with my new boss, even if | am the CEO, | have got a board to deal
with, with other stakeholders that are around me, like regulators or analysts or whatever, with my
team and then across my organization. So, it is actually trying to read what is actually happening
there in terms of other people interpersonally and then, how | want to meet that challenge. And
there are other things around on vantage point that also come into play when you have got a new
role. So, for example, there is mandates that are sometimes illusions or not illusions. So, you come
into a job and you are the new leader in a group and it is like, yes, you have a mandate to transform
the group, and the moment that you do that, you meet resistance from the very people who gave
you that mandate. So, there is no amount of due diligence that you can do to actually make sure that
that does not happen but how can you explore that in front. So, for example, if you are
contemplating going into a new job and you understand what you think the scope of magnitude of
the challenges, you just say like, well, okay, and what happens if we need to take the group in this
kind of organization. And if you hear, oh yeah, that is okay, okay, let us keep pushing on that a little
bit further, well, what if that means a massive investment, what if that means a massive
transformation, what if that means a new type of acquisition, what if that means a product
extension. So, you get more and more specific and if the answer is yes, all the way through, it is like,
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okay, that is not a red flag. But often when you ask those kinds of questions, it makes it more real to
the person that you are talking to and they will say things like, oh, well, you know, it would depend
on the circumstances, that is a red flag and that is something to really push on to make sure that
your perception of the mandate is as close to reality as possible. The other thing is, just one other
thing which really pops for us for people get into new jobs is, there is this tendency to want to do
too much too quickly. So, if you do not read the organization's capacity that you have got, you can
make people tip over and that can make you not succeed. So, it is like having enough self-awareness
and self-regulation to calibrate how hard you are pushing the organization and to be able to read
them as well. So, all these things are vantage points and then, being able to step into other people's
perspectives as much as you could step into your own perspective which is part of diversity and
inclusion, all those are important dimensions in a new role too.

DJ: Hmm. Got it.

Carol Kauffman (CK): Yeah, we have a whole chapter on that by the way, | am stepping in, so we
have two chapters on that and it is interesting you picked up on that because the first half of the two
chapters is just on the vantage point of a new CEO and new leader. And then, the others are the
mindful alertness, the options generator and engage and effect change of that leader, so that is
great. So, you were asking about E.

Reflections from Deepak Jayaraman

DJ: I am reminded of an insight from R Gopalakrishnan (RG) who has studied fault lines in Leadership
Transitions and has authored the book CRASH which profiles 15 high profile hires who couldn’t quite
land and despite a lot of fanfare ended up as a failure. He speaks about the criticality of discerning
the pecking order of stakeholders.

RG: “So, one of the things | learnt, | am not sure where | learnt it, how I learnt it but | am sure | learnt
it from somewhere or the other some experience is if you want to change things in the organization
which you are going to lead or be a leader of first you have to change yourself. The so-called
objective metrics are actually subjective in the sense they focus on increase profits by 20%, diversify
into X or Y, which are all fine, but those depend on the context. So, we set targets for various
companies in February for the year 2021, who the hell knew Covid was coming? So, the context has
changed and therefore the performance metrics automatically change, coming to the other part, the
invisible part, boards are not interested only in your achieving objectives, they are interested in how
you achieve the objective also. It is stylish to say just deliver me the results, | don’t care how you do it
but in reality, we are interested how they did it also. If a CEO is slitting a few necks every night to
achieve his results, then you have to accept that there’s a criminal case building up. So that’s what |
mean by the soft part, there are multiple stakeholders, you know, you have so far grown in your
career thinking | have one boss, if | satisfy him everything is all right. Your board itself has a chairman
and directors who have been around 20 years, directors who have been around 2 years but then you
have your leadership team, your subordinates if | may use that word, then you have your
stakeholders your shareholders, you have your allies, you know, suppliers, vendors, bankers and
depending on the way you act and behave the pecking order emerges. If you are a very strong
domain person, so you have been in the auto industry for 30 years and you joined an auto company
then you pick up the phone and start energizing your old network, you know of some fellow who
supplies very good components. That might be misinterpreted in your new environment you are
doing that because you were a head of purchase in some other auto company you don’t sort of bring
in all your old buddies, but then very strong in recruiting talent and then you go and fill up the place
with people from your own company or perceive to have done so even whether you have actually
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done so or not and people don’t like that. So, | use the word pecking order of stakeholders to mean
what was in your strength until the other day can play out to be a weakness. So, while you must have
a 360-degree approach to all your stakeholders without doubt the angles of the pie keep changing
depending on who is the person who’s there. | have known situations where people say that, you
know, he came from so and so place, he has filled it up with people from that place. It’s not at all
uncommon in CEO transitions.”

DJ: I like what Gopal says. Even what seem like objective metrics are often subjective to context.
Being able to read the room and discern the various vantage points can be a big advantage as you

settle into a company.

Thank you for listening.

End of transcription
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Nugget from R Gopalakrishnan that is referenced: Discerning the pecking order of stakeholders.

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, 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.

NI A T AT EYEET [ BN NN FWEJPod 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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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
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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.

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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