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Prologue 

 

This book is written for those who aspire not merely to work, but 

to lead. Over the last four decades, I have had the privilege of 

building, transforming, and scaling organisations with tens of 

thousands of people across industries, countries, and cultures. I 

have seen people rise to the top—not always because they were the 

most talented, but because they understood the real game of 

leadership, influence, trust, and timing. 

Success in corporate life is not simply about hard work. Many 

people work hard, yet remain unnoticed and unrewarded. The 

corporate world rewards those who combine competence with 

presence, credibility with communication, and ambition with 

emotional intelligence. This book reveals that journey. 

If you are willing to learn, reflect, and apply, this book will change 

the way you work—and the way leaders see you. 

 

  





Introduction 

 

Every professional enters their career with the hope of rising—rising 

to leadership, rising to recognition, rising to impact. Yet only a 

small percentage reach the top. The difference is rarely knowledge 

alone. It comes from understanding four truths: 

1. Organizations are human systems, driven by relationships, 

not only results. 

2. Perception often shapes opportunities more than 

performance alone. 

3. The ability to influence and inspire matters more than 

simply instructing. 

4. Leadership is not a title—it is a presence. This book will help 

you build that presence step-by-step. 

What Is The Influence Code? 

The Influence Code is the system I have developed over three 

decades to build, maintain, and leverage influence throughout a 

leadership career. It synthesises seven fundamental elements: 

Credibility through consistency — Building trust through reliable 

delivery 

Strategic visibility — Ensuring your value is recognized 

Relationship capital — Developing networks that amplify influence 

Political intelligence — Understanding how decisions really 

happen 

Executive presence — Projecting confidence and capability 



Value creation — Making others successful 

Long-term orientation — Building legacy, not just career 

Throughout this book, you will learn how to master each element 

and integrate them into your leadership practice. 
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Code 1: The Elevator Moment: A 

Story of Preparation and Opportunity 

I once mentored a young manager named Raghav. Brilliant, 

hardworking, and deeply committed, yet he remained unnoticed. 

One day, he entered an elevator and found himself standing next 
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to the CEO. Raghav froze, unsure of what to say. The CEO smiled 

politely and stepped out. A ten-second window, gone forever. 

"Sir, I wish I had spoken," he told me later. 

Moments like these define careers. Leadership is not only about 

skills—it is about readiness. The world does not wait for those who 

hesitate. It rewards those who are prepared to step forward with 

clarity, confidence, and purpose. 

This book will help ensure that when your elevator moment comes, 

you are ready. 

When I first stepped into a senior leadership role, the biggest shift 

was not the title—it was the expectations. Suddenly, performance 

was assumed. The question was no longer whether I could deliver, 

but whether I could drive others to deliver consistently across varied 

conditions, pressures, and constraints. 

To rise, you must learn to see beyond tasks and begin to interpret 

patterns—patterns in behaviour, communication, ambition, and 

alignment. The corporate world is predictable once you learn the 

patterns. 

 

At senior levels, nobody wants a brilliant but unpredictable leader. 

The real value is in being reliable under pressure. Leaders ask 

themselves one question silently: 

"If the company hits turbulence, can this person stay calm and guide 

others?" If the answer is yes, your journey upward accelerates. 

 

Authority is granted by role. Influence is earned by judgment and 

presence. 
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I once led a business unit where I technically had the highest 

authority, but real influence depended on how effectively I could 

align operations, finance, HR, and client stakeholders toward a 

unified direction. Authority allowed decisions to be made. 

Influence ensured decisions were accepted. 

Having operated as CEO in multiple organisations, I can say with 

certainty that the view from the top is fundamentally different. 

When you lead at scale—whether managing 500 employees or 

50,000—the most valuable asset is clarity. Clarity of direction, clarity 

of communication, and clarity of expectation. 

Leaders who rise are those who simplify complexity for others. 

 

Early in my career, I believed merit was enough. Over time, I 

learned that credibility is built through consistent delivery and the 

strength of professional relationships. People rise when others 

advocate for them—especially when they are not in the room. 

This is why political awareness is not manipulation—it is situational 

intelligence. 

 

In both corporate and entrepreneurial environments, crisis 

moments reveal the true capacity of a leader. The pressure clarifies 

who can think independently, who can take responsibility, and who 

collapses into excuses. 

A leader's reputation—one that lasts a lifetime—is built on how they 

behave when circumstances are not in their favour. 
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To rise to the top, understand this: You are not just managing 

tasks—you are managing perception, alignment, trust, and 

direction. 

Your real job begins when you stop focusing only on what you do 

and start focusing on how the organisation moves—how decisions 

are formed, how influence flows, and how leaders are defined.  
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Code 2: Performance vs. Perception 

 

Ashok was extremely competent but spoke with excessive detail. In 

leadership meetings, he was often cut short. When he learned to 

summarise the impact first and detail later, he began to influence 
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decisions. He did not become smarter—he became strategic in 

articulation. 

The lesson: What you say is important, but how you say it 

determines influence. 

In every organisation, performance is measured, tracked, and 

reviewed. There are dashboards, scorecards, quarterly reviews, and 

targets. This leads many professionals to assume that if they 

consistently deliver their numbers, their growth is assured. 

But senior leadership does not make promotion decisions on 

performance alone. They promote based on perception of 

capability, reliability, influence, and strategic maturity. 

The gap between how well you perform and how well your value 

is perceived is where careers either accelerate or stall. 

Performance Is What You Do. Perception Is How Your Work Is 

Understood. 

Early in my career, I once led a major turnaround initiative in a 

business unit that was struggling with declining revenue and low 

morale. The operational restructuring worked. Numbers improved. 

Customer satisfaction strengthened. Internally, the team became 

more aligned. 

Yet, despite the results, recognition did not come immediately. 

The issue was not the work. The issue was that the narrative around 

the work had not reached the decision-makers. 

Senior leadership had seen the numbers, but they had not seen the 

leadership behind the numbers. 

This was my first deep lesson in perception: 
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If you do not actively shape the narrative of your contribution, 

the organisation will form its own—and it may not reflect your 

true value. 

 

Many professionals hesitate to communicate their achievements 

because they equate visibility with self-promotion. This is a 

misunderstanding. 

Self-promotion highlights the person. Strategic visibility highlights 

the business outcome. 

For example: 

Self-promotion: "I worked very hard to complete this

project."

Strategic visibility: "This initiative increased customer

retention by 14% and reduced service time by 22%. The

team executed with discipline and clarity."

One is personal. One is professional. 

Leaders listen to outcomes. 

 

At the top, decision-makers are assessing five things: 

1. Consistency—Do you deliver reliably, not occasionally?

2. Clarity—Do you simplify or complicate problems?

3. Judgment—Do you make decisions aligned with

organisational direction?

4. Trustworthiness—Can they depend on you silently?

5. Influence—Can you move people without using

authority?
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Your performance may answer the first question. Your visibility 

answers the remaining four. 

 

To ensure that your work is recognised correctly, use a disciplined 

communication rhythm: 

1. Proactive Updates—Share progress before being asked. 

2. Outcome Language—Speak in business metrics, not 

effort. 

3. Credit Your Team—It builds loyalty and elevates your 

leadership brand. 

4. Communicate Calmly Under Pressure—Stability is 

valued more than speed. 

5. Connect Work to Organisational Goals—Show strategic 

alignment. 

This shifts perception from "You did the work" to "You are ready to 

lead at a larger scale." 

 

In one of the organisations I led, there was a young manager—

bright, committed, and disciplined. His performance was 

exceptional. Yet for two years, he received only incremental role 

expansion, not real elevation. 

The issue was not his output. It was that his work was known only 

within his department. 

I advised him to: 

 Present quarterly results directly to cross-functional heads 

 Share strategic rationale behind decisions, not just 

outcomes 
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Volunteer for cross-unit initiatives

Within one year, he became one of the most spoken-about young 

leaders in the organisation—and soon after, he was promoted. 

His talent was always there. What changed was the perception of 

his leadership capacity. 

 

Performance is necessary for credibility. Perception is necessary for 

advancement. 

If you want to rise to the top: 

Deliver consistently

Communicate strategically

Align visibly with leadership direction

Because in senior leadership: 

Your success is not just what you achieve. It is what others 

understand you are capable of achieving again, on a larger scale.  
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Code 3: Building Executive Presence 

Executive presence is not about loudness or authority; it is the 

ability to command respect without demanding it. 

It is a blend of confidence, clarity, calmness, and consistency. 
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True confidence is not loud. It is the quiet assurance that: 

You do not need validation to act.

You are prepared when opportunities appear.

Build it by:

Preparing more than others.

Staying calm in uncertainty.

 

Leaders who rise are concise. They do not overwhelm with details—

they guide thinking. 

Speak like this: 

Support with 2–3 key points.

End with a decision or question.

 

Your body speaks before your words: 

Steady eye contact.

Strong but relaxed posture.

Purposeful gestures.

Presence is physical before it is intellectual. 

 

People respect those who behave the same way in: 

Stress

Success

Conflict

Uncertainty
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 Consistency = credibility. 

 

Ritika, a senior manager, never competed to speak in meetings. But 

whenever she spoke, she spoke with clarity: 

Problem 

Solution 

Impact  

She didn't perform for attention; she influenced decisions. 

Lesson: Leaders are remembered not for many words, but for 

meaningful words. 

 

Atul did not dominate discussions. He elevated them. He asked: 

 "What are we missing?" 

 "Who will this decision impact?" 

 "Is this aligned with our long-term direction?" 

His questions made others think deeper. 

Lesson: Presence is not about control. It is about raising the 

quality of conversation.  
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Code 4: Understanding Power and 

Influence 

To rise to the top, it is not enough to work hard. You must 

understand how power works inside organisations. 

Power is not force. Power is the ability to get things done through 

people, systems, and relationships. 
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People are given influence when they are seen as valuable. Value 

can be created in several ways: 

 By solving important problems 

 By enabling others to perform better 

 By improving efficiency or reducing cost 

 By building strong, trusted relationships 

The more value you create, the more influence you gain. 

 

Influence grows when people trust your judgment. Leaders do not 

push their ideas—they create alignment around them. 

How to build influence: 

 Understand the motivation of stakeholders 

 Support others publicly 

 Offer solutions, not complaints 

 

Decisions at top levels are rarely based on just logic. They are 

influenced by: 

 Timing 

 Stakeholder alignment 

 Risk appetite 

 Organizational politics 

 To rise, you must learn to read these dynamics. 
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Your network is not the number of contacts you have—it is the 

number of people who will act because you asked. 

Build relationships by: 

Helping others without expecting return

Staying reliable in commitments

Showing respect even under pressure

 

Sonal was not in a senior role, but she consistently helped other 

teams complete critical tasks. When key decisions were being made, 

people invited her into the conversation. She had no formal 

power—but she had trust capital. 

Lesson: Power is not in the title—it is in the trust you build. 
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Code 5: Being Seen as a Leader Before 

You Have the Title 

Leadership is not something you receive when you get a title. The 

title is simply an acknowledgement of leadership that others can 

already see in you. Those who rise the fastest are the ones who begin 
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acting like leaders long before the organisation formally names 

them one. 

Shift your Identity First

Ask yourself: 

Do I see myself as someone responsible for outcomes

beyond my role?

Do I help others succeed, even when it's not required?

Do I think about the organisation, not just my

department?

Leaders think wide, not narrow. They consider the impact of their 

actions on teams, partners, customers, and long-term direction. 

 

A non-leader says: "This is my task." 

A leader says, "This is the outcome I am responsible for." 

When something goes wrong, leaders do not wait to be asked. They 

step forward. 

Ownership signals leadership. 

 

Clarity: Simple words, clear point

Context: Show understanding of the bigger picture

Calmness: Do not rush; calmness signals control

People trust those who are clear thinkers. 

 

Leaders lift others. 
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Publicly acknowledge contributions.

Correct gently, one-on-one.

This builds respect, which is the foundation of influence. 

Think in Terms of We, Not I

Replace phrases like: 

"My work"  "Our result"

"My success"  "The team's achievement"

Leaders speak from a collective identity, not an individual one. 

 

Rahul was not the most experienced in his team, but he 

consistently: 

Helped new members learn faster

Took responsibility for outcomes

Communicated clearly and calmly

Showed maturity in difficult situations

When leadership roles opened, his name came up first—not because 

he had the title, but because he was already behaving like a leader. 

Lesson: Leadership is recognised before it is rewarded. 
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Code 6: Managing Up—Working 

E"ectively with Senior Leadership 

Many professionals focus on managing their teams and 

responsibilities, but few learn how to manage their relationship 
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with senior leadership. Those who rise to the top understand that 

managing up is a strategic skill, not flattery. It is the ability to align 

with your leader's priorities, communicate effectively, and earn 

their trust. 

 

Every leader operates under constraints: targets, budgets, deadlines, 

board expectations, and political pressures. 

When you understand their pressures, you begin to see the bigger 

picture. 

Ask yourself: 

 What is most important for my leader this quarter? 

 What result are they being evaluated on? 

 How can I make their success easier? 

When you help your leader succeed, your value rises. 

 

Senior leaders do not have time for long explanations. They need 

clear status, risks, and decisions. 

Use this format: 

 What is happening (current state) 

 What is the risk or challenge? 

 What decision or support do you need 

This shows maturity and ownership. 

 

Anyone can raise problems. Leaders value those who come with 

options, not obstacles. 
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Say: "We have encountered this issue. Here are two possible 

solutions. I recommend Option A because…" This signals 

leadership thinking. 

 

When senior leadership knows: 

You deliver on time

You deliver without excuses

You communicate before issues escalate

They see you as "dependable under pressure"—a key factor for 

promotion. 

 

Some leaders prefer written summaries. Some prefer quick verbal 

briefs. Some want daily updates; others want weekly. 

Observe  Understand  Adapt. 

Influence grows from alignment, not friction. 

 

Vivek joined a multinational firm as a junior analyst. Instead of 

waiting for instructions, he: 

Understood his manager's quarterly targets

Organised data in formats that helped decision-making

Communicated updates before being asked

His manager began relying on him. Soon, leaders from other 

departments started requesting Vivek. He became visible. 

Within two years, he was fast-tracked to a leadership role. 
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Lesson: You rise fastest when senior leadership sees you as 

someone who makes their priorities happen. 
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Code 7: Handling O#ce Politics with 

Integrity 

Many professionals say, "I hate office politics." Yet politics simply 

means: 

How decisions are made and how influence flows in an 

organisation. 
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Avoiding politics does not protect you—it sidelines you. Navigating 

politics with clarity and integrity is a leadership skill. 

Understand the Political Landscape

Every organisation has: 

Key decision makers

Gatekeepers of information

Leadership is about reading the room, not just doing the task. 

Ask yourself: 

Who influences decisions in my environment?

What are their priorities, fears, and motivations?

How do they communicate and align?

When you understand the environment, you act strategically—not 

reactively. 

Reading Your Environment: When to Build, When to Leave 

Your success depends not just on your talent, but on where you 

apply it. Some environments accelerate growth. Others suppress it. 

Learn to recognise the difference. 

Environments Worth Your Investment 

The Developer Culture

Leaders hire people smarter than themselves. They create stretch 

assignments. They celebrate your promotions. Your success is their 

success. 

You know you're here when: Your manager asks about your career 

goals. You get challenging projects. Senior leaders know your work. 

Former employees are spoken of with pride. 
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What to do: Learn aggressively. Seek feedback. Take on difficult 

assignments. Stay as long as you're growing. 

The Collaborative Culture

Cross-functional input matters. Diverse opinions are valued. 

Expertise trumps hierarchy. 

You know you're here when: Meetings include multiple 

departments. Your recommendations influence decisions. Ideas 

win regardless of who presents them. 

What to do: Come prepared with solutions. Build relationships 

across functions. Demonstrate strategic thinking. 

The Meritocracy

Performance determines advancement. Results matter more than 

politics. The path from your level to the next is clear. 

You know you're here when: High performers advance predictably. 

Promotions are transparent. Track record matters most. 

What to do: Focus on results. Document impact. Build your track 

record. 

Environments to Exit Strategically 

The Insecure Manager

Feels threatened by talent. Withholds information. Takes credit for 

your work. Wants you dependent, not growing. 

You know you're here when: Information is rarely shared. Your 

ideas become your manager's ideas. Development requests are 

deflected. 

What to do: Document achievements. Build visibility with other 

senior leaders. Prepare to move. 
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 The Saboteur 

Actively undermines talented people—even after they leave. Poor 

references despite strong performance. Some even contact your 

new employer. 

You know you're here when: Former colleagues mysteriously lost 

opportunities. References are controlled tightly. You hear stories of 

sabotaged departures. 

What to do: Exit carefully. Get references from clients and peers 

first. Build your network discreetly. Leave before it's too late. 

 The Shadow Cabinet 

Common in family-owned companies. Long-time loyalists hold real 

power. Professional merit matters less than personal loyalty. 

You know you're here when: Key decisions happen in conversations 

you're not part of. Long-tenured employees override senior titles. 

Professional recommendations are regularly ignored. 

What to do: Map the informal power structure. If it's immovable, 

consider whether merit will ever matter here. 

 The Strategic Decision 

Before accepting or staying in any role, ask: Does this environment 

reward the behaviours I'm willing to give? 

If yes, invest deeply. If no, plan your exit. 

The truth: You cannot change toxic cultures from below. You can 

only choose whether to stay or leave. 

Some environments nurture talent. Others diminish it. Recognise 

the difference. Your career depends on it. 
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Politics becomes negative only when people make it personal. 

Leaders stay objective. 

If someone disagrees with you, focus on: 

The issue, not the person 

The Solution, not the blame 

This keeps your credibility intact. 

 

Gossip looks harmless, but it quietly shapes perceptions. 

Do not participate. Politics is often won simply by not losing 

reputation. 

If someone tries to pull you into negativity: 

Say: "I'd rather focus on the outcome—what's the best way forward?" 

This positions you as solution-oriented. 

Build Alliances, Not Factions

Factions divide. Alliances connect. 

An alliance means: 

Mutual respect

Clear communication

Shared goals

You support others publicly and settle differences privately. This is 

how trust grows. 

 

Sometimes politics tests your values. Leadership is proven when: 
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 You stay honest even when shortcuts look easy 

 You speak up respectfully when something is wrong 

 You protect your self-respect first 

Integrity builds long-term influence. 

 

Niharika worked in a highly political division. Instead of aligning 

with gossip groups, she: 

 Focused on consistent performance 

 Communicated transparently 

 Built cross-team relationships based on respect 

Over time, others learned that her word could be trusted. 

When leadership changed, she was promoted—while others 

scrambled. 

Lesson: In the long run, integrity outperforms manipulation. 
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Code 8: Strategic Communication 

and Storytelling 

Communication is not about talking more. It is about landing the 

message with precision, emotion, and clarity. Leaders who rise 
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understand that every conversation, presentation, and email is a 

chance to shape perception and drive action. 

 

Unstructured thinking creates confusion. Structured thinking 

creates confidence. 

Use frameworks like: 

Situation-Complication-Resolution: Set the context, explain the 

challenge, present the solution. 

Problem-Impact-Action: Define what's wrong, why it matters, and 

what to do. 

Past-Present-Future: Show where we were, where we are, where 

we're going. 

Structure signals clarity of thought. 

 

Many professionals communicate based on what they know, not 

what the listener needs. 

Before you speak, ask: 

 What does this person care about? 

 What decision are they trying to make? 

 What do I want them to do after hearing me? 

Tailor your message to their priorities, not your expertise. 

 

Facts inform. Stories persuade. 

When presenting a strategic initiative, don't just share data. Share: 
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A customer who benefited

A team member who solved a problem

A moment when the old way failed

Stories create emotional connection. Connection creates action. 

 

Leaders respect brevity. Long explanations suggest unclear 

thinking. 

Practice saying in three sentences what you currently say in ten. 

Before: "So, what happened was, we had this problem

with the vendor, and they were late, and then we had to

reschedule, and it affected the timeline, but we managed

to work around it."

After: "The vendor delayed delivery by two weeks. We

rescheduled and adjusted the timeline. No impact on the

final deadline."

Conciseness = confidence. 

 

When things go wrong, the first person to define the story controls 

perception. 

If there's a failure, communicate immediately: 

Acknowledge the issue clearly

Take ownership

Share the recovery plan

This prevents others from filling the vacuum with speculation. 
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Priya was a mid-level operations manager. During a quarterly 

review, instead of presenting a standard operations report, she 

opened with a story: 

"Three months ago, a customer called us at 11 PM because their 

system crashed. They were losing $50,000 per hour. Our team 

responded in 22 minutes and resolved it within 90 minutes. That 

customer is now our largest account." She then showed the 

operational improvements that enabled that speed. 

The room was silent. The CFO leaned forward: "Priya, can you 

present this to the board next month?" Within six months, she was 

promoted to lead operations for the entire region. 

Lesson: Stories create impact. Data supports it. Combine both to 

lead.  
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Code 9: Building Allies and Networks 
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No one rises alone. The most successful leaders understand that 

their network is not just a list of contacts—it is a system of trust, 

reciprocity, and mutual support. 

 

Many people approach networking with the question: "What can I 

get?" 

Leaders approach it differently: "How can I add value?" 

When you help others without expecting immediate return, you 

build trust capital. Over time, that capital compounds. 

 

The worst time to build a relationship is when you need something. 

Invest in relationships consistently: 

 Check in with colleagues periodically 

 Congratulate people on their wins 

 Offer support when they face challenges 

When you eventually need help, the foundation is already there. 

 

One of the most powerful ways to build influence is to be a 

connector. 

When you introduce two people who can help each other, both 

remember you positively. 

Say: "You should meet Arjun—he's working on something similar 

and could offer great insights." 

Connectors become trusted nodes in networks. 
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Mentors give advice. Sponsors open doors. 

A mentor helps you think through challenges. A sponsor advocates 

for you in rooms you're not in. 

To find a sponsor: 

Align with their priorities

Make their success easier

Sponsors emerge when your value is undeniable. 

 

Many professionals stay within their department. Leaders build 

bridges across functions. 

Get to know: 

Finance (understand budget priorities)

HR (understand people strategies)

Sales (understand customer pressures)

Operations (understand execution challenges)

Cross-functional visibility accelerates career growth. 

 

Karthik was a software engineer who consistently helped other 

teams solve technical problems. He connected marketing with 

engineering, sales with product, and operations with IT. 

When a new VP role was created to lead cross-functional 

transformation, Karthik was the obvious choice—not because he 
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had the most technical expertise, but because everyone trusted him 

and wanted to work with him. 

Lesson: Your network is your net worth. Invest in relationships 

daily.  
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Code 10: Handling Crisis and 

Pressure 

Crisis reveals character. Pressure exposes capability. Leaders are 

defined not by what they do when everything is smooth, but by how 

they respond when everything is falling apart. 



THE INFLUENCE CODE 

39 

 

In a crisis, the room looks to the calmest person for direction. 

Calmness is not about having all the answers. It's about maintaining 

composure while finding them. 

Practice: 

 Breathing slowly before responding 

 Speaking at a measured pace 

 Avoiding reactive language 

Your calmness steadies others. 

 

In crises, many things are outside your control. Focusing on them 

creates helplessness. 

Instead, ask: 

 What can I influence right now? 

 What immediate action will reduce risk? 

 Who needs clear direction from me? 

Control what you can. Accept what you cannot. 

 

When things go wrong, many leaders go silent. This creates a 

vacuum filled with rumours and anxiety. 

In crisis: 

 Over-communicate 

 Be transparent about what you know and don't know 

 Update frequently, even if there's no new information 

Silence creates fear. Communication creates trust. 
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When a crisis happens on your watch, own it. 

Say: "This happened under my leadership. Here's what went wrong, 

and here's how we're fixing it." 

Leaders who deflect blame lose respect immediately. 

Leaders who take ownership gain respect, even in failure. 

 

Every crisis is a learning opportunity. 

After the immediate fire is out, ask: 

What caused this?

What early warning signs did we miss?

What systems need to change?

Apply the lessons immediately so the same crisis doesn't repeat. 

 

During a major system outage, Ravi's team was responsible for 

recovery. Customers were furious. Leadership was demanding 

answers. 

Instead of panicking, Ravi: 

Assembled his team and assigned clear roles

Communicated hourly updates to leadership

Set up a direct line with affected customers. Took full

ownership of all communications

The system was restored in 18 hours. Customers

appreciated the transparency. Leadership noted his

composure.



THE INFLUENCE CODE 

41 

Six months later, when a director role opened, Ravi was the first 

choice. 

Lesson: Crisis is not a threat to your career—it's a proving ground. 

Handle it well, and leaders remember. 
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Code 11: Leading Teams and 

Developing Leaders 
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The transition from individual contributor to leader is one of the 

hardest shifts in a career. Your success is no longer about what you 

do—it's about what your team accomplishes because of you. 

 

Many leaders hire based on past performance alone. Great leaders 

hire based on capacity to grow. 

Look for: 

Curiosity—do they ask good questions?

Ownership—do they take responsibility?

Adaptability—do they learn from feedback?

Skills can be taught. Attitude cannot. 

Set Clear Expectations. Ambiguity kills performance.

Every team member should be able to answer: 

What is my primary objective?

How is success measured?

What decisions can I make independently?

Clarity empowers. Confusion paralyzes. 

 

Annual reviews are too slow. Leaders develop people through 

continuous feedback. 

Make feedback: 

Specific: "In yesterday's meeting, when you presented the     

  data, starting with the conclusion made it much clearer."

Timely: Give it within 24-48 hours

Balanced: Recognize strengths, address gaps
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Feedback is a gift when delivered well. 

 

Poor delegation: "Please prepare the report." 

Strong delegation: "We need to show the board why customer 

retention improved. Prepare an analysis that demonstrates the key 

drivers and recommends next steps. You own this." Delegation 

develops leaders. 

Celebrate Wins, Learn from Losses

Teams need recognition to stay motivated. 

When someone succeeds: 

Acknowledge it publicly

Be specific about what they did well

Connect their success to team goals

When something fails: 

Don't blame individuals

Focus on what the team learned

Adjust the process

 

Your job as a leader is not just to get work done—it's to grow people 

who can eventually lead without you. 

Ask yourself: 

What stretch assignment can I give them?

How can I coach them through challenges?

The best leaders create other leaders. 
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Anjali led a team of 40 people. Instead of micromanaging, she 

identified five high-potential individuals and intentionally 

developed them: 

 Let them present to senior leadership 

 Coached them through difficult conversations 

 Created space for them to make decisions 

Within three years, four of them were promoted to leadership roles. 

When Anjali was promoted to VP, her replacement came from her 

own team—and the transition was seamless. 

Lesson: Your leadership is measured not just by your results, but 

by the leaders you develop. 

A Personal Reflection: Why I Choose to Develop Leaders 

Early in my career, I was fortunate. I had a leader who genuinely 

supported my growth. When I received an offer from a prestigious 

organization, he not only gave me a strong reference—he celebrated 

my opportunity. That experience shaped how I would lead for the 

next three decades. 

But I also witnessed the opposite. 

When I was being considered for a position with the 

Commonwealth Secretariat, a senior colleague actively sabotaged 

my reference. Not because of my performance—it was excellent. But 

because he could not accept that I might rise beyond him. The 

opportunity was lost. 

That moment taught me something profound: insecure leaders 

damage not just individual careers, but organizational cultures. 
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When leaders feel threatened by their team's growth, everyone 

loses. 

From that point forward, I committed: I would never be that leader. 

Throughout my career, I have supported my team members' 

advancement with genuine care. I encouraged them to reach their 

maximum potential, even when it meant they would leave my team 

or the organization. I measured my success not by how many people 

I kept, but by how many I helped rise. 

One of my direct reports—someone I mentored closely—was 

promoted to Managing Director within six years, purely on his 

performance and commitment. Watching him succeed gave me 

more satisfaction than any promotion of my own. 

When I hired interns from colleges and universities, I did 

something unconventional. Our offer letters stated not just their 

current role and salary, but their potential trajectory: "Based on 

performance and achievement of objectives, you can hold senior 

positions within three years, with compensation ranging from X to 

Y." 

Some questioned this approach. "Why tell them they can leave in 

three years?" they asked. 

Because transparency builds trust. Those interns felt valued from 

day one. They knew their growth mattered. They worked with 

purpose. And contrary to what others predicted, they stayed. Most 

remained with the organization far beyond three years—not because 

they had to, but because they wanted to. 

Leadership is a choice. You can build people up, or you can hold 

them back. You can celebrate their success, or you can feel 

threatened by it. 
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I chose to build. And in doing so, I built not just careers—I built 

loyalty, trust, and a culture where talent thrived. 

The lesson I learned: The leaders you remember most are not those 

who gave you titles. They are those who believed in you before you 

believed in yourself. 

Be that leader.  
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Code 11B: The Art of Giving and 

Receiving Feedback 
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Of all the leadership skills I have observed over four decades, the 

ability to give and receive feedback with grace, clarity, and courage 

separates the truly great leaders from the merely competent ones. 

Feedback is the oxygen of development. Without it, people 

stagnate. With it, they soar. 

 

In my experience, the most common reason leaders avoid giving 

honest feedback is fear. Not fear of conflict in the traditional sense, 

but fear of damaging a relationship, fear of being perceived as 

unkind, or fear of the emotional reaction that may follow. So they 

soften the message until it loses its meaning. They give vague praise 

in public and withhold the critical truth in private. 

The result? People are left wondering why they were passed over for 

promotion, why their project was quietly reassigned, and why 

colleagues seem to avoid them. They were never told the truth 

because their leader lacked the courage to deliver it. 

True kindness in leadership is not withholding difficult truths. It is 

delivering them in a way that the other person can hear, absorb, 

and act upon. 

 

Over the years, I have distilled effective feedback into four essential 

dimensions. Miss any one of them and the feedback loses its power. 

1. Specificity — Vague feedback is useless feedback. “You need to be 

more strategic” tells someone nothing actionable. “In last Tuesday’s 

board presentation, you spent twelve minutes on historical context 

before reaching your recommendation. Senior leaders want the 

conclusion first,” — that is specific enough to act on. 
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2. Timeliness — Feedback delivered six months after an event is

archaeology, not development. Deliver it within 24 to 48 hours

while the situation is still fresh. The longer you wait, the less impact

it has and the more awkward the conversation becomes.

3. Intent — Feedback should come from a place of genuine

investment in the other person’s growth. People can sense whether

you are criticising to help them or criticising to diminish them.

Before entering a feedback conversation, ask yourself: Am I doing

this for their benefit or mine? If the honest answer is the latter,

reconsider your approach.

4. Forward Orientation — Effective feedback does not dwell on

what went wrong. It points toward what should happen differently.

Close every feedback conversation with a forward question: “What

will you do differently next time?” or “How can I support you in

making this change?” This shifts the energy from blame to growth.

 

Most books on feedback focus almost entirely on how to give it. 

Very few teach you how to receive it. Yet receiving feedback poorly 

— becoming defensive, dismissive, or visibly emotional — is one of 

the fastest ways to stall a leadership career. 

I once watched a highly talented director receive critical feedback 

from her CEO in a room of eight senior leaders. Instead of 

listening, she immediately began defending her decisions. When 

the CEO finished speaking, she had an explanation ready for every 

point he had raised. The CEO nodded politely and moved on. 

Three months later, she was asked to step aside. 

She was not removed for her decisions. She was removed because 

senior leadership lost confidence in her ability to grow. Her 
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inability to receive feedback signalled an inability to lead in a 

changing environment. 

When receiving feedback, follow this three-step approach: 

Listen completely before responding — do not begin forming your 

rebuttal while the other person is still speaking 

Acknowledge before defending — say “I appreciate you telling me 

this” before offering any context or explanation 

Ask a clarifying question — “What would you like to see instead?” 

This demonstrates that you have genuinely heard the feedback and 

are committed to acting on it 

 

The highest-performing teams I have worked with share one 

consistent trait: they have normalised the act of feedback. It is not 

a once-a-year event. It is not loaded with anxiety. It is simply how 

they operate. 

To build this culture, you as the leader must go first. Actively seek 

feedback from your team. Ask them publicly: “What is one thing I 

could do differently to make your work easier?” And then — 

critically — act on what you hear. Nothing destroys a feedback 

culture faster than a leader who asks for input and then ignores it. 

Three practices that build a feedback culture: 

 End every project debrief with two questions: What 

worked well? What would we do differently next time? 

 Celebrate people who raise difficult truths. A team 

member who says “I think we are heading in the wrong 

direction” is a gift, not a threat. Treat them as one. 
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Never punish or visibly react badly to honest feedback.

Even one incident of a leader becoming defensive or

dismissive will shut down the culture for months.

 

Suresh was a regional director in a large financial services firm. By 

every metric, he was performing. His numbers were strong. His 

client relationships were excellent. Yet he had been passed over for 

promotion twice, and no one could explain why — least of all him. 

When I began working with him, I asked him a simple question: 

“When did you last actively seek feedback from someone senior to 

you?” He thought about it and said, “I wait for my annual review.” 

I coached him to schedule a thirty-minute conversation with his 

Managing Director with a single agenda item: “I want to 

understand what it would take to be considered for the next level.” 

The MD told him directly: “You solve problems brilliantly but you 

bring them to me already solved. I need to see you involving others, 

building consensus, and sharing credit. That is what enterprise 

leadership looks like.” 

Suresh spent six months deliberately changing how he operated. He 

began involving peers earlier. He stopped presenting finished 

solutions and started presenting options instead. He made a point 

of publicly crediting the ideas of junior team members in senior 

forums. 

At the next promotion cycle, Suresh was elevated. Not because his 

performance improved — it was already strong. But because he had 

sought the feedback that told him what “strong performance” 

meant at the next level, and then he had acted on it. 



THE INFLUENCE CODE 

53 

Lesson: Seeking feedback is not a sign of weakness. It is the most 

strategic thing a leader can do. 
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Code 11C: Emotional Intelligence as a 

Leadership Superpower 
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Intelligence gets you hired. Technical skill keeps you employed. But 

emotional intelligence — your ability to understand, manage, and 

leverage emotions — is what gets you to the top. In my four decades 

of working with leaders across industries and cultures, I have not 

encountered a single exceptional leader who lacked it. 

 

The research of Daniel Goleman and others has given us a useful 

framework for understanding EQ. But having worked with these 

concepts in real organisations for decades, I want to translate them 

into what they actually look like in practice at the leadership level. 

Self-Awareness — The ability to recognise your own emotional state 

in the moment and understand how it is affecting your behaviour. 

A leader who does not know when they are anxious, defensive, or 

irritable cannot manage those states. And unmanaged emotional 

states at the leadership level are contagious — they ripple through 

entire organisations. 

Self-Regulation — Knowing your emotional state is not enough. 

You must be able to regulate it. This does not mean suppressing 

emotion — it means choosing your response rather than reacting 

automatically. The leader who pauses before responding to a 

provocation, who can deliver difficult news without becoming 

emotional, who remains grounded when the room is in chaos — 

this is self-regulation in action. 

Motivation — Emotionally intelligent leaders are driven by 

something beyond money or status. They are motivated by purpose. 

They want to build something meaningful, develop people, and 

leave an organisation better than they found it. This internal 

motivation is visible to others and is deeply infectious. People want 

to follow leaders who genuinely care. 
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Empathy — Not sympathy, but the ability to understand another 

person’s perspective and emotional experience without necessarily 

agreeing with it. Empathetic leaders ask better questions. They 

listen more carefully. They read the room. They understand what 

their team members are experiencing, not just what they are saying. 

In diverse, cross-cultural environments — which is to say, in most 

organisations today — empathy is not a soft skill. It is a strategic 

capability. 

Social Skills — The ability to build rapport, manage relationships, 

and influence others in the service of a shared goal. Leaders with 

high social skills are not just popular; they are effective. They can 

navigate conflict, build coalitions, inspire commitment, and move 

groups of people towards outcomes that matter. 

 

Emotional intelligence is easy when things are going well. The real 

test comes under pressure. When the board is unhappy. When a 

key client walks out. When your best performer resigns without 

warning. When you are passed over for a role you believed was 

yours. 

These are the moments that define a leadership reputation. And in 

every one of them, your emotional intelligence — or its absence — is 

visible to everyone in the room. 

I recall a CEO I worked with who received news in a leadership 

meeting that a major acquisition he had championed had 

collapsed. The room went silent, watching for his reaction. He 

paused for three seconds. Then he said, “That is disappointing. Let 

me take a day to understand what happened, and we will reconvene 

tomorrow with a clear path forward. In the meantime, our priorities 

do not change.” Then he moved on to the next agenda item. 



THE INFLUENCE CODE 

57 

That response was a masterclass in emotional regulation. He did 

not deny his disappointment. He did not perform false positivity. 

But he also did not allow his emotional reaction to spread to the 

team. He contained it, named it briefly, and redirected energy 

towards what mattered next. 

 

Unlike IQ, which is largely fixed, emotional intelligence can be 

developed deliberately. It requires practice, reflection, and honest 

self-examination. Here are the three practices I recommend to every 

leader I coach: 

Keep a daily reflection journal. At the end of each day, note one 

moment when your emotional state drove your behaviour — 

positively or negatively. This simple practice, sustained over 

months, dramatically accelerates self-awareness. 

Seek a thinking partner or coach — someone who will be honest 

with you about how you come across in difficult moments. The 

higher you rise, the fewer people will volunteer this information 

without being invited. 

Practise the pause. Before responding to anything emotionally 

charged — a difficult email, a provocative comment in a meeting, a 

request that feels unreasonable — take one full breath. That single 

pause creates a gap between stimulus and response in which your 

better judgment can operate. 

 

Priya was a Vice President in a technology company. Brilliant, 

driven, and widely respected, she had one known blind spot: when 

challenged publicly, she would shut down. Not dramatically — she 
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would not raise her voice or storm out. She would simply go cold. 

She would finish the meeting with monosyllabic answers and leave 

without engaging. 

Her peers had noticed. Her subordinates had noticed. And 

eventually, the board had noticed. She was being considered for a 

Group CEO role, and the one reservation being expressed was: 

“How will she handle challenges at the board level?” 

When we worked through this together, Priya identified the root 

cause: she interpreted public challenge as a sign of disrespect. The 

moment someone questioned her judgment in a group setting, an 

internal narrative activated — “they don’t trust me” — and the 

shutdown was a protective response. 

We worked on reframing. At the board level, challenge is not 

disrespect — it is diligence. Board members who do not challenge 

are not doing their job. Once Priya genuinely internalised this, her 

response to the challenge shifted. Instead of going cold, she began 

saying: “That’s a fair challenge. Let me address it directly.” 

She got the CEO role. Not because she became a different person. 

But because she learned to manage the one emotional pattern that 

was standing between her and the next level. 

Lesson: Emotional intelligence is not about being pleasant. It is 

about being effective. Know what triggers you. Understand why. 

And develop the capacity to respond rather than react. 
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Code 12: Legacy and Long-Term 

Reputation 
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Leadership is not just about climbing the ladder. It's about what 

you leave behind. 

Your legacy is built through: 

The decisions you made under pressure

The people you developed

The integrity you maintained

The impact you created

 

Many professionals optimise for short-term wins. Leaders think 

long-term. 

Ask yourself: 

If I look back in 10 years, what do I want to have built?

What kind of leader do I want to be known as?

What values will I never compromise?

Long-term thinking shapes daily decisions. 

 

Your reputation is not created by big wins alone. It's built in: 

How you treat people when you're stressed

Whether you keep your word on small commitments

How you respond when no one is watching

Consistency creates a reputation. 

 

The mark of great leadership is not what you took—it's what you 

gave. 

Before leaving any role, ask: 
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 Is the team stronger because I was here? 

 Did I develop people who can lead after me? 

 Did I improve processes, not just work around them? 

Leaders create sustainable impact. 

 

The higher you rise, the easier it becomes to believe your own hype. 

Remember: 

 You had help getting here 

 Circumstances played a role 

 Tomorrow's challenges will be different 

Humility keeps you grounded and learning. 

 

One of the highest forms of leadership is helping others rise. 

Make time to: 

 Share lessons you learned the hard way 

 Open doors for those who deserve it 

 Encourage people who doubt themselves 

Your greatest legacy may be the careers you influenced. 

 

Late in my career, I led an organisation facing a critical decision. 

We could take a shortcut that would boost quarterly results but 

compromise long-term customer trust. The board was pressing for 

immediate gains. 
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I chose the harder path—transparent communication with 

customers, short-term investment in quality, and longer timelines. 

The quarter was difficult. Analysts criticized. Some board members 

questioned. 

But within two years, customer loyalty reached record levels. 

Revenue grew sustainably. The team felt proud of what we built. 

Years later, I'm not remembered for quarterly numbers. I'm 

remembered for building something that lasted. 

Lesson: Short-term wins fade. Integrity endures. 
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Epilogue: Ten Principles for a 

Leadership Career 

As you embark on your journey, carry these ten principles with you: 

Performance Opens Doors. Perception Keeps Them Open.

Master your craft, but never assume excellence speaks for itself. 

Strategic visibility is not vanity—it's a responsibility. 

Leadership Is a Practice, Not a Position.

Start leading before you have the title. Take ownership. Support 

others. Think strategically. Leadership behaviour creates leadership 

opportunities. 

Relationships Compound Like Interest.

Every interaction is an investment. Help people generously. Build 

bridges consistently. Your network will eventually become your 

greatest asset. 

Influence Flows From Trust, Not Authority.

You can command compliance with a title. You earn commitment 

through credibility. Build trust through consistency, integrity, and 

reliability. 

Communication Is Your Amplifier.

Ideas die in obscurity. Learn to communicate with clarity, structure, 

and emotional resonance. The best idea poorly communicated 

loses to a good idea well-articulated. 

Crisis Reveals Your True Capacity.
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Don't fear pressure—prepare for it. Your reputation is forged in 

difficult moments. Stay calm. Take ownership. 

Lead through uncertainty. 

Politics Is Reality. Navigate With Integrity.

Ignoring organizational dynamics doesn't protect you—it blinds you. 

Understand power structures, but never compromise your values to 

climb them. 

Develop Leaders, Not Just Deliverables.

Your ultimate measure as a leader is not what you accomplished—

it's who you developed. Create leaders who can lead without you. 

Think in Decades, Not Quarters.

Short-term optimisation creates long-term regret. Build sustainable 

success. Protect your reputation. Choose integrity over expediency. 

Stay Humble, Stay Learning.

The moment you believe you've arrived is the moment you stop 

growing. Every level brings new challenges. 

Remain curious. Remain coachable. Remain humble. 
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Practical Exercises: Your 30-Day 

Leadership Accelerator 

To transform knowledge into habit, commit to these exercises for 

the next 30 days: 

 

Day 1-2: Write your professional story in three sentences.

Practice delivering it naturally.

Day 3-4: Identify your top three achievements from the last

quarter. Communicate them to your manager using

outcome language.

Day 5-7: In every meeting, practice the "conclusion first"

communication style. Start with your point, then support

it.

 

Day 8-10: Identify three colleagues whose work you respect.

Send each a specific message recognising something they did

well.

Day 11-13: Reach out to someone in a different department.

Offer to help them understand something your team does.

Day 14: Have coffee with someone two levels above you. Ask

about their career journey and the lessons they learned.
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Day 15-17: In every meeting, ask one strategic question that elevates 

the conversation. 

Day 18-20: Practice receiving criticism or pushback without 

becoming defensive. Say: "Tell me more about your concern." 

Day 21: Present something—anything—to a group. Focus on calm 

delivery and clear structure. 

 

Day 22-24: Identify one problem in your organization

that no one owns. Propose a solution—even if it's outside

your formal role.

Day 25-27: Map the power structure in your organisation.

Who influences decisions? Who are the key stakeholders?

How can you add value to them?

Day 28-30: Reflect and document: What changed in the last 30 

days? What will you continue? What will you adjust?  
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The Questions That Will Guide Your 

Career 

Return to these questions quarterly. Your answers will evolve as you 

grow: 

 

Am I delivering consistently, or occasionally?

Do my results speak to business impact or just task

completion?

What is one skill I must develop in the next six months

to stay relevant?

 

If my leadership team described me in three words, what

would they say?

Is that the perception I want? If not, what needs to

change?

Who are three people whose perception of me I need to

improve?

 

Who would advocate for me in a promotion discussion?

Whose success have I actively supported this quarter?

Am I building bridges or staying in silos?
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Am I leading, or just managing?

Who have I developed this year?

Would my team follow me if I had no formal authority?

 

Did I compromise any values for short-term gain?

Am I the same person in stress as I am in success?

What decision from this quarter will I be proud of in ten years? 
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Resources for Continued Growth 

While this book provides the foundation, leadership is a lifelong 

journey. Continue learning through: 

 

On strategy and decision-making

On emotional intelligence and psychology

On organisational behaviour and systems thinking

Biographies of leaders you admire

 

Journaling: Reflect weekly on what you learned, what you struggled 

with, and what you'll change. 

Mentoring: Both find mentors and become one. Teaching clarifies 

your own thinking.  

Feedback loops: Regularly ask trusted colleagues: "What's one thing 

I could do better?" 

Observation: Study leaders you respect. What do they do that 

creates influence? 

 

Cross-functional projects: Build broader organizational 

understanding 

Crisis situations: Volunteer when things are difficult



HARSH WARDHAN 

70 

Stretch assignments: Take roles slightly beyond your

current capability

International exposure: If possible, work across

cultures
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A Letter to Your Future Self 

Before you close this book, write a letter to yourself—to be read one 

year from today. 

In it, answer: 

What leadership level am I at today?

What specific goals am I committing to?

What kind of leader do I want to become?

What values will I never compromise?

Seal it. Date it. Read it in one year. 

You'll be surprised how much can change when you lead with 

intention.  
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Final Words: The Courage to Lead 

Leadership requires courage. 

Courage to speak when silence is safer. 

Courage to take ownership when deflection is easier. 

Courage to develop others when holding onto knowledge feels 

protective. 

Courage to stay true to your values when shortcuts are available. 

But here's what I've learned after four decades: 

The courage you need is already inside you. 

It emerges not when you have all the answers, but when you step 

forward despite uncertainty. 

It grows not from confidence alone, but from action, learning, and 

resilience. 

Every leader you admire was once where you are now—uncertain, 

learning, wondering if they had what it takes. 

They did. And so do you. 

The elevator doors will open. Your moment will come. 

And when it does, you will not freeze as Raghav did. 

You will step forward. You will speak with clarity. You will 

demonstrate the leadership you've been building. 

Because you are ready. 

Not because you're perfect. But because you're prepared. 
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Go and build your leadership. Go and create your impact. Go and 

rise to the top. 

The world needs leaders like you—leaders who combine 

competence with character, ambition with integrity, and success 

with service. 

Your journey begins now. 

Welcome to the top. 

This is dedicated to every professional who has ever doubted whether they 

belong in the room. 

You do. Not because of where you came from, but because of where you're 

going. 

Now go. Lead. Rise.  
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Bonus Section: Quick Reference 

Guide 

 

Remember: Confidence comes from preparation, not

absence of fear

Prepare more than others expect

Focus on what you can control

Breathe, slow down, speak clearly

 

State the business impact

Present 2-3 options with your recommendation

Be brief, be clear, be confident

 

Stay calm—your composure steadies others

Communicate frequently

Take ownership

Focus on what you can control

Learn and adjust quickly

 

Listen more than you speak

Help others without expecting return

Support people publicly
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Deliver on every commitment

 

Own outcomes, not just tasks

Think "we", not "I."

Ask better questions

Develop others

Stay consistent in all conditions

Keep this guide accessible. Return to it when you need clarity. 

Your leadership journey continues.  
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Code 12B: Leading in the Age of 

Artificial Intelligence 

Each generation of leaders has faced a disruption it did not choose 

and could not delay. The response to those disruptions — not the 

disruption itself — determines which organisations survive, which 

ones transform, and which ones slowly disappear while convincing 

themselves they are adapting. Artificial intelligence is the defining 

disruption of this leadership generation. What sets it apart from 

every preceding wave is not its scale or its speed, though both are 

extraordinary. It is that AI reaches into territory previously reserved 

exclusively for human beings: the territory of judgment. 

Other technologies automated what people did with their hands, 

or later what they did with spreadsheets. AI is beginning to 

automate what they do with their minds — pattern recognition, risk 

assessment, content generation, and diagnostic reasoning. When I 

speak with CEOs and boards today, I do not hear a conversation 

about efficiency gains. I hear a deeper, less comfortable 

conversation about relevance. What is the role of the leader when 

the machine can outperform on analysis? The answer to that 

question is what this code is about. 

This code does not attempt to make you an AI expert. That is not 

your job. Your job is to lead. What follows is about leading well 

when AI is embedded in your organisation — how to think about 

it, how to build around it, and crucially, how to ensure that the 

things that make your organisation worth leading do not get quietly 

eroded in the process. 
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A Managing Director I know — let us call him Vikram — led a large 

financial services business. When AI-driven analytics tools became 

available, he moved quickly. Within eighteen months, his 

organisation had automated credit risk assessment, customer 

segmentation, and performance reporting. Efficiency improved 

dramatically. Costs fell. 

But then something unexpected happened. Employee engagement 

scores dropped. The best relationship managers began leaving. 

Customers complained that interactions felt transactional. A 

business built on trust was beginning to feel like a machine. 

What Vikram had automated was not just the process — he had 

inadvertently automated the moments of human judgment that his 

people valued most. The decisions that made them feel trusted. The 

conversations that made customers feel seen. He had optimised for 

efficiency and, in doing so, had degraded the very thing that 

differentiated his business. 

The lesson: AI is a powerful amplifier. It amplifies what you 

deliberately preserve, and it also amplifies what you carelessly 

discard. The leader’s job is to be intentional about both. 

 

Before examining how to lead well in an AI era, we must be honest 

about what AI actually changes. Much of the commentary around 

AI in business swings between uncritical enthusiasm and 

apocalyptic fear. Neither serves the thoughtful senior leader. 

What AI genuinely changes: 
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The speed of information processing. Analyses that once

took teams days now take minutes. The leader who insists

on waiting two weeks for a strategy deck is operating in

the wrong era.

The volume of data available to inform decisions. Leaders

can now draw on signals from thousands of customer

interactions, market movements, and internal

performance patterns simultaneously — data no human

team could synthesise manually.

The nature of middle management. Layers that existed

primarily to aggregate information, translate strategy, and

monitor execution are being compressed. AI performs

these functions faster and more accurately.

The skills required to create value. Repetitive analytical

tasks — once the currency of junior and mid-level roles —

are being automated. The premium shifts to judgment,

creativity, relationship building, and ethical reasoning.

What AI does not change: 

The human need for meaning, belonging, and trust.

People do not follow algorithms. They follow people who

make them feel seen, valued, and purposeful.

The responsibility of judgment under uncertainty. When

outcomes are ambiguous, when values conflict, when the

data points in one direction but experience suggests

another — this is where human leadership is

irreplaceable.

The importance of culture. AI does not create culture. It

reflects it. An organisation with a culture of fear will use

AI to monitor and control. An organisation with a

culture of growth will use AI to develop and empower.

The culture is always a leadership choice.
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In my work with executive teams navigating AI adoption, I have 

observed four traps that catch even experienced leaders. Awareness 

of them is the first step to avoiding them. 

Trap 1: Deferring to the Algorithm — When an AI system 

produces a recommendation, there is a seductive logic to simply 

accepting it. After all, it has processed far more data than any 

human could. But AI is trained on historical patterns. It optimises 

for what worked before. It cannot account for values, for context, 

for a sudden shift in competitive dynamics, or for the ethical 

dimension of a decision. The leader who abdicates judgment to an 

algorithm is not being analytical — they are being irresponsible. 

Trap 2: Resisting AI Out of Pride — The opposite trap is equally 

dangerous. Some leaders resist AI adoption because it feels like an 

implicit challenge to their experience and instincts. “I have made 

these decisions for twenty years without an algorithm,” is not a 

strategy. It is ego dressed as principle. The leader who refuses to 

engage with AI tools is choosing to compete with one hand tied 

behind their back. 

Trap 3: Using AI to Avoid Difficult Conversations — I have 

watched leaders use data-driven outputs as a shield. “The model 

says we should restructure this division.” “The algorithm identified 

your role as low-priority.” This is not AI-assisted leadership — it is 

cowardice with a technological veneer. Decisions that affect 

people’s lives require human presence, human accountability, and 

human compassion. AI can inform the decision. Only you can own 

it. 

Trap 4: Failing to Bring Your People Along — Leaders who move 

fast on AI adoption without investing in their people’s capability 

and confidence create two-speed organisations. At the top, a small 
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group understands and benefits from AI. Below, a larger group feels 

threatened, confused, and disengaged. The result is not 

transformation — it is fracture. Every AI initiative must have an 

equal investment in human development alongside it. 

 

One of the most significant shifts AI brings is in how decisions 

should be structured within organisations. For decades, decision-

making hierarchies were designed around information scarcity. The 

person highest in the organisation had access to the most 

comprehensive view and therefore made the call. AI dismantles this 

logic entirely. 

When a mid-level manager has an AI tool that synthesises market 

data, customer sentiment, operational performance, and 

competitive signals in real time, the information asymmetry that 

justified the old hierarchy is gone. The C-suite leader’s edge is no 

longer superior information — it is superior wisdom about what to 

do with it. 

This demands a new decision architecture. The most effective AI-

era organisations I have observed sort decisions into three 

categories: 

AI-delegated decisions — High-volume, rules-based, reversible 

decisions where AI has better accuracy than humans. Routine 

credit approvals, inventory reordering, scheduling, anomaly 

detection. Let AI handle these. Human review of these is a 

waste. 

AI-augmented decisions — Complex, consequential decisions 

where AI provides analysis and scenario modelling but a 

human makes the final call. Strategic investments, product 

direction, talent decisions, and market entry. The human 
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brings judgment, ethics, and accountability. AI brings speed, 

breadth, and pattern recognition. 

Human-exclusive decisions — Decisions with profound 

ethical dimensions, cultural consequences, or long-term 

value implications where AI has no legitimate role. Decisions 

about people’s careers and dignity. Choices that define what 

kind of organisation you are. These are yours. The moment 

you outsource your values to a machine, you have abdicated 

leadership. 

 

There is a common fear among leaders that AI will render their 

skills obsolete. In my view, this fear is both understandable and 

largely misdirected. AI does not make great leadership less valuable. 

It makes poor leadership more exposed and great leadership more 

distinctive. 

The skills that increase in scarcity and therefore in value in an AI-

augmented organisation are precisely the ones this book has been 

built around. Let me be explicit about how they evolve. 

Executive presence deepens in value. In a world where AI can 

generate analysis, presentations, and recommendations, what 

people look for in a leader is authenticity, conviction, and the 

ability to inspire. These are deeply human qualities. A room full of 

data does not move people. A leader with clarity and courage does. 

Ethical reasoning becomes the critical differentiator. AI systems can 

be biased, opaque, and unaccountable. The leader’s role is to 

interrogate AI outputs with ethical rigour. To ask: who benefits 

from this recommendation? Who might be harmed? What 

assumptions are baked into this model? The executives who develop 
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a sophisticated capacity for ethical questioning will be the most 

valuable people in their organisations. 

Storytelling and communication become more powerful, not less. 

As AI floods organisations with data and analysis, the scarce 

resource becomes the ability to construct meaning from it. To take 

a complex picture and turn it into a narrative that people 

understand, believe in, and act upon. This is a leadership skill that 

no AI currently replicates. 

Relationship capital becomes the ultimate moat. The deep trust 

between a leader and their team, between a company and its key 

clients, between a board and its CEO — these cannot be replicated 

or compressed by AI. In an environment where processes are 

increasingly automated, human trust and loyalty become the most 

durable form of competitive advantage. 

 

The most important thing I tell senior leaders about AI is this: your 

people are afraid. Not all of them, and not always consciously, but 

beneath the surface of most AI transformation programmes is a 

quiet fear that many are not voicing. The fear of becoming 

irrelevant. The fear that years of expertise will be made redundant 

overnight. The fear of not being able to keep up. 

These fears are legitimate, and they deserve a leadership response — 

not a communication campaign, not a reassuring memo, but 

genuine human leadership. Here is how the most effective leaders 

I have worked with approach this: 

Name the fear directly. In town halls and team

conversations, acknowledge that AI will change roles and

that uncertainty is real. Do not pretend otherwise. People
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trust leaders who are honest about difficulty far more 

than leaders who spread optimism. 

 Invest visibly in reskilling. When people see the 

organisation investing in their development alongside AI 

deployment, they shift from threatened to engaged. The 

message is: we are bringing you with us, not replacing 

you. 

 Show your own learning publicly. When a CEO or MD 

is seen using AI tools, asking questions about how they 

work, and acknowledging what they still do not 

understand, it creates permission for others to learn 

without shame. Leadership humility in the face of new 

technology is a gift to the whole organisation. 

 Celebrate human judgment loudly. In every AI initiative, 

look for moments to publicly recognise instances where 

human insight, experience, or instinct added value that 

AI could not have provided. This reinforces the message 

that people are partners in the AI era, not passengers. 

 

Meera was the CEO of a mid-sized logistics company. When her 

board pushed for rapid AI deployment to compete with larger 

players, she took a different approach than the one they expected. 

Rather than deploying AI tools from the top down, she created 

cross-functional “AI Learning Squads” — small groups of frontline 

and mid-level people tasked with piloting AI tools in their specific 

domains and then teaching the rest of the organisation what they 

had discovered. She invested in training before deployment, not 

after. 
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She also established a clear principle that she communicated 

personally at every level of the organisation: “AI will handle what is 

repeatable. People will handle what is relational. And we will always 

make the big calls together.” 

Two years later, her company had one of the highest AI adoption 

rates in its sector and one of the highest employee engagement 

scores. Not because the technology was superior — it was not. But 

because the people trusted where it was going and felt invested in 

the outcome. 

Lesson: AI transformation is not a technology project. It is a 

leadership project. The organisations that will win are not those 

with the most sophisticated tools. They are those with the most 

trusted leaders. 

 

Across all the organisations I have observed navigating AI, the 

leaders who succeed share five consistent principles. These are not 

technology principles. They are leadership principles for a 

technological age. 

1. Stay curious, not comfortable. You do not need to become a data

scientist. But you do need to understand AI well enough to ask

incisive questions, challenge assumptions, and recognise when an

AI output is sound and when it is not. Intellectual curiosity about

AI is now a basic requirement of senior leadership.

2. Define what AI is for before deploying it. Too many

organisations deploy AI to reduce costs and then discover they have

also reduced what differentiated them. Start with the question:

what is the human experience we are trying to create for our
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customers and our people? Then ask: how does AI support that? 

Never the other way around. 

3. Retain the right to override. Every AI system in your organisation 

should have a clearly defined override mechanism, and the people 

who use it should never be made to feel that they are undermining 

the technology when they exercise human judgment. Build 

organisations where the algorithm informs, and the human 

decides. 

4. Measure AI by its impact on people, not just on processes. If your 

AI metrics are only cost reduction, speed improvement, and error 

reduction, you are measuring half the picture. Add employee 

confidence scores, customer trust indices, and decision quality 

measures. The full impact of AI on your organisation includes what 

it does to the humans inside it. 

5. Lead the conversation about AI’s boundaries. The most 

respected AI-era leaders I know are not those who push hardest for 

AI adoption. They are those who draw the clearest lines about 

where AI belongs and where it does not. They are trusted precisely 

because people know they will not allow the machine to replace the 

moments that require a human being. 

 

Four decades of watching organisations respond to disruption have 

taught me one enduring truth: the variable that separates those who 

emerge stronger from those who do not is never the technology. It 

is always the depth of trust a leader has built with the people around 

them before the disruption arrives. 

The pace of AI development will continue to accelerate in ways 

none of us can map precisely. The tools your organisation uses 

today will be superseded within years, perhaps months. What will 
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remain constant — through every iteration, every model upgrade, 

every new capability — is the fundamentally human architecture of 

your organisation. Decisions still carry consequences. People still 

need direction. Purpose still requires a voice. None of that is 

automated. 

Your competitive edge in an AI-saturated environment is not your 

processing speed or your analytical depth — AI will always exceed 

you on both. Your edge is the things that require a living, 

accountable, present human being: the judgment call made under 

moral pressure, the conversation that restores a person’s dignity, 

the decision to hold a line when every algorithm says yield, and the 

vision that gives people a reason to bring their best selves to work 

tomorrow. 

Every code in this book — presence, credibility, influence, 

integrity, legacy — matters more in an AI era, not less. The 

organisations that will define the next decade are not those with 

the most advanced tools. They are those with the most trusted 

leaders. That has always been the Influence Code. In the age of 

AI, it becomes the only competitive advantage that cannot be 

replicated. 
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Code 13: Personal Branding and 

Thought Leadership 

Your personal brand is not what you say about yourself. It is what 

others say about you when you are not in the room. In today's 

interconnected business world, your professional reputation 

extends far beyond your immediate organisation—and managing it 

strategically is no longer optional for those who wish to lead. 
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Case Study: The Invisible Expert 

Deepak was the most knowledgeable technical leader in his 

organisation. He had fifteen years of deep expertise in enterprise 

architecture. Yet when the company hired an external consultant 

for a major transformation initiative, nobody thought to involve 

Deepak. 

Why? Because his knowledge was invisible. He never spoke at 

industry conferences, never wrote about his work, never engaged in 

professional communities. His brilliance was confined to internal 

project documents that few people read. 

When I coached him to start sharing insights through LinkedIn 

posts, internal company blogs, and eventually speaking at technical 

forums, perceptions shifted. Within eighteen months, he was 

invited to advisory boards, external organisations sought his 

counsel, and internally, he became the go-to voice on digital 

transformation. 

His knowledge had not changed. His visibility had. 

The lesson: Expertise without visibility is wasted potential. 

Define Your Professional Identity

Before you can build a brand, you must understand what you stand 

for. This is not about creating a false persona—it is about clarity of 

identity. 

Ask yourself these five questions: 

What expertise do I bring that creates value? This should be specific, 

not generic. Being a manager is not an identity. Helping 

organisations scale operations while maintaining quality is an 

identity. 
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What problems do I solve? Leaders are remembered not for their 

titles but for the challenges they address. Define the business 

problems you consistently solve. 

What values guide my decisions? Your values shape your 

reputation. If integrity, transparency, and long-term thinking guide 

you, let that be visible in your actions and communication. 

Who is my audience? Are you building credibility with technical 

peers, senior executives, industry analysts, or all three? Your 

communication should align with who needs to see your expertise. 

What reputation do I want in five years? Work backwards from your 

desired future reputation to today's actions. 

Become a Voice, Not Just a Worker

Most professionals do excellent work but never speak about it. The 

transition from contributor to leader often requires becoming a 

voice in your field. 

This does not mean self-promotion. It means contributing to the 

industry conversation. 

Ways to build your voice: 

Write consistently: Share insights through LinkedIn articles, 

Medium posts, or company blogs. One well-written post per month 

that offers genuine value builds credibility faster than daily 

superficial content. 

Speak at events: Start with internal company forums. Then industry 

meetups. Eventually, conferences. Speaking positions you as an 

authority. 

Contribute to discussions: Comment thoughtfully on posts from 

industry leaders. Add value to conversations, don't just agree. 

Substance builds visibility. 
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Share lessons from experience: People connect with real stories of 

challenges faced and lessons learned. Vulnerability combined with 

insight creates connection. 

 The LinkedIn Strategy for Professionals 

LinkedIn is the professional's publishing platform. Used 

strategically, it amplifies your reach beyond your organisation and 

creates opportunities you cannot predict. 

Profile optimisation: 

Your headline should communicate value, not just a title. Instead 

of Senior Manager at Company X, write: Helping organisations 

scale operations efficiently | Expert in supply chain optimisation. 

Your summary should tell your professional story. What drives you? 

What problems do you solve? What impact have you created? 

Your experience section should highlight outcomes, not just 

responsibilities. Quantify impact wherever possible. 

Content strategy: 

Post one substantive piece per week. Quality matters far more than 

frequency. 

Share frameworks, lessons, and observations from your work—

without revealing confidential information. 

Engage genuinely with others' content. Thoughtful comments build 

relationships. 

Avoid oversharing personal content unless it connects to 

professional lessons. LinkedIn is not Instagram. 
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Thought Leadership Is Not About Perfection

Many professionals hesitate to share their ideas because they feel 

they are not expert enough or their thoughts are not original 

enough. 

This is a mistake. 

Thought leadership is not about saying something no one has ever 

said. It is about articulating ideas clearly, connecting concepts in 

useful ways, and helping others think differently. 

You do not need a PhD to share valuable insights. You need: clarity 

of thinking, real experience, and willingness to share. 

Start where you are. Share what you know. Help others learn. 

Protect Your Reputation Relentlessly

A reputation takes years to build and moments to destroy. 

Avoid these reputation killers: 

Inconsistency: Saying one thing and doing another destroys trust 

faster than almost anything else. 

Public negativity: Criticizing former employers, colleagues, or 

industry players publicly signals poor judgment. 

Overpromising: Better to under-promise and over-deliver than the 

reverse. 

Ethical shortcuts: One ethical lapse can define your entire career. 

Never compromise integrity for short-term gain. 

Case Study: The Voice That Opened Doors 

Priya worked in finance operations. Competent but unknown 

outside her department. She began writing short LinkedIn posts 

about process improvement—nothing revolutionary, just clear 

explanations of how she solved common problems. 
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After six months, her posts were getting thousands of views. CFOs 

from other companies began connecting with her. Her own 

leadership started seeing her differently—not just as someone who 

did the work, but as someone who thought strategically about the 

work. 

When a VP of Finance role opened in another division, the hiring 

executive had already been following her content. She was recruited 

directly. 

Lesson: Your ideas can travel further than your resume. 
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Code 14: Navigating Organisational 

Change and Transformation 
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Change is the only constant in modern organisations. Mergers, 

restructures, leadership transitions, digital transformations, market 

disruptions—these are not occasional events. They are the new 

normal. Leaders who rise are those who not only survive change 

but also use it as an accelerator for their careers. 

The Psychology of Organisational Change 

Every organisational change creates three predictable groups: 

Resistors: Those who fight the change, protecting the old way 

Observers: Those who wait to see which way the wind blows 

Drivers: Those who shape the change and lead others through it 

Your position in this framework determines your trajectory. 

Resistors get left behind. Observers stay where they are. Drivers 

accelerate upward. 

The decision is yours. 

Case Study: The Merger That Made Careers 

When two mid-sized technology companies merged, most 

employees felt anxious about their futures. Duplicate roles would 

be eliminated. Reporting structures would change. Uncertainty was 

high. 

Three managers responded differently: 

Manager A complained in meetings about how the old company 

was better. He resisted new processes and questioned every 

decision. Within eight months, he was managed out. 

Manager B kept his head down, hoping the storm would pass. He 

did his work competently but initiated nothing new. He stayed in 

the same role with no growth. 
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Manager C saw an opportunity. She volunteered to lead integration 

workstreams. She built relationships across both legacy 

organizations. She identified inefficiencies and proposed solutions. 

She became visible to new leadership. 

Eighteen months later, when the organization created a new 

regional leadership role, Manager C was the obvious choice. 

Lesson: Change creates visibility opportunities. Seize them. 

See Change as Career Acceleration

During stable times, organisations have established hierarchies and 

clear succession plans. Upward movement is slow and predictable. 

During change, everything is fluid. New roles are created. Old 

structures are dismantled. Leaders look for people who can handle 

ambiguity and drive outcomes. 

This is your window. 

How to position yourself during change: 

Volunteer for transformation initiatives: Even if they are not in 

your department, offer to help. This builds relationships and 

visibility. 

Be a bridge between old and new: Help others understand the 

change. Those who reduce anxiety for others become trusted 

leaders. 

Demonstrate adaptability: Learn new systems quickly. Embrace new 

processes. Signal that you are future-focused, not past-oriented. 

Communicate optimism without naivety: Acknowledge challenges 

but focus on possibilities. Leaders look for those who bring energy, 

not drain it. 

Case Study: The First Professional CEO 
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I once observed a family-owned company that made a significant 

strategic decision after decades of informal management: they hired 

their first professional CEO. The company had been operated by 

family members across generations, each contributing based on 

legacy and loyalty rather than formal management training. 

The new CEO was a seasoned marketing specialist with a proven 

track record. His mandate was clear: professionalise operations and 

accelerate growth. 

The governance structure, however, presented an immediate 

challenge. The board consisted of 20 directors ranging in age from 

21 to 84 years. Some were third-generation family members with 

deep industry knowledge. Others were young heirs with modern 

ideas but limited experience. A few were long-time family loyalists 

who had risen through decades of service. Divergent views were 

common. Internal politics simmered beneath every board meeting. 

Consensus was difficult. 

Despite this fractured governance, the CEO focused on execution. 

Within 18 months, the results were undeniable. Revenue grew 

phenomenally. New corporate clients came aboard. Market share 

expanded. The numbers told a story of transformation. 

But success, paradoxically, created tension. 

As the board observed the CEO's performance, a question began 

circulating among certain members: "What is so special about what 

he is doing that we couldn't do ourselves? We are transport 

specialists for generations." 

Professional competence was slowly reframed as outsider 

interference. One of the longest-serving family members—a lawyer 

with significant financial influence—began raising concerns. 

Decisions were delayed. Initiatives were questioned. The 

environment shifted from support to scrutiny. 
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The COO left first, citing governance challenges. The Finance 

Director followed six months later. Both had come from 

professional corporate backgrounds and found the internal politics 

untenable. 

The CEO attempted to navigate the increasing resistance, but the 

forces were too strong. The board faction that felt threatened by 

professional management had consolidated power. The CEO 

eventually stepped down. 

The company reverted to family management. Growth stalled. 

Within two years, the momentum built over 18 months dissipated. 

The Lesson: 

In changing times, organizations must approach professionalisation 

with genuine commitment. It is not enough to hire professional 

leaders—you must create the environment in which they can 

succeed. 

Most professionals want to build their reputation and prove their 

worth. But when old-guard executives feel threatened by 

professional competence, they often become the greatest 

impediment to growth. The board members were not 

incompetent—they were transport specialists from generations. But 

they struggled with a fundamental question: Could they accept that 

someone outside the family might know how to grow the business 

better than they did? 

When the answer is "no," no amount of professional performance 

will succeed. Organizations must decide: Do you want growth, or 

do you want control? Rarely can you have both. 

Understand the Real Drivers of Change
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Organisations rarely communicate the full truth about why change 

is happening. Official messaging talks about strategic alignment or 

growth opportunities. The real reasons are often more direct: 

Financial pressure: Revenue is declining, or costs are too high 

Competitive threat: A competitor is winning 

Leadership mandate: New executives need to make their mark 

Board pressure: Investors are demanding better results 

When you understand the real drivers, you can align your 

contributions with what leadership actually cares about. 

If the driver is cost reduction, propose efficiency improvements. If 

it is growth, focus on revenue-generating initiatives. Strategic 

alignment accelerates influence. 

 Leading Your Team Through Uncertainty 

During change, your team looks to you for stability and direction. 

How you lead through uncertainty defines your reputation for 

years. 

Core principles: 

Communicate transparently: Share what you know and what you 

don't know. Honesty builds trust. Pretending to have all the 

answers destroys it. 

Focus on what your team can control: They cannot control the 

merger, but they can control their work quality, their collaboration, 

and their reputation. 

Protect your team from excessive turbulence: Senior leadership may 

change direction frequently during transformations. Shield your 

team from constant pivots when possible. Give them stability to 

deliver. 
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Acknowledge emotions: Change is stressful. People are worried 

about their jobs, their roles, their teams. Acknowledge these 

feelings. Empathy creates loyalty. 

When to Stay and When to Leave

Not all organisational changes create opportunity. Sometimes the 

right strategic move is to leave. 

Stay when: 

The change creates genuine growth opportunities for you 

New leadership values your strengths 

Your skills are relevant to the future direction 

You can learn and develop in meaningful ways.  

Consider leaving when: 

Your role is being diminished, not expanded 

The culture is shifting in ways that conflict with your values 

You see layoffs coming and want to leave on your terms 

New leadership does not respect your contributions 

The decision to stay or leave is strategic, not emotional. Evaluate 

based on your career trajectory, not comfort. 
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Code 15: Leading Digital 

Transformation 
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Digital transformation is no longer a technology initiative. It is a 

business imperative that touches every function, process, and 

customer interaction. Leaders who understand how to drive digital 

change—regardless of their technical background—position 

themselves as essential to their organisation's future. 

Why Most Digital Transformations Fail 

Research shows that 70% of digital transformation initiatives fail to 

achieve their objectives. The reason is rarely technology. It is always 

people and process. 

Common failure patterns: 

Technology-first thinking: Organizations buy systems without 

understanding how people work 

Lack of executive commitment: Leadership announces 

transformation but does not change its own behaviour 

Insufficient change management: People are expected to adopt new 

tools without support or training 

No clear business case: The why is unclear, so people resist. 

Leaders who prevent these failures become indispensable. 

You Don't Need to Be Technical to Lead Digital Change

Many non-technical leaders feel intimidated by digital 

transformation. They assume they need deep technical knowledge 

to lead effectively. 

This is wrong. 

Digital transformation is fundamentally about changing how 

organisations operate. Technology enables that change, but 

leadership drives it. 

What you need is not technical expertise, but: 
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Business clarity: Understanding which processes need 

transformation and why 

Customer focus: Knowing how digital change improves customer 

experience 

Change management skill: Bringing people along the journey 

Strategic thinking: Connecting technology investments to business 

outcomes. The CTO handles technology. You handle 

transformation. 

Start With the Problem, Not the Technology

The biggest mistake in digital transformation is starting with a 

solution. Organisations buy a platform or system because it is 

trending, then struggle to figure out how to use it. 

Leaders who drive successful transformation start differently. 

The right sequence: 

Identify the business problem: What is not working? Where are we 

losing efficiency, revenue, or customers? 

Define success metrics: What will improvement look like? How will 

we measure it? 

Map current processes: Understand how work flows today. Where 

are the bottlenecks? 

Design future state: How should work flow? What capabilities do 

we need? 

Then select technology: Choose tools that enable the future state 

This approach ensures technology serves the business, not the 

reverse. 
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Case Study: The Transformation That Actually Worked 

A manufacturing company was losing market share because its 

order-to-delivery cycle was too slow. Competitors were delivering in 

days; they took weeks. 

The IT department proposed implementing an enterprise resource 

planning (ERP) system. Cost: $15 million. Timeline: two years. 

But the operations VP asked a different question: Why are we slow? 

The team mapped the current process and discovered: 

Orders required five manual approvals 

Inventory data was updated once per day 

Production scheduling was done on spreadsheets 

Rather than implementing a massive ERP system, they: 

Automated approvals for standard orders (reducing five steps to 

one) 

Connected inventory systems to update in real-time 

Implemented simple scheduling software 

Cost: $400,000. Timeline: six months. Result: Order-to-delivery 

cycle reduced by 60%. 

The operations VP became COO within a year. 

Lesson: Solve the problem, don't just buy technology. 

Build a Coalition of Early Adopters

Digital transformation does not succeed through mandates. It 

succeeds through momentum. 

Identify early adopters—people who are open to change and willing 

to experiment. Get them using new systems first. When they 

succeed and share their stories, others follow. 
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The adoption curve: 

Innovators (2-3%): They volunteer immediately 

Early adopters (10-15%): They join once they see innovators 

succeed 

Early majority (30-35%): They adopt when it becomes normal 

Late majority (30-35%): They adopt when they have no choice 

Laggards (15-20%): They resist until the end 

Your strategy: Invest energy in innovators and early adopters. Do 

not waste time trying to convince laggards early. Once the majority 

adopts, laggards follow automatically. 

 Communicate the Why Relentlessly 

People resist change when they do not understand why it is 

happening. Leaders assume that explaining once is enough. 

It is not. 

Research shows people need to hear a message seven times before 

they internalize it. During transformation, communicate 

constantly: 

Why we are changing: The business case 

What success looks like: The vision 

How it helps them: Personal benefit 

Progress updates: What is working 

Use multiple channels: Town halls, emails, team meetings, one-on-

ones. Repetition creates clarity. 
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Code 16: Work-Life Integration for 

Sustainable Leadership 
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The concept of work-life balance is a myth. Balance implies equal 

distribution—eight hours of work, eight hours of personal life, eight 

hours of sleep. This is unrealistic for leaders. 

What matters is not balance but integration. How do you build a 

career that allows sustained performance over decades without 

destroying your health, relationships, or sense of purpose? 

The Cost of Unsustainable Leadership 

Early in my career, I believed relentless work was the only path to 

success. I regularly worked 70-80-hour weeks. I travelled constantly. 

I missed family dinners, school events, and vacations. 

For a time, my career accelerated. I was promoted rapidly. My 

leaders praised my dedication. 

But over time, the cost became clear: 

My decision-making quality declined from exhaustion 

My relationships became strained 

My health suffered 

I became irritable and less effective with my team 

I eventually realized: Unsustainable intensity creates short-term 

performance gains but long-term leadership failure. 

The leaders who last decades—who build companies, develop 

people, and create lasting impact—are those who learn to lead 

sustainably. 

 Energy Management, Not Time Management 

Most leadership advice focuses on time management—how to 

schedule better, delegate more, and work more efficiently. 

This misses the point. 
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You do not have unlimited time, but you can increase your energy. 

High-energy leaders accomplish more in six focused hours than 

exhausted leaders do in twelve scattered hours. 

Four sources of energy: 

Physical energy: Sleep, nutrition, exercise. Non-negotiable 

foundations. 

Emotional energy: Relationships, purpose, joy. Leaders who feel 

emotionally drained cannot inspire others. 

Mental energy: Focus, clarity, learning. Protect time for deep 

thinking. 

Spiritual energy: Meaning, values, contribution. Work that aligns 

with your values sustains you. 

Managing energy and time becomes more productive. 

Strategic Presence Versus Constant Availability

Many professionals confuse availability with effectiveness. They 

respond to emails at 11 PM, attend every meeting, and are always 

on. 

This signals busyness, not leadership. 

Strategic presence means being fully present in the moments that 

matter: 

Key client meetings 

Strategic planning sessions 

Critical decision points 

One-on-ones with your team 

Important family moments 
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Protect these moments ruthlessly. Everything else can be delegated, 

rescheduled, or declined. 

 The Power of Saying No 

Every yes to something is a no to something else. Leaders who 

cannot say no become overcommitted, stressed, and ineffective. 

Saying no without damage: 

I appreciate being considered, but I need to decline to maintain 

focus on current priorities. 

I cannot commit fully to this right now. Would it help if I 

connected you with someone who can? 

This is important, but not aligned with my strategic goals this 

quarter. Let me suggest an alternative approach. 

Your time is your most valuable resource. Protect it. 

 Building Recovery Rituals 

High performance requires recovery. Athletes understand this—they 

train intensely, then rest intentionally. Leaders often train intensely 

but never rest. 

Daily recovery: 

Morning routine: Start with clarity, not chaos. No emails for the 

first hour. 

Lunch break: Actually take it. Away from your desk. 

Evening shutdown: End work decisively. Create a boundary. 

Weekly recovery: 

One full day without work. Truly off. 

Time for relationships that matter. Activities that restore energy, 

not drain it 
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Quarterly recovery: 

Take actual vacations. Not working remotely from the beach. 

Disconnect fully. The organization will survive without you for a 

week. 

Recovery is not weakness. It is strategic maintenance of your 

leadership capacity. 

Case Study: The Leader Who Burned Out 

Sameer was on track to become CEO. Brilliant strategist, tireless 

worker, respected by everyone. He worked 80-hour weeks for five 

years straight. Never took full vacations. Always available. 

At 42, he had a stress-related health crisis that forced him to step 

away for six months. When he returned, the organization had 

moved on. Someone else had taken the CEO role. 

He told me later: I thought I was being dedicated. I was actually 

being foolish. I sacrificed my health for a title I never got. 

Lesson: The race to the top is a marathon, not a sprint. Pace 

yourself.  
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Code 17: Advanced Negotiation and 

Conflict Resolution 
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Leadership is negotiation. Every day, you negotiate priorities, 

resources, timelines, expectations, and outcomes. Your ability to 

negotiate effectively—and resolve conflicts constructively—

determines how much you accomplish. 

The Mindset Shift: From Winning to Creating Value 

Most people approach negotiation as a zero-sum game. If I win, you 

lose. If you win, I lose. 

This is amateur thinking. 

Skilled negotiators create value. They find solutions where both 

parties gain more than they expected. 

The shift: 

From: How do I get what I want? 

To: How do we both get what we need? 

This changes everything. 

Understand Interests, Not Just Positions

Positions are what people say they want. Interests are why they want 

it. 

Example: 

Position: I need a 20% budget increase. 

Interest: I need to deliver the project on time without burning out 

my team. 

When you understand interests, you can find creative solutions: 

Maybe they do not need more budget. They need help prioritizing 

which features to deliver first. 
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Maybe they need temporary contract support, not permanent 

headcount. Maybe they need tools that improve efficiency, 

reducing the workload. 

Always ask: Help me understand what you are trying to accomplish. 

This unlocks better solutions. 

Preparation Determines Outcomes

Amateurs wing it. Professionals prepare. 

Before any important negotiation, answer these questions: 

What is my best alternative if this negotiation fails? (Your BATNA 

determines your leverage.) What do I really need versus what do I 

want? Separate must-haves from nice-to-haves. 

What does the other party need? Research their constraints and 

pressures. 

What value can I offer beyond what they are asking for? Think 

creatively about what you bring. 

What is my walk-away point? Know your limits before entering the 

conversation. 

Preparation creates confidence. Confidence creates better 

outcomes. 

Use Silence as a Tool

Most people are uncomfortable with silence in negotiations. They 

fill the gap with unnecessary concessions or explanations. 

Skilled negotiators use silence strategically. 

After making an offer, stay quiet. Let the other party respond. Do 

not justify or explain. Wait. 

After they propose, pause before responding. This signals you are 

considering seriously, not reacting emotionally. 
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Silence creates psychological pressure. People often improve their 

offers simply to fill the void. 

Frame Issues Collaboratively

How you frame a negotiation shapes the outcome. 

Poor framing: I need this budget. You need to approve it. 

Strong framing: We both want this project to succeed. Let's figure 

out how to resource it appropriately. 

Collaborative framing creates a partnership. Adversarial framing 

creates resistance. 

Phrases that build collaboration: 

Help me understand your perspective... 

What if we tried... 

I see your concern. Here's what I'm thinking... Let's brainstorm 

options together... 

Language matters. Use it intentionally. 

Resolving Conflict Without Destroying Relationships

Conflict is inevitable in leadership. What separates good leaders 

from great ones is how they handle it. 

The framework for productive conflict: 

Address early: Small issues escalate. Deal with tension before it 

becomes a crisis. 

Private conversation: Never embarrass someone publicly. Conflict 

resolution happens one-on-one. 

Focus on behaviour, not character: Say When you interrupted me 

in the meeting, it felt dismissive, not You're disrespectful. 
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Assume positive intent: Most conflicts arise from 

miscommunication, not malice. Start from curiosity, not 

accusation. 

Listen fully: Let the other person explain their perspective without 

interrupting. People need to feel heard before they can hear you. 

Find common ground: What do you both agree on? Start there and 

build forward. 

Conflict handled well strengthens relationships. Conflict avoided 

or mishandled destroys them. 

Case Study: The Negotiation That Built a Partnership 

Two division heads were fighting over budget allocation. Finance 

wanted to cut costs. Operations wanted to invest in new 

equipment. The CEO was tired of their conflicts. 

Instead of picking sides, I facilitated a different conversation: 

What if we frame this differently? Finance, you need profitability. 

Operations, you need capability. Are these actually in conflict? 

Together, they realised: 

Some equipment investments would reduce long-term operating 

costs 

Some requested equipment was nice-to-have, not essential 

They could phase investments over three years instead of buying 

everything immediately 

The solution: 

Prioritise investments that improve efficiency (satisfying finance) 

Implement in phases (managing cash flow) 

Set clear ROI targets for each phase (creating accountability) 
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Both leaders got what they needed. More importantly, they learned 

to solve problems together. 

Lesson: The best negotiations transform adversaries into allies. 
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Code 18: Integrating It All—Your 

Personal Leadership System 
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You have now explored seventeen Codes covering the full spectrum 

of leadership—from understanding corporate dynamics to building 

executive presence, from managing up to navigating change, from 

digital transformation to sustainable work-life integration. 

The question now is not what to do, but how to make these 

practices part of who you are. 

Leadership is Not a Checklist 

Many professionals read leadership books and feel overwhelmed. 

They see dozens of principles, hundreds of tactics, and wonder how 

they will possibly remember it all. 

The truth is simpler. 

Leadership is not about executing every tactic perfectly. It is about 

building a personal system—a set of habits, principles, and practices 

that become automatic. 

Building Your Leadership Operating System 

Think of leadership development like building an operating system 

for your career. You do not need to think about every line of code. 

You need core programs that run reliably in the background. 

Here are the five core programs every leader needs: 

Program 1: Weekly Visibility Ritual 

Every Friday, spend 15 minutes documenting: What did I 

accomplish this week? What impact did it create? Who should 

know about it? Then communicate one key achievement to your 

leadership. 

This single habit—repeated weekly—transforms your visibility over 

time. 
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Program 2: Relationship Maintenance System 

Maintain a simple list of 15-20 key relationships. Once per quarter, 

reach out to each person—not to ask for anything, just to check in, 

offer help, or share something valuable. 

Relationships maintained consistently never go cold. 

Program 3: Learning Integration Practice 

After reading, training, or any learning experience, answer three 

questions: What is the one insight I will apply? How will I apply it 

this week? How will I know it worked? 

This converts knowledge into action. 

Program 4: Monthly Strategic Review 

Once per month, block 30 minutes to ask: Am I working on what 

matters most? What should I stop doing? What opportunity am I 

missing? What relationship needs attention? 

This prevents you from staying busy on the wrong things. 

Program 5: Energy Audit 

Every quarter, assess: What gives me energy? What drains it? Am I 

protecting recovery time? What needs to change? 

This keeps your leadership sustainable. 

The Compound Effect of Small Practices 

None of these practices feels transformational in the moment. But 

practised consistently over months and years, they create 

compounding returns. 

Consider: 

Weekly visibility practice = 52 strategic communications per year 
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Quarterly relationship maintenance = 60-80 meaningful 

connections per year 

Monthly strategic review = 12 course corrections before you drift 

off track 

Small practices, repeated consistently, create extraordinary careers. 

Your 90-Day Action Plan 

To help you begin immediately, here is a structured 90-day plan for 

implementing the key lessons from this book: 

Days 1-30: Foundation Building 

Write your professional narrative: Who are you? What value do you 

create? What problems do you solve? 

Identify your top 15 key relationships. Document them. 

Start the weekly visibility ritual. Commit to four consecutive weeks. 

Have one strategic conversation with your manager about priorities. 

Days 31-60: Expanding Influence 

Volunteer for one cross-functional initiative. 

Publish your first thought leadership piece (LinkedIn, internal blog, 

or team presentation). 

Reach out to five key relationships with specific value adds. 

Conduct your first monthly strategic review. 

Days 61-90: Building Momentum 

Present a strategic recommendation to senior leadership. 

Help develop one person on your team with specific coaching. 

Complete your quarterly energy audit and make one adjustment. 

Reflect: What changed in 90 days? What will you continue? 
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The Path Forward 

This book has given you a comprehensive framework for rising to 

leadership. But frameworks do not create leaders. Action creates 

leaders. 

The difference between those who rise and those who remain is 

simple: 

Those who rise take what they learn and apply it immediately. They 

do not wait for perfect conditions. They do not wait until they feel 

ready. They start where they are, with what they have. 

What You Already Know 

Here is something I have learned after coaching hundreds of 

leaders: Most people already know what they need to do. They 

know they should communicate more strategically. They know they 

should build stronger relationships. They know they should 

position themselves more visibly. 

The challenge is not knowledge. The challenge is execution. 

This is why I emphasise systems over inspiration. Inspiration fades. 

Systems persist. 

Build systems that make the right behaviours automatic, and your 

career trajectory will change. 

A Final Reflection 

I began this book with the story of Raghav—the young manager who 

froze in the elevator with his CEO, unsure of what to say. 

Let me tell you the rest of that story. 

After that missed opportunity, Raghav came to me frustrated and 

disappointed in himself. We worked together for six months on the 

principles in this book. He built his professional narrative. He 
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started communicating his impact. He developed strategic 

relationships. He positioned himself as a problem-solver, not just a 

task-executor. 

One year later, Raghav found himself in another elevator with the 

same CEO. But this time, he was ready. 

When the CEO asked casually, How are things going? Raghav did 

not freeze. He said: 

Really well. My team just completed the client retention project 

three weeks ahead of schedule. We reduced churn by 18%. I would 

love to share what we learned if you have an interest. 

The CEO stopped. Turned. Looked at him directly. 

Send me a summary. Let's talk next week. 

That conversation led to Raghav presenting to the executive team. 

That presentation led to a promotion. That promotion led to larger 

opportunities. 

Today, Raghav leads a division of 300 people. He is on track for 

VP. And it all started with being ready when the elevator doors 

opened. 

Your Next Elevator Moment 

Your elevator moment is coming. It might not be in an actual 

elevator. It might be: 

A chance meeting with a senior leader 

An unexpected opportunity to present 

A crisis that needs immediate leadership 

A conversation that could change your trajectory 

When that moment arrives, you have two choices: 
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You can freeze, like Raghav did the first time. Watch the 

opportunity pass. Spend months wondering what might have been. 

Or you can step forward with clarity, confidence, and purpose. You 

can demonstrate that you are ready. That you have been preparing. 

That you belong at the next level. 

The choice is yours. 

But here is what I know: 

If you have read this far, you have already made the choice. You 

have invested time in understanding how leadership really works. 

You have studied the patterns. You have learned from the stories. 

Now you just need to act. 

Start This Week 

Do not wait until you finish the book to begin. Start this week with 

three actions: 

Action 1: Write your 30-second professional narrative. Practice 

saying it out loud until it feels natural. 

Action 2: Identify one achievement from the past month. 

Communicate it to your manager in outcome language. 

Action 3: Reach out to one person in your network. Offer help, 

share an insight, or simply reconnect. 

Three actions. This week. Not someday. 

These small steps begin your transformation. 

The Promise of This Book 

If you apply what you have learned in this book—not just read it, 

but apply it—your career will change. 

Not overnight. Not magically. But measurably. 
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Within three months: 

Your visibility will increase 

Your network will strengthen 

Your communication will sharpen 

Your confidence will grow 

Within one year: 

You will be seen as a strategic contributor, not just a performer 

You will have relationships that open doors 

You will be considered for opportunities you did not know existed 

You will lead with presence and purpose 

Within three to five years: 

You will rise to positions you once thought were beyond reach 

You will develop other leaders 

You will create a lasting impact 

You will have built a career you are proud of 

This is not speculation. This is a pattern. 

I have seen it happen hundreds of times with people who commit 

to these principles and execute with discipline. 

Leadership is not a destination. It is a practice. Every day, you have 

opportunities to lead—in meetings, in conversations, in decisions, 

in how you treat people. 

The principles in this book work. They have worked for thousands 

of leaders across decades, industries, and cultures. They will work 

for you if you work with them. 

But they require commitment. 
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Commitment to: 

Show up with intention, not just presence 

Communicate with clarity, not just frequency 

Build relationships with generosity, not just networking 

Lead with integrity, not just ambition 

Develop others, not just yourself 

Think long-term, not just quarterly 

When you commit to these principles, you do not just rise to the 

top. You become the kind of leader others want to work for, learn 

from, and follow. 

And that is the ultimate measure of success. 

The Journey Continues 

This book ends, but your journey continues. Every conversation is 

a chance to practice strategic communication. Every challenge is a 

chance to demonstrate leadership. Every relationship is a chance to 

build trust. 

The opportunities are everywhere. Most people just do not see 

them. 

But now you do. You understand the patterns. You know the 

frameworks. You have the tools. 

The only question is: Will you use them? 

My Commitment to You 

I wrote this book because I believe that great leadership should not 

be a mystery. It should not be reserved for those with connections 

or pedigrees. It should be accessible to anyone willing to learn and 

apply. 
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If you are that person—someone willing to work, willing to grow, 

willing to lead with integrity—then I wrote this book for you. 

My commitment is simple: Everything in this book is real, tested, 

and proven. There is no theory without practice. There are no 

tactics without results. 

Apply these lessons, and you will rise. 

Your Commitment to Yourself 

Now I ask for your commitment. 

Commit to yourself that: 

You will not let this book sit on a shelf gathering dust 

You will not read it and do nothing 

You will not wait for perfect conditions to start. You will not let 

fear stop you from stepping forward 

Instead, commit that: 

You will take action this week 

You will build your leadership system 

You will communicate your value 

You will develop your presence 

You will be ready when your moment comes 

This is your time. 
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Code 19: The Art of Executive 

Communication 
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At senior levels, your communication is your leadership. How you 

speak, write, and present shapes how others perceive your strategic 

capability, your judgment, and your readiness for greater 

responsibility. Executive communication is not about eloquence—

it is about precision, clarity, and impact. 

The Executive Communication Challenge 

As you rise, your audience becomes more senior, more time-

constrained, and more demanding. They are not interested in 

process details. They want to know: What is the decision? What is 

the impact? What is the risk? 

The communication style that worked at junior levels—

comprehensive explanations, detailed analysis, careful 

qualification—becomes a liability at senior levels. Executives 

interpret lengthy explanations as unclear thinking. 

The Three Levels of Executive Communication 

Level 1: Information Transfer (Junior) 

Focus: Accurate reporting of facts and data. Audience expectation: 

Completeness and detail. Success measure: Did I convey all the 

information? 

Level 2: Analysis and Recommendation (Mid-Level) 

Focus: Interpreting data and proposing actions. Audience 

expectation: Clear reasoning and options. Success measure: Did I 

provide actionable insights? 

Level 3: Strategic Framing (Executive) 

Focus: Shaping how leaders think about critical issues 

Audience expectation: Perspective and judgment 

Success measure: Did I influence the strategic conversation? 
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Most professionals remain stuck at Level 1 or 2. Executive 

communication requires mastering Level 3. 

The Executive Brief: A Master Template 

When communicating upward, use this structure religiously: 

Opening (30 seconds): Bottom line upfront. What is the headline? 

What do you need? 

Context (30 seconds): Why does this matter? What is the business 

impact? 

Analysis (60 seconds): What are the options? What do you 

recommend and why? 

Next Steps (30 seconds): What happens next? What decision is 

needed? 

Total time: 2.5 minutes. This is all you get in most executive 

interactions. Make every second count. 

Case Study: The Presentation That Changed a Career 

Maya was a senior manager presenting a major investment 

recommendation to the executive committee. She had prepared a 

40-slide deck with a comprehensive analysis.

Five minutes into her presentation, the CFO interrupted: Maya, I 

am sure your analysis is thorough. But I need you to answer three 

questions: What is the ROI? What is the risk? Why should we do 

this instead of the other three projects competing for capital? 

Maya was flustered. Her answers were buried in slides 28, 34, and 

37. She fumbled through her deck trying to find them.

The presentation failed. Not because her analysis was wrong, but 

because her communication was not executive-ready. 
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Six months later, Maya had another opportunity. This time, she 

opened differently: 

We are recommending a $5M investment in automated quality 

control. Expected ROI: 35% annually. Payback: 2.8 years. Primary 

risk: implementation complexity, which we will mitigate through 

phased rollout. This project ranks first among alternatives because 

it addresses our highest-cost quality issue while requiring the lowest 

capital outlay. 

The CFO leaned back: Good. Show me how you arrived at these 

numbers. 

The project was approved. Maya was promoted six months later. 

Lesson: Executive communication is about answering questions 

before they are asked. 

Writing for Executives: Email and Memo Excellence 

Written communication at senior levels requires even more 

discipline than verbal communication. Your email or memo may 

be forwarded to people you have never met. It becomes part of the 

permanent record. 

The Executive Email Formula: 

Subject Line: Action-oriented and specific. Not Update on Project 

but Decision Needed: Marketing Budget Reallocation 

First Sentence: The ask or the headline. I am requesting approval 

for X. Here is the decision on Y 

Second Paragraph: Context in 2-3 sentences. Why this matters. 

Business impact. 

Third Paragraph: Key details. Supporting logic. Data points. 

Closing: Next steps and timeline. Who needs to do what by when? 
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Maximum length: One screen. If it requires scrolling, it is too long. 

Move details to an attachment. 

The Power of Strategic Silence 

In executive settings, silence is a communication tool. Knowing 

when NOT to speak is as important as knowing what to say. 

Speak when: 

You have unique information or a perspective 

You see a risk that others are missing 

Your function is directly impacted 

You are asked directly for input 

Stay silent when: 

Others are making your point adequately 

The issue is outside your expertise 

Speaking would be defensive or emotional. You are still 

formulating your position 

Executives who speak constantly dilute their influence. Executives 

who speak selectively but powerfully command attention. 
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Code 20: Building and Managing 

Your Personal Board of Advisors 
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No leader succeeds alone. Behind every successful executive is a 

network of advisors—people who provide counsel, perspective, 

connections, and honest feedback. Yet most professionals 

approach this haphazardly, relying on accidental relationships 

rather than deliberately building a personal board of advisors. 

Why You Need a Personal Board 

A personal board of advisors serves functions that no single mentor 

or manager can provide: 

Diverse perspectives: Different industries, functions, and life 

experiences 

Honest feedback: People who will tell you hard truths 

Strategic counsel: Guidance on career decisions and challenges 

Network access: Connections to opportunities and resources 

Accountability: People who hold you to your commitments 

Think of your personal board as you would a corporate board—

carefully selected individuals with complementary strengths who 

collectively help you navigate complexity and make better decisions. 

The Ideal Composition: Five Key Roles 

An effective personal board typically includes 5-7 people filling 

these roles: 

1. The Industry Expert

Someone deeply knowledgeable about your industry or function. 

They help you understand trends, competitive dynamics, and 

technical developments. This person keeps you sharp and relevant. 
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2. The Career Navigator

Someone 10-15 years ahead of you in their career who has navigated 

the path you are on. They help you anticipate challenges, avoid 

pitfalls, and make smart career moves. 

3. The Truth-Teller

Someone who knows you well enough to give brutally honest 

feedback. This person tells you when you are wrong, when your 

blind spots are showing, and when you need to change course. 

4. The Connector

Someone with an extensive network who opens doors. They 

introduce you to opportunities, people, and ideas you would not 

otherwise encounter. 

5. The Outside Perspective

Someone from a completely different field or background. They 

challenge your assumptions, broaden your thinking, and help you 

avoid industry tunnel vision. 

How to Build Your Personal Board 

Building a personal board is not transactional. It is relational. Here 

is how to do it properly: 

Step 1: Identify Gaps 

Assess your current advisory network. What perspectives are 

missing? What expertise do you lack access to? Where do you need 

more challenge or support? 
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Step 2: Find Candidates 

Look for people who: Have achieved what you aspire to, 

demonstrate values you respect, have time and willingness to invest 

in others, and provide perspectives different from your own. 

Step 3: Build Relationship First 

Do not ask someone to be an advisor in your first interaction. Build 

an authentic relationship over time. Add value to them. Show 

genuine interest in their work and perspective. 

Step 4: Make the Ask 

Once a relationship exists, be direct: I am at a pivotal point in my 

career. Your perspective has been invaluable. Would you be willing 

to serve as an informal advisor? I am thinking quarterly 

conversations where I seek your counsel on key decisions and 

challenges. 

Step 5: Make It Easy 

Respect their time. Come prepared for conversations. Send 

agendas in advance. Be specific about what you need. Follow up on 

their advice and report back on outcomes. 

Case Study: The Personal Board That Changed Everything 

When Amit was promoted to VP at age 38, he felt suddenly 

isolated. His peers were now direct reports. His former mentor had 

retired. He was facing challenges—organizational politics, strategic 

ambiguity, work-life conflict—where he had no experienced 

sounding board. 

He deliberately built a personal board: 

Board Member 1: Former CFO from his industry (Industry Expert) 
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Board Member 2: Current CEO of a similar-sized company (Career 

Navigator) 

Board Member 3: His former manager, who knew him deeply 

(Truth-Teller) 

Board Member 4: Well-connected consultant (Connector) 

Board Member 5: Non-profit executive director (Outside 

Perspective) 

He met with each quarter, sometimes more frequently when facing 

major decisions. He prepared for each conversation with specific 

questions. He kept them updated on outcomes. 

The impact was immediate: 

When considering a risky strategic initiative, his Industry Expert 

helped him pressure-test assumptions. His Career Navigator 

warned him about political dynamics he had not anticipated. His 

Truth-Teller told him his communication style was creating 

problems with the board. 

Three years later, Amit was recruited to become CEO of a larger 

company. His Connector had made the introduction. His personal 

board had collectively prepared him for the role. 

Lesson: Your personal board is a strategic asset. Build it 

deliberately. 

Maintaining Your Personal Board 

Personal board relationships require maintenance: 

Stay in regular contact: Quarterly at minimum, more often during 

transitions 
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Give back: Share insights, make introductions, offer help when you 

can 

Update them: Report outcomes from their advice. Let them see 

their impact. 

Evolve the board: As your career progresses, some advisors may 

rotate off. Add new perspectives as needed. 

Show gratitude: Acknowledge publicly and privately how they have 

helped you.  
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Code 21: Leading in Crisis—The 

Ultimate Test 

Crisis is the crucible that reveals true leadership capacity. When 

systems fail, markets collapse, disasters strike, or organisations face 

existential threats, leaders are tested like never before. How you 
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lead in these moments defines your reputation for the rest of your 

career. 

The Anatomy of Crisis Leadership 

I have led through multiple crises: financial collapses, cyber-attacks, 

product failures, natural disasters, and sudden leadership vacuums. 

Each crisis was different, but effective crisis leadership follows 

consistent patterns. 

Phase 1: Initial Response (Hours 1-24) 

In the first 24 hours, your primary objectives are: 

Stabilise the immediate situation: Stop the bleeding. Prevent 

escalation. Secure safety and operations. 

Gather critical information: What happened? What is the scope? 

Who is affected? 

Establish command structure: Who is leading what? Clear roles 

prevent chaos. 

Communicate with key stakeholders: Board, customers, employees, 

regulators—whoever needs immediate information. 

The biggest mistake leaders make in this phase is analysis paralysis. 

You will not have perfect information. Act decisively with what you 

know. You can course-correct later. 

Phase 2: Assessment and Planning (Days 2-7) 

Once immediate threats are contained, shift to strategic response: 

Comprehensive damage assessment: What are all the impacts? 

Financial, operational, reputational? 

Root cause analysis: Why did this happen? What systemic issues 

does it reveal? 
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Response strategy: What is the path to recovery? What resources are 

needed? 

Communication plan: Ongoing stakeholder updates with 

transparency about progress and challenges. 

Phase 3: Recovery and Rebuilding (Weeks to Months) 

Crisis recovery is about more than returning to normal. It is about 

emerging stronger: 

Execute recovery plan systematically: Measure progress. Adjust as 

needed. 

Address root causes: Fix systems, not just symptoms. Prevent 

recurrence. 

Rebuild trust: With all stakeholders. Through transparency, 

accountability, and results. 

Capture lessons: Document what happened and what you learned. 

Institutionalize improvements. 

The Five Principles of Crisis Leadership 

Across every crisis I have navigated, these principles have proven 

essential: 

Visible Leadership

In a crisis, people need to see their leaders. Be present. Be visible. 

Be accessible. Disappearing or delegating entirely signals weakness. 

Leaders who hide during a crisis lose credibility permanently. 

Radical Transparency

Tell the truth even when it is uncomfortable. Share what you know 

and what you don't know. Hiding bad news or spinning reality 

destroys trust. People handle hard truths better than they handle 

dishonesty. 
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Decisive Action

Crisis demands speed. Make decisions with incomplete 

information. You can refine later, but initial paralysis compounds 

problems. Bias toward action. 

Emotional Steadiness

Your team takes emotional cues from you. If you panic, they panic. 

If you project calm confidence, they find their footing. Your 

stability becomes their stability. 

Learning Orientation

Every crisis teaches. Capture lessons in real-time. What worked? 

What failed? What would we do differently? Organisations that 

learn from crisis emerge stronger. Those who don't repeat mistakes. 

Case Study: The Cyber Attack 

At 3 AM on a Tuesday, I received the call every CEO dreads: We 

have been hacked. Our systems are down. Customer data may be 

compromised. 

Initial Response (Hour 1-6): 

I immediately activated our crisis protocol: Assembled crisis team 

(IT, legal, communications, operations). Isolate affected systems to 

prevent spread. Engaged a cybersecurity forensics firm. Prepared 

initial stakeholder communications. By 9 AM, we had briefed the 

board and prepared the customer notification. 

Key Decision Point: 

Our legal team recommended delaying customer notification until 

we fully understood the scope. Our communications team agreed—

it would reduce panic. 
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I overruled them. We notified customers within 12 hours, before 

we had complete information. I said: We do not yet know the full 

extent of exposure. We are investigating urgently and will update 

you every 24 hours until resolved. 

This transparency was criticised initially. Some said we were 

creating unnecessary alarm. But it proved correct. 

The Outcome: 

The breach was serious but contained. Customer data was not 

ultimately compromised. But our early, honest communication 

built trust. When competitors faced similar incidents months later 

and tried to hide them, they faced massive backlash. We were cited 

as the example of crisis management done right. 

Our customer retention through the crisis: 98%. Industry average 

in similar incidents: 67%. 

Lesson: In a crisis, transparency and speed trump perfection. 

Crisis Communication: What to Say and How 

Your crisis communications should follow this structure: 

Acknowledge the situation: State clearly what happened. No 

euphemisms. 

Express appropriate concern: Show you understand the impact on 

stakeholders. 

Explain what you are doing: Immediate actions and longer-term 

response. 

Take ownership: If responsibility lies with your organisation, accept 

it. Do not deflect. 

Commit to transparency: Tell people how and when you will 

provide updates. 
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Provide next steps: What should stakeholders do or expect? 

Personal Resilience in Crisis 

Leading through a crisis is exhausting. The pressure is relentless. 

Sleep is scarce. Decisions feel life-or-death. 

Protect yourself: 

Build a support system: Trusted advisors who can help you think 

clearly 

Maintain routines where possible: Exercise, family time, brief 

moments of normalcy. Accept imperfection: You will make 

mistakes. Learn and adjust. 

Delegate operationally: You cannot do everything. Focus on 

decisions only you can make. Process emotions later: During a 

crisis, focus on action. Debrief emotionally afterwards. 
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Code 22: The Influence Code—

Synthesising Four Decades of 

Leadership 
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After four decades of leadership—building organisations, 

developing leaders, navigating crises, and observing thousands of 

professionals rise or plateau—I have distilled what I call The 

Influence Code: the fundamental principles that separate those 

who lead with lasting impact from those who simply manage. 

The Core Principle 

Leadership is influence. Everything else—titles, authority, 

compensation—flows from your ability to influence outcomes 

through people. The Influence Code is the system for building, 

maintaining, and leveraging influence throughout your career. 

The Seven Elements of The Influence Code 

Element 1: Credibility Through Consistency 

Influence begins with credibility. Credibility comes from consistent 

delivery over time. You do not build credibility through one big 

win. You build it through steady, reliable performance across varied 

conditions. 

Ask: Can people count on me when circumstances are difficult? Do 

I deliver what I commit to? Am I the same person in success and 

failure? 

Element 2: Strategic Visibility 

Influence requires visibility. If your contributions are invisible, your 

influence is limited. Strategic visibility means ensuring that 

decision-makers understand your value without appearing self-

promotional. 

This is the balance: Communicate outcomes clearly while giving 

credit generously. Make your impact known while making others 

feel valued. 
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Element 3: Relationship Capital 

Influence flows through relationships. Your network—maintained 

through genuine care, consistent support, and mutual value 

creation—becomes the infrastructure through which influence 

moves. 

Invest in relationships before you need them. Help others without 

keeping score. Build trust systematically. When you need help, your 

network responds. 

Element 4: Political Intelligence 

Influence requires understanding how decisions really get made. 

Who influences whom? What motivations drive people? Where 

does power actually reside? This is not manipulation—it is 

situational awareness. 

Navigate politics with integrity. Understand the dynamics but never 

compromise your values to exploit them. 

Element 5: Executive Presence 

Influence is amplified by presence. How you carry yourself, how you 

communicate, how you respond under pressure—these signal your 

readiness for greater responsibility. 

Presence is not charisma. It is the ability to project confidence, 

clarity, and calm in ways that make others trust your judgment. 

Element 6: Value Creation 

Sustainable influence comes from creating value for others. The 

more value you create—for your organisation, your team, your 

stakeholders—the more influence you accumulate. 

Always ask: How am I creating value beyond my immediate 

responsibilities? How am I making others successful? 
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Element 7: Long-Term Orientation 

Influence compounds over time. Short-term thinking sacrifices 

long-term influence for immediate gain. Leaders who think in 

decades build influence that lasts. 

Make decisions that protect your reputation. Build systems that 

outlast you. Develop people who carry your influence forward. 

The Influence Code in Practice: A Framework 

Here is how to apply The Influence Code systematically: 

Daily Practice: 

Deliver on commitments (Credibility) 

Communicate one key outcome (Visibility) 

Support one colleague (Relationships) 

Observe organizational dynamics (Political Intelligence) 

Practice calm, clear communication (Presence) 

Weekly Practice: 

Document achievements and impact 

Share progress with key stakeholders 

Reach out to 2-3 people in your network 

Identify one way to create additional value. Reflect on decisions 

through a long-term lens 

Monthly Practice: 

Strategic review: Am I building influence in the right areas? 

Relationship audit: Are key relationships maintained? 

Value assessment: What value am I creating? 

Presence check: How am I showing up in important moments? 

Long-term alignment: Are daily actions building toward long-term 

goals? 
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Common Influence Mistakes to Avoid 

Even experienced leaders make these influence errors: 

Mistake 1: Confusing activity with influence. Being busy does not 

mean being influential. Influence comes from impact, not effort. 

Mistake 2: Building visibility without credibility. Talking about 

results without delivering them destroys influence quickly. 

Mistake 3: Transactional relationships. Only reaching out when 

you need something signals selfishness. 

Mistake 4: Ignoring organisational dynamics. Naivety about 

politics limits influence regardless of competence. 

Mistake 5: Inconsistent behaviour. Being different people in 

different situations erodes trust. 

Mistake 6: Short-term optimisation. Sacrificing reputation for 

immediate gain costs long-term influence. 

Mistake 7: Solo heroics. Succeeding alone builds a personal brand 

but limited organisational influence. 

Measuring Your Influence 

Influence is not directly measurable, but you can assess it through 

indicators: 

Are you invited to important conversations? Influence draws you 

into rooms where decisions happen. 

Do people seek your counsel? Influence makes you a trusted 

advisor. 

Have your recommendations been adopted? Influence translates 

ideas into action. 

Do others advocate for you? Influence creates champions who speak 

for you when you are not present. 
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Are you given latitude? Influence earns you autonomy and trust. 

Do opportunities find you? Influence attracts opportunities rather 

than requiring pursuit. 

If these indicators are positive, your influence is growing. If not, 

return to The Influence Code fundamentals. 
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Final Reflection: Your Influence 

Journey 

You have travelled through 22 comprehensive Codes covering every 

dimension of leadership—from your first days as an individual 

contributor to the pinnacle of executive responsibility and legacy 

building. 

This is not theoretical knowledge. Every principle, every framework, 

every case study comes from real experience—from building 

organisations, developing thousands of leaders, navigating crises, 

and observing what actually works over four decades. 

The Journey Ahead 

Your leadership journey will be unique. The specific challenges you 

face, the organisations you lead, the people you develop—these will 

be yours alone. 

But the principles remain constant. The Influence Code—

credibility, visibility, relationships, political intelligence, presence, 

value creation, and long-term orientation—these fundamentals 

apply across all contexts. 

Three Final Commitments 

As you close this book, make three commitments to yourself: 

I will act, not just absorb. Knowledge without application

changes nothing. Choose three insights from this book and

implement them this month.
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I will build systems, not rely on motivation. Motivation

fades. Systems persist. Create routines that make leadership

behaviours automatic.

I will think in decades, not quarters. Your reputation is

built over years. Your legacy unfolds over decades. Make

decisions that honour your long-term vision.

The Influence Code Promise 

If you apply The Influence Code with discipline and integrity: 

Your influence will grow steadily 

Your opportunities will expand 

Your impact will deepen 

Your legacy will endure 

This is not guaranteed by title or talent. It is earned through 

consistent application of principles that have proven themselves 

across industries, cultures, and decades. 

The Elevator Moment—Revisited 

Remember Raghav? The young manager who froze in the elevator? 

His story did not end with becoming CEO. Last year, I received a 

message from him: 

Today, one of my young managers came to me nervous and 

uncertain. She reminded me of myself 20 years ago. I spent an hour 

sharing The Influence Code principles you taught me. Then I gave 

her this book. I told her: These principles changed my career. They 

can change yours, too. But only if you apply them. 

This is how influence multiplies. You learn. You apply. You 

succeed. Then you teach others. The code spreads. 
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Your Elevator Moment Is Here 

The metaphorical elevator doors are open right now. Your moment 

is not someday—it is today. The conversation you have tomorrow. 

The email you sent this afternoon. The decision you make this 

week. 

Every interaction is an opportunity to apply The Influence Code. 

Every day is a chance to build credibility, strengthen relationships, 

create value, and demonstrate presence. 

Will you be ready? 

You already are. 

You have invested time in understanding how leadership really 

works. You have learned from decades of hard-won experience. You 

have frameworks, principles, and proven strategies. 

Now you just need to act. 

Step forward. Apply The Influence Code. Build your influence. 

Create your legacy. 

The world needs leaders like you—leaders who understand that 

influence is earned through credibility, relationships, and 

sustained value creation. 

Your time is now. Lead with influence. Rise with integrity. 

Transform with purpose. 

To every leader who understands that true influence is not taken—

it is earned through credibility, built through relationships, 

demonstrated through presence, and sustained through integrity. 
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Appendix A:  

The 100-Day Leadership Plan 

This comprehensive 100-day plan provides a structured approach 

to implementing The Influence Code principles. Whether you are 

starting a new role, seeking promotion, or simply accelerating your 

leadership development, this plan creates momentum through 

deliberate action. 

Days 1-10: Assessment and Foundation 

Day 1-2: Self-Assessment 

Complete a comprehensive inventory: What are my current 

strengths? What gaps exist in my leadership capability? How do key 

stakeholders currently perceive me? What is my current level of 

influence? 

Day 3-4: Stakeholder Mapping 

Create a detailed map of your organisational ecosystem: Who are 

the key decision-makers? Who influences them? What are their 

priorities and pressures? Where are the power centres? Who are 

potential allies? 

Day 5-6: Define Your Value Proposition 

Articulate clearly: What unique value do I bring? What problems 

do I solve? What makes me different from my peers? Write your 30-

second professional narrative and practice until natural. 

Day 7-8: Set Influence Goals 
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Define specific, measurable influence objectives for the next 12 

months: What level of visibility do I want? What relationships need 

strengthening? What organisational impact do I seek? What 

reputation do I want to build? 

Day 9-10: Create Your Operating System 

Establish the routines and systems you will use: Weekly visibility 

ritual, Monthly strategic review, Quarterly relationship 

maintenance, and Daily presence practices. Schedule these now. 

Make them non-negotiable. 

Days 11-30: Building Credibility 

Week 2 Focus: Deliver Quick Wins 

Identify 2-3 high-visibility projects where you can demonstrate 

immediate value. Deliver flawlessly. Communicate outcomes 

clearly. Show you are reliable under pressure. 

Week 3 Focus: Strategic Communication 

Begin implementing structured communication: Every meeting, 

practice conclusion-first communication. Send one strategic update 

to leadership. Present one analysis using an executive briefing 

format. Track feedback and refine. 

Week 4 Focus: Consistency Building 

Establish your reliability pattern: Meet every commitment made. 

Communicate proactively before issues arise. Demonstrate calm 

under pressure. Be the same person in all situations. 

Days 31-60: Expanding Visibility 

Week 5-6: Cross-Functional Engagement 
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Volunteer for one cross-functional initiative. Attend meetings 

outside your department. Offer to help other teams. Begin building 

broader organisational visibility. 

Week 7: Thought Leadership Launch 

Publish your first thought leadership piece: Internal blog post, 

LinkedIn article, or team presentation. Share one framework or 

lesson from your experience. Begin establishing your voice. 

Week 8: Stakeholder Meetings 

Schedule 1-on-1 meetings with 5 key stakeholders. Ask about their 

priorities, challenges, and how you can support them. Listen more 

than you speak. Build understanding and rapport. 

Days 61-90: Deepening Influence 

Week 9-10: Relationship Strengthening 

Reach out to 10 people in your extended network. Offer help. 

Share valuable resources. Make introductions. Build trust capital 

without asking for anything in return. 

Week 11: Present to Senior Leadership 

Secure opportunity to present something strategic to senior 

leadership. Could be results, recommendations, or analysis. 

Prepare meticulously. Deliver with presence. Demonstrate 

executive readiness. 

Week 12-13: Team Development 

Identify 2-3 people to develop. Provide coaching. Delegate 

meaningful work. Give feedback. Help them succeed. Build a 

reputation as a developer of talent. 

Days 91-100: Consolidation and Planning 

Day 91-95: Comprehensive Review 
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Assess progress: What changed in 90 days? How has my influence 

grown? What feedback have I received? What relationships have 

strengthened? What visibility have I gained? 

Day 96-100: Next Phase Planning 

Based on 90-day results, plan the next 90 days: What worked well? 

What needs adjustment? What new opportunities have emerged? 

What is the next level of influence to build? 
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Appendix B:  

Essential Conversation Templates 

These proven conversation templates help you navigate critical 

leadership moments with confidence and effectiveness. 

Template 1: The Promotion Conversation 

When seeking promotion or discussing career advancement with 

your manager: 

Opening: I would like to discuss my career growth and how I can 

prepare for the next level of responsibility. 

Context: Over the past [timeframe], I have [key accomplishments 

with business impact]. I am ready to take on a broader scope and 

would like to understand what is required for advancement to 

[target role]. 

Specific Ask: What capabilities do I need to develop? What 

experiences would prepare me? What timeline is realistic? How can 

I demonstrate readiness? 

Commitment: I am committed to doing what it takes. I would like 

your coaching on how to get there. 

Template 2: The Difficult Feedback Conversation 

When providing corrective feedback to a team member: 

Opening: I want to discuss [specific behaviour/situation] because I 

care about your success and need to help you be effective. 
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Observation: I have observed [specific examples, not generalities]. 

This creates [specific impact on team, work, relationships]. 

Expectation: What I need to see instead is [clear behavioural 

expectation]. This is important because [business reason]. 

Support: How can I support you in making this change? What do 

you need from me? 

Follow-up: Let's check in [specific timeframe] to discuss progress. 

Template 3: The Salary Negotiation 

When negotiating compensation: 

Framing: I am excited about this opportunity and want to ensure 

we are aligned on compensation that reflects the value I will bring. 

Data Point: Based on my research of market rates for this role and 

scope, combined with my [specific experience and track record], I 

believe [specific number] is appropriate. 

Value Justification: This reflects [specific capabilities you bring, 

problems you will solve, impact you will create]. 

Collaborative Tone: I am open to discussion. Can you help me 

understand your perspective on compensation for this role? 

Template 4: The Disagreement with Leadership 

When you disagree with a decision or direction from senior 

leadership: 

Respect Opening: I want to share a different perspective on 

[decision/direction]. I respect the decision-making authority here, 

and I also have concerns I believe are important to raise. 

Specific Concern: My concern is [specific issue]. I see potential risks 

of [specific consequences]. 
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Alternative View: Have we considered [alternative approach]? This 

might address [specific benefits]. 

Commitment: If the decision stands, I will commit fully to 

execution. I am raising this because I want us to succeed, not 

because I am resistant to the decision. 

Template 5: The Network Building Conversation 

When reaching out to build or strengthen professional 

relationships: 

Opening: I have been following your work on [specific 

project/initiative] and am impressed by [specific aspect]. 

Connection Point: I am working on [related area] and would value 

learning from your experience. 

Specific Ask: Would you be open to a 20-minute conversation 

where I could ask your perspective on [specific topic]? 

Value Exchange: I would be happy to share insights from my work 

on [relevant area] that might be useful to you. 

Template 6: The Crisis Communication 

When communicating about problems or crises: 

Immediate Acknowledgment: I am reaching out immediately 

because [situation] has occurred. 

Current Status: Here is what we know: [facts]. Here is what we do 

not yet know: [unknowns]. 

Immediate Actions: We have immediately [actions taken to 

stabilize]. We are currently [ongoing response]. 

Next Steps: We will [specific next actions with timeline]. I will 

update you [specific frequency]. 
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Ownership: I take full responsibility for this situation and am 

committed to resolution. 
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Appendix C:  

Leadership Assessment Tools 

Use these assessment tools quarterly to evaluate your leadership 

development and influence growth. 

Assessment 1: Influence Scorecard 

Rate yourself honestly on each element of The Influence Code 

(1=Low, 5=High): 

Credibility Through Consistency 

__ I consistently deliver on commitments 

__ People trust my word without verification 

__ I perform reliably under pressure 

__ My behaviour is consistent across situations 

__ I admit mistakes and learn from them 

Strategic Visibility 

__ Key stakeholders understand my value 

__ I communicate accomplishments effectively 

__ I am invited to important meetings 

__ My name comes up in strategic discussions 

__ Leadership sees me as strategically capable 

Relationship Capital 

__ I have strong relationships across functions 

__ People seek my counsel and advice 

__ I maintain connections proactively 

__ Others advocate for me when I'm not present 
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__ I help others succeed generously 

Political Intelligence 

__ I understand how decisions really get made 

__ I recognize organizational power dynamics 

__ I navigate politics with integrity 

__ I anticipate stakeholder reactions accurately 

__ I read organizational situations correctly 

Executive Presence 

__ I communicate with clarity and confidence 

__ I remain calm under pressure 

__ People listen when I speak 

__ My body language conveys leadership  

__ I project appropriate gravitas 

Value Creation 

__ I create measurable business impact 

__ I make others more successful 

__ I solve important organizational problems 

__ My contributions drive key outcomes 

__ I am seen as a force multiplier 

Long-Term Orientation 

__ I make decisions for long-term impact 

__ I build systems, not just solve problems 

__ I develop people systematically 

__ I protect my reputation carefully 

__ I think in years, not quarters 

Scoring: Total your scores for each section (max 25 per section, 175 

total). Scores below 15 in any section indicate development 

priorities. Scores above 20 indicate strengths to leverage. 
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Assessment 2: 360-Degree Feedback Questions 

Ask trusted colleagues to provide honest feedback on these 

questions: 

Credibility: On a scale of 1-10, how consistently do I deliver on 

commitments? What is one example where I demonstrated 

reliability? Where could I improve? 

Communication: How effectively do I communicate? Do I provide 

appropriate detail? Am I clear and concise? What could make my 

communication more effective? 

Collaboration: How effectively do I work with others? Am I easy to 

work with? Do I support colleagues? What could improve our 

working relationship? 

Leadership: Do you see me as a leader? What leadership qualities 

do I demonstrate? What would make me more effective? 

Impact: What value do I create for the organization? What is my 

biggest contribution? Where could I create more impact? 

Development: What is one thing I should start doing? One thing I 

should stop doing? One thing I should continue?  
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Assessment 3:  

Career Progress Indicators 

Answer these questions to evaluate your career momentum: 

Opportunity Flow: 

How many significant opportunities have come to me (unsolicited) 

in the past 6 months? 

Am I being considered for stretch assignments? Are people seeking 

me out for important work? 

Network Strength: 

How many people would respond immediately if I needed help? 

How many relationships have I strengthened in the past quarter? 

Do I have sponsors (not just mentors) who advocate for me? 

Influence Indicators: 

Are my recommendations typically adopted? 

Am I invited to meetings above my level? 

Do people reference my ideas and work? 

Reputation Growth: 

What would people say about me if asked? 

Is my reputation expanding beyond my immediate team? Am I 

known for something specific and valuable? 
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Appendix D:  

Recommended Reading and 

Resources 

Leadership development is a lifelong journey. These resources 

provide a deeper exploration of specific topics covered in The 

Influence Code. 

On Strategic Thinking and Decision-Making 

Books on strategic thinking help you develop the cognitive 

frameworks essential for senior leadership: 

Study military strategy and historical case studies to understand 

strategic patterns. Read about successful and failed companies to 

understand what drives outcomes. Explore cognitive psychology to 

understand decision-making biases. Learn systems thinking to see 

patterns and connections others miss. 

On Organisational Dynamics and Politics 

Understanding organisational behaviour transforms how you 

navigate complexity: 

Study how power operates in organisations. Learn how informal 

networks shape outcomes. Understand cultural dynamics and their 

impact. Explore change management frameworks and resistance 

patterns. 

On Communication and Influence 

Communication is your primary tool for building influence: 
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Study persuasion and rhetoric. Learn storytelling techniques for 

business contexts. Understand negotiation frameworks and tactics. 

Master executive communication and presentation skills. 

On Emotional Intelligence 

Self-awareness and social awareness are foundations of leadership: 

Develop understanding of emotions and their impact. Learn to 

read people and situations accurately. Build empathy and 

relationship skills. Master self-regulation under pressure. 

On Leadership Development 

Learn from those who have built leadership capability at scale: 

Study leader biographies and autobiographies. Read case studies of 

leadership transitions. Understand leadership at different 

organisational levels. Learn about developing other leaders. 

 

Tool 1: Weekly Influence Journal 

Use this template every Friday to document your influence-building 

activities: 

This Week I... 

Created value by: [specific actions and outcomes] 

Built relationships by: [specific interactions] 

Increased visibility through: [specific communications] 

Demonstrated presence when: [specific moments] 

Made progress on: [strategic goals] 

Key Lessons: 

What worked well: 
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What I would do differently: What I learned: 

Next Week Focus: 

Top 3 priorities: 

Key relationships to strengthen: Visibility opportunities: 

Tool 2: Stakeholder Influence Map 

Create and maintain a living document that maps your stakeholder 

ecosystem: 

For each key stakeholder, document: 

Name and role 

Their priorities and pressures 

How they prefer to work 

Their influence network 

Relationship strength (1-5) 

Last meaningful interaction 

How can I add value to them 

Next action to strengthen the relationship 

Tool 3: Monthly Strategic Review Template 

Use this template monthly to ensure strategic alignment: 

Performance Review: 

Key accomplishments this month: 

Impact created (quantified): Commitments delivered: 

Influence Assessment: 

Visibility gains: 

Relationships strengthened: 
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Political insights learned: Presence moments: 

Strategic Alignment: 

Am I working on what matters most? 

What should I stop doing? 

What opportunities am I missing? 

Are my daily actions building long-term influence? 

Next Month Priorities: 

Must accomplish: 

Key relationships to develop: 

Visibility opportunities to seize: 

Development areas to focus on: 
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The Influence Code: Final Summary 

You have completed a comprehensive journey through The 

Influence Code. This final summary crystallizes the essential 

principles to carry forward. 

The Seven Elements—Condensed 

1. Credibility: Deliver consistently. Keep commitments. Be

reliable under pressure. Your word is your currency.

2. Visibility: Communicate strategically. Share outcomes, not

effort. Make your value known without self-promotion.

3. Relationships: Invest before you need. Help generously.

Build trust systematically. Your network is your net worth.

4. Political Intelligence: Understand power dynamics. Read

situations accurately. Navigate with integrity. Awareness is

not manipulation.

5. Presence: Project confidence. Communicate clearly. Stay

calm under pressure. Be the same person in all situations.

6. Value Creation: Solve important problems. Make others

successful. Create measurable impact. Be a force multiplier.

7. Long-Term Orientation: Build for decades. Protect

reputation. Develop people. Create a lasting legacy.

The Three Non-Negotiables 

Above all else, remember these three absolute requirements: 

Integrity Always: Never compromise your values for short-term 

gain. Your reputation is your most valuable asset. Once lost, it is 
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nearly impossible to rebuild. Choose integrity over expediency. 

Choose honesty over comfort. Choose principle over politics. 

Action Over Analysis: Knowledge without application creates no 

value. Stop planning and start doing. Implement one idea from this 

book this week. Build momentum through action, not intention. 

Systems Over Inspiration: Motivation fades. Discipline endures. 

Create routines that make influence-building automatic. Your 

weekly rituals, monthly reviews, and quarterly check-ins matter 

more than occasional bursts of effort. 

The Influence Code Promise—Revisited 

If you apply these principles with discipline and integrity for the 

next 12 months: 

Your influence will be visibly stronger 

Your network will have expanded meaningfully 

Your reputation will have grown 

Opportunities will find you 

Your confidence will be grounded in competence 

You will be recognized as a leader 

This is not speculation. This is a pattern. I have seen it hundreds of 

times over four decades. The code works for those who work the 

code. 

Your Personal Commitment 

Before you close this book, write these commitments and post them 

where you will see them daily: 

I commit to DAILY ACTION implementing The Influence Code 

I commit to a WEEKLY REVIEW of my progress 
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I commit to MONTHLY STRATEGIC reflection 

I commit to QUARTERLY ASSESSMENT of influence growth 

I commit to INTEGRITY ALWAYS 

Sign and date this commitment. Review it every quarter. Your 

signature makes it real. 

The elevator doors are open. 

Your moment is here. 

You have The Influence Code. 

Now step forward with confidence. 

Lead. Influence. Transform.  

Your commitment - Your future 
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Bonus Section:  

Ten Career-Defining Moments 

Throughout my over three decades of leadership, certain moments 

stand out as pivotal—moments that taught profound lessons about 

influence, power, and leadership. These stories illustrate The 

Influence Code in action. 

Moment 1: The Failed Promotion That Became a Turning Point 

At age 35, I was passed over for a VP role I desperately wanted. I 

had delivered exceptional results for three years. I was certain the 

promotion was mine. When it went to an external candidate, I was 

devastated. 

I requested feedback from the CEO. His response changed my 

career: You are an excellent executor. But execution is not enough 

at the VP level. We need strategic thinkers who can shape direction, 

not just implement it. You have been heads-down in operations. 

We never see you thinking beyond your department. 

This was painful but accurate. I had focused entirely on delivering 

results while neglecting strategic visibility and cross-functional 

influence. I changed my approach immediately: I volunteered for 

strategic planning committees. I shared perspectives on industry 

trends. I built relationships with other department heads. I made 

my thinking visible. 

Eighteen months later, a different VP role opened. This time, I was 

ready. The CEO said: I see how much you have grown. You are 

thinking strategically now. You are the right choice. 
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Lesson: Failure with feedback is more valuable than success 

without growth. 

Moment 2: The Client Crisis That Built My Reputation 

Our largest client—representing 20% of revenue—threatened to 

terminate their contract due to service failures. The relationship 

had deteriorated over months. Internal finger-pointing was 

rampant. Everyone blamed someone else. 

I was asked to lead the recovery effort. This was high-risk: Success 

might save my career. Failure would certainly end it. 

I took three immediate actions: 

First, I flew to the client's headquarters within 24 hours. I met with 

their CEO and operations team. I listened for three hours without 

defending. I acknowledged every failure they described. I took full 

ownership without excuses. 

Second, I created a 30-day recovery plan with specific milestones. I 

committed to weekly executive briefings. I made myself personally 

accountable for every commitment. 

Third, I rebuilt their trust through radical transparency. When 

problems arose, I called them before they discovered issues. I shared 

both good and bad news immediately. I never sugar-coated reality. 

Ninety days later, the client renewed—not just for the remaining 

contract period but for three additional years. More importantly, 

the CEO told my board: Your company failed us badly. But this 

person restored our trust. Keep investing in leaders like that. 

This moment established my reputation as someone who could be 

trusted in a crisis. It opened doors for the next decade. 

Lesson: Your reputation is built in difficult moments, not easy 

ones. 
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Moment 3: The Mentor Who Saved Me From Myself 

At 40, I was succeeding by every external measure. Senior VP. 

Strong compensation. Growing influence. But I was miserable. I 

worked 80-hour weeks. My health was declining. My marriage was 

strained. I felt trapped on a treadmill. 

A mentor 20 years my senior sat me down: You are on a dangerous 

path. I have seen this pattern many times. You are confusing activity 

with purpose. You are building a career but losing a life. If you 

continue, you will either burn out or become one of those 

executives everyone fears and nobody respects. 

He asked hard questions: What are you actually trying to 

accomplish? What kind of leader do you want to be? What will 

matter to you in 20 years? Are you building something sustainable 

or just climbing? 

These questions forced me to reconsider everything. I realised I was 

pursuing external validation rather than meaningful impact. I was 

optimising for titles and compensation while neglecting 

relationships and health. I was succeeding professionally while 

failing at what truly mattered. 

I made fundamental changes: I established boundaries on work 

hours. I recommitted to my marriage and family. I shifted from 

personal heroics to developing others. I measured success by impact 

created, not hours worked. 

Paradoxically, these changes made me more effective, not less. My 

decision-making improved with rest. My team performed better 

with clearer direction and autonomy. My influence grew as I 

became more present in important moments. 

Lesson: Sustainable leadership requires sustainable living. 



THE INFLUENCE CODE 

175 

Moment 4: The Decision That Defined My Integrity 

As CEO, I discovered that one of our business units had been 

systematically misrepresenting product capabilities to customers. 

Technically, they had not lied—but they had definitely misled. Sales 

were strong. Customers had not yet complained loudly. The board 

was unaware. 

I faced a choice: I could address this quietly, minimise disruption, 

and probably preserve the quarter's results. Or I could fully disclose 

to customers, accept the revenue impact, and potentially face board 

criticism. 

The easy path was clear. The right path was harder. 

I chose transparency. We contacted every affected customer. We 

offered to re-negotiate contracts with accurate information. We 

gave refunds where appropriate. We fired the executives 

responsible, regardless of their performance. 

The short-term cost was significant. We missed our quarter badly. 

Some customers left. The board was initially angry. Some 

questioned whether I had overreacted. 

But the long-term impact was profound. Customers who stayed 

became more loyal because they trusted us. Employees felt proud 

to work for a company that chose integrity. New customers 

referenced this episode as why they wanted to work with us. 

Industry recognition followed. 

Five years later, board members told me: That decision—the hard 

one you made when you could have taken shortcuts—that is why we 

trust you completely. That is why you are the right 

CEO. 
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Lesson: Integrity is expensive in the short term but invaluable in 

the long term. 

Moment 5: The Successor I Developed Who Became My Boss 

I hired Anika as a junior manager when she was 28. I saw potential 

immediately—sharp strategic thinking, excellent judgment, natural 

presence. Over five years, I developed her deliberately: Gave her 

stretch assignments. Let her present to the board. Coached her 

through challenges. Protected her from politics while teaching her 

to navigate them. 

When I was promoted to CEO, Anika took my previous role. She 

thrived. Two years later, the board began succession planning. They 

asked my recommendation for the eventual CEO successor. I 

recommended Anika without hesitation. 

When I retired at 60, Anika became CEO. She was 42. Some people 

expected awkwardness—my former protege now leading the 

organisation I built. But I felt only pride. She was ready. She would 

take the company further than I could. 

The highest form of leadership is developing someone who 

surpasses you. The greatest legacy is creating leaders who do not 

need you. 

Lesson: Your success is measured by what continues after you 

leave. 
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Reflections on over 4 Decades 

Looking back across 37 years, certain truths emerge with clarity: 

Success is not linear. There were setbacks, failures, and wrong turns. 

Every successful leader I know has a similar story. What matters is 

not avoiding failure but learning from it and persisting. 

Relationships matter more than anything. Every significant 

opportunity in my career came through relationships. Every crisis 

was navigated with help from trusted advisors. The network you 

build determines the impact you create. 

Character is destiny. In the long run, integrity wins. Leaders who 

compromise values for short-term gain ultimately fail. Those who 

maintain integrity through difficulty ultimately succeed. 

Development never stops. The moment you believe you have 

arrived is the moment you begin declining. The best leaders remain 

perpetually curious, perpetually humble, perpetually willing to 

learn. 

Legacy is built through others. The organisations you build, the 

people you develop, the systems you create—these matter more than 

personal accomplishments. What you enable others to achieve is 

your true measure. 

 

If you have read this far, you are serious about your leadership 

development. You understand that rising requires more than talent 

or ambition. It requires understanding how influence actually 

works—The Influence Code. 
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Here is what I know about you: 

You can lead. Otherwise, you would not have invested time in this 

book. You have the desire to grow. Otherwise, you would not have 

read 110 pages. You have the potential to create a significant 

impact. Otherwise, you would not be seeking to understand 

influence. 

What you need now is not more knowledge. It is an application. 

Take one principle from this book. Just one. Apply it this week. See 

what happens. Then take another principle next week. And 

another the week after. Small, consistent actions compound into 

extraordinary careers. 

Remember Raghav's elevator moment? Your moment is coming. 

Multiple moments, in fact. 

The conversation tomorrow that could change your trajectory. The 

presentation next week that could demonstrate your readiness. The 

relationship you build this month will open unexpected doors. The 

decision you make this year that defines your reputation. 

When those moments come, you will be ready. 

Not because you read this book. But because you applied it. Not 

because you understood The Influence Code. But because you lived 

it. 

Go build your credibility through consistent delivery. 

Go create strategic visibility for your contributions. 

Go develop relationships that compound over time. Go navigate 

organisational dynamics with integrity. 

Go demonstrate executive presence in critical moments. 
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Go create value that makes others successful. Go think in decades, 

not quarters. 

Go live with The Influence Code. 

The elevator doors are open. 

Your moment is here. 

Step forward with confidence. 
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Connect and Continue Learning 

Leadership development is a journey, not a destination. As you 

apply The Influence Code principles, you will encounter new 

challenges and opportunities for growth. 

Remember: The code works for those who work the code. 

Your elevator moment is not someday—it is every day. 

Your influence grows with every conversation, every decision, every 

relationship. Your legacy is being written right now, in this 

moment, by the choices you make. 

Four decades distilled into one code. 

One code applied creates one career. 

One career lived with integrity creates one legacy. 

Build your influence. 

Create your impact. Leave your legacy. 

The world needs leaders like you. 

© 2026 The Influence Code. All rights reserved. 

Thank you for investing in your leadership development. 
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The Cost of Silence 

After my graduation, I applied for the position of Assistant Station 

Superintendent with Air India. I cleared the written examination 

successfully. 

The final stage was a group discussion. 

During the discussion, I held back. Not because I lacked ideas, but 

because I believed it was improper to interrupt others while they 

were speaking. I was shy, less confident, and overly concerned about 

etiquette. 

Meanwhile, the other participants were articulate and assertive. 

They interrupted freely, projected confidence, and signalled 

leadership through visibility. I kept waiting for the right moment. 

I assumed my time would come. 

It didn’t. 

The HR executive concluded the discussion and asked us to wait 

outside. I was not selected. 

That day, I learned something profound: in competitive 

environments, visibility matters as much as competence. Silence, 

even when dignified, can be misinterpreted as an inability. 

As the discussion progressed, I noticed that most participants were 

repeating similar viewpoints. I was consciously waiting to introduce 

a fresh perspective before speaking. I wanted to add something 

different, something meaningful. But leadership does not reward 

waiting for perfection. It rewards participation. 
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The world moves fast. Knowledge and technology evolve rapidly. 

To remain relevant, one must not only learn continuously but also 

unlearn past conditioning. Sometimes what we consider good 

manners becomes professional invisibility. 

That interview did not give me a job. But it gave me a lifelong 

lesson: if you do not claim your space in the room, the room will 

close without you. 

Years later, I saw the same principle play out in organisations. 

Businesses rarely fail because markets do not exist. They rarely 

collapse due to a lack of talent. And strong competition, by itself, 

is rarely the real reason. 

Organisations decline when leadership becomes overly 

authoritative — when decisions flow only from the top, when 

consultation is replaced by instruction, and when staff members are 

neither involved nor asked for their opinions. 

In such environments, direction replaces dialogue. Management 

slowly loses touch with real market conditions and operational 

realities. Leaders begin to operate from assumptions rather than the 

ground truth. 

And something subtle but dangerous happens. 

Employees stop thinking. 

They stop suggesting. 

They stop taking initiative. 

Not because they lack capability — but because they no longer feel 

a sense of ownership. 

Demotivation builds quietly. Initiative fades gradually. And once 

initiative disappears, decline begins — even in a strong market. 
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The same silence that cost me that opportunity can cost 

organisations their future. 

Leadership is not about authority alone. It is about inclusion, 

engagement, and influence. 

This book is not written from the pedestal of a global management 

icon like Jack Welch, Elon Musk, Peter Drucker, or Michael Porter. 

It is written from the perspective of a practitioner — an executive 

who spent 37 years serving as a CEO in multinational 

organisations. 

Across those decades, I had the privilege of building teams, 

navigating crises, scaling operations, and contributing to the growth 

and transformation of the organisations I served. 

When my company applied for an Employment Pass in Singapore, 

I was granted PR. Selected for GM - South West Asia, Singapore 

Tourism Promotion Board. 

The journey was not only about leading — it was about learning. 

I learned from my seniors. 

I learned from my colleagues. 

I learned from frontline staff members who understood realities 

that boardrooms sometimes overlook. 

The insights shared in this book are drawn from lived experience — 

from observation, reflection, mistakes, course corrections, and 

measured successes. 

If these lessons help management executives at any level think more 

clearly, lead more inclusively, and deliver stronger, more 

sustainable results, this book will have fulfilled its purpose. 

Over the years, I also learned that leadership is tested not only in 

boardrooms, but in corridors, factory gates, and reception desks. 
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In every organisation I served, I made it a conscious practice to 

acknowledge the people who often remain unseen — the security 

guards, support staff, drivers, and housekeeping teams. They are the 

first to arrive and the last to leave. They protect assets, maintain 

discipline, and preserve the daily rhythm of operations. 

I made it a point to greet them personally. A simple “Good 

morning” was never a formality; it was recognition. 

On their birthdays, I ensured they were remembered. Appreciation 

should be sincere, not mechanical. 

I never viewed them as “lower-level employees.” I saw them as 

colleagues — integral to the organisation’s ecosystem. Titles may 

differ, but dignity must not. 

When leaders distance themselves from frontline staff, they lose 

access to the truth. When they build respect across levels, they build 

loyalty. 

In my experience, organisations become stronger when every 

individual — regardless of designation — feels seen, valued, and 

respected. 

Leadership is not defined by how you treat your peers. 

It is defined by how you treat those who cannot influence your 

career. 

The Role of Timing and Fortune 

Hard work matters. Discipline matters. Strategy matters. But I 

would be dishonest if I did not acknowledge another factor that 

shaped my career: timing and fortune. 

After completing my post-graduation, I was looking for a job. Like 

many fresh graduates, I went from office to office, submitting 

applications and hoping for opportunities. 
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One day, I visited the UNICEF office in Chandigarh. I approached 

the receptionist and said I was looking for a job. She informed me 

there were no openings. Disappointed, I turned to leave. 

As I was walking out, I met a Japanese gentleman, Mr Koniowaki. 

He stopped me and asked, "Have you come to meet someone in 

our office?" 

"I came for a job," I replied. 

"Come inside," he said. 

He asked me to fill out a form. An interview followed. And after 

the process was complete, I was selected as a Field Officer for 

UNICEF. 

Had I not met him—had I left thirty seconds earlier or walked a 

different route—that opportunity would not have come. 

Right place. Right time. 

Years later, during an interview with Sudhir Chaudhary, then CEO 

of an executive search firm, he asked me a question that brought 

this moment back: 

"You are hardworking. You have relevant experience. But do you 

have luck?" 

I was surprised. "Luck?" I asked. 

He continued: "Everyone applying for senior roles is hardworking. 

Everyone has credentials. Everyone is disciplined. But without the 

right timing—without being in the right place when opportunity 

appears—hard work alone is just an attempt, not a guarantee." 

He was right. 

Hard work positions you. Luck selects you. 
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I had the education. I had the determination. I was willing to walk 

office to office looking for opportunity. But the UNICEF position 

came not from a planned strategy—it came from a chance encounter 

in a corridor. 

This is not fatalism. This is reality. 

What you can control: 

Build your capabilities relentlessly. Show up. Put yourself in places 

where opportunities exist. Develop relationships. Communicate 

your value. Be ready when doors open. 

What you cannot control: 

Whether the right person walks down the corridor at the right 

moment. Whether the timing aligns with organizational need. 

Whether fortune selects you on that particular day. 

The strategy: 

Prepare as if opportunity will come tomorrow. Show up 

consistently. Stay visible. Stay connected. Because when fortune 

does arrive—and it will, if you persist—you need to be prepared to 

seize it. 

I could have stayed home that day. I could have accepted the 

receptionist's answer and left immediately. But I showed up. I tried. 

And because I was there when the Japanese gentleman walked by, 

my career changed. 

The lesson: Influence, strategy, and capability create the conditions 

for success. But timing often determines when success actually 

happens. 

Do everything within your control. Show up. Be ready. Then trust 

that persistence creates its own form of luck. 
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THE INFLUENCE CODE 

You have the code. 

You have the tools. 

You have the frameworks. 

Now go build influence that lasts. 

Lead with purpose. 

Rise with integrity. 

Transform with impact. 
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My purpose is simple: to help you rise faster and with greater 

integrity than I did—to spare you the mistakes I made and accelerate 

the lessons I learned. 

Leadership is not about titles. It is about impact. 

Go create yours. 


