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Hi Friends, welcome to the NPTEL course on Leadership for India Inc, Practical 

Concepts and Constructs. During this week 4, we will discuss Competency Leadership. 

This lecture focuses on Leadership Attributes.  
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What is an attribute? Attribute is a quality or feature of something or someone. For 

example, patience is one of the most important attributes in a teacher. Studious nature is 

one of the most important attributes in a student.  

Attributes get converted through effective self leadership into competencies, and 

competencies again through effective self leadership get converted into the outcomes that 

is the essence of leadership. But how do we define competence? We should not go by 

just a dictionary definition as for as competence is concerned. It is a set of 4 factors 

which I will discuss in the following slide. 
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Which is this one. Competence starts with knowledge. Knowledge is the body of 

understanding. We have about various things or various activities, and this knowledge 

comes about through either education or experience. And it enables us to undertake and 

perform certain tasks and outcomes. Compared to knowledge, skill is another facet of our 

personality that is the ability to do something well, really well and it comes out of 

certainly knowledge, but also comes out of our own experience in terms of its practical 

applications.  

Then, the third aspect of competence is character, that is the set of values and qualities 

that differentiate one person from the other. And capping all these 3 aspects of a 

leadership personality is trait. Each trait that we may possess is a particular quality in our 

personality. Traits are ingrained behaviors that up regulate or down regulate knowledge 

and skill acquisition as also our interpersonal interactions and the value systems which 

we have.  

Competence from a leadership perspective is the cumulative result of all of the above 

drivers and influences. Traits and characters are by and large behaviorally ingrained, 

while knowledge and skill are by and large acquired through education or experience.  

However, traits and character are extremely important because they influence the extent 

to which we acquire knowledge and skill, and also the efficiency and effectiveness with 

which we deploy knowledge and skill to accomplish certain outcomes through certain 



paths. So, that is the overall definition of competence which is relevant for leadership 

perspective.  
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Trait and knowledge, these are interconnected I said earlier, but let us look at it why it is 

so. Trait has two aspects to it, one personal behaviour and second social behaviour. 

When you have a trait of learning, it helps you enhance knowledge and if you have social 

adaptability, adaptiveness, and social communication as your trait it helps you to connect 

with people better.  

Knowledge again is of two types, one educational knowledge which is the foundational 

knowledge and the other is experiential knowledge. Educational knowledge helps us gain 

through a structured process of learning, a level of knowledge which can be applied. And 

experiential knowledge is something which can apply the acquired knowledge even 

further and improve upon it or modify the knowledge that we have through education in 

relation to the practical situation that we face.  

The interrelationship between trait and knowledge is therefore, obvious. If you have got 

good personal behaviour that is studiousness as an example, you will be able to acquire 

more knowledge. And if you are oriented in terms of social observance, you will be able 

to get greater level of experiential learning.  



So, we should not separate trait and knowledge and say that these are two distinct aspects 

of a leadership personality, these are in fact, parts of the leadership personality and 

leadership’s competency spectrum as we discussed earlier.  
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Similarly, skill and character, skill can be looked at from two angles, interpersonal skill 

and technical skill. Technical skill helps us develop on our tasks, whereas, interpersonal 

skill helps us align ourselves with others, and also align others with people. From an 

organizational perspective or from a leadership perspective interpersonal skill is 

extremely important.  

Then, to make this skill actually work in practice, we need character which is defined in 

terms of accountability to values and advocacy of values. It is not sufficient for a leader 

to prescribe to certain values as part of the personality, you can demonstrate personal 

accountability through that certainly. However, as a leader our responsibility is larger 

and broader than that, we should be able to advocate the values. So, that there is a total 

organizational accountability as a result of the value systems we possess.  

Just as knowledge and skill are related to each other from an understanding perspective 

from a hard skill perspective, trait and character also related to each other from a soft 

skill perspective. I have deliberately chosen one qualitative attribute and one quantitative 

attribute, that is character and skill. Similarly, trait and knowledge to demonstrate that 

these can be interconnected these are interlinked they should be viewed together.  
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We can look at leadership from different points of view, but I would highlight for you 

four important viewpoints. One, the academic viewpoint, that says that leader should be 

intellectually driven, he or she should be knowledge based. Another is executive 

viewpoint, when we enter into an organization we look at leadership as a pathway to 

reach to the zenith of the organization.  

And we also recognize that during this process we create efficiency, effectiveness, and 

wealth for the organization. So, there is a career viewpoint which says that leadership 

must create wealth for the organization for us to reach the apex point of the leadership 

journey.  

There is also administrative viewpoint, applicable for administrators, public servants, and 

governmental agencies. It is service oriented public policy leadership, we are not looking 

at wealth per say in financial terms, but we are also looking at social wealth to be created 

through this administrative leadership model. We also have the leaders own viewpoint 

which is building of legacies, building of institutions which stay on far beyond a leader’s 

term or tenure in an organization or in an entity.  

Academic viewpoint tends to be biased in favor of thinking attributes. Executive 

viewpoint tends to be oriented towards playbook factors. This is how a leader must 

perform in an organization. Administrative viewpoint talks more about social sensitivity, 

whereas leader’s viewpoint is focused on leaders creating their own legacies.  



So, depending upon how you view leadership, you tend to take different aspects of a 

leader’s personality in defining leadership. However, all the four are relevant and need to 

be applied together in a leader’s personality.  
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In this slide, I have developed a long list of leadership attributes, so that we understand 

how leadership is defined by different authors, different practitioners. I have a 

fascinating collection of over one hundred pithy words which are listed below which 

define leadership from different stakeholder points of view.  

However, if you want to define a leader in terms of all these adjectives, the leader has to 

be a really a superhuman person, but that is not so. We need to have a simpler definition 

of what constitutes leadership and what constitutes leadership competency. We should 

have a minimalist framework, but also very effective framework.  
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I have characterized leadership attributes in terms of two basic streams; one set of 

attributes is the development attribute set, the other set of attributes is the performance 

attribute sets.  

When I say development attributes these are the ones which develop the leader himself 

or herself and also helps the leader develop others. When we talk about performance 

attributes these are the ones which are directly linked to the leader’s performance and 

also his or her team member’s performance.  

The 10 development attributes which are picked from the over 100 attributes I have 

stated in the previous slide are trust, empathy, passion, courage, integrity, mentorship, 

empowerment, reflection, aspiration, commitment. As you can see these are qualitative 

markers of a leader’s personality.  

It is very difficult to define by a quantitative number the trust level. Nor is it possible to 

say that this leader is 100 percent more empathetic than the other person, we can also not 

define passion in terms of any particular quantitative number. Courage, again is 

something which is beyond definition. So, each of these factors which are listed as 

development attributes defy quantitative definition.  

Performance attributes are the ones which are in the nature of knowledge, vision, 

strategy, execution, conceptual, analytical, decisiveness, communication, collaboration 

and negotiation. You can see the results coming out of all of these performance oriented 

attributes. When a leader has got significant level of knowledge you can see the leader 



performing in new circumstances pretty adequately compared to somebody who does not 

have that.  

Vision of a leader will be seen in terms of the ability to define a future state for the 

company. Strategy can be seen experienced and executed. So, these performance 

attributes that are listed here are those which are capable of quantification and which also 

drives quantitative performance of the organization.  

It is important for a leader to have both these types of attributes in equal measure or in 

balanced measure within ones’ personality. Development attributes together with 

performance attributes make a complete leader.  
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However, there are certain limitations which leaders face when they try to utilize their 

own competencies, their own attributes. There are two types of limitations that arise in 

the normal leadership journey, one is the operational comfort zone, second is the 

organizational weak spots. Both these limitations are self made by leaders unfortunately.  

The operational comfort zone is that it is easier to stick to known business on one hand 

and the fear or the risk that new businesses erode the wealth built so far. So, as a result of 

this type of limitation although leaders possess knowledge they possess the necessary 

skill and also have the ability to upgrade their knowledge and skill levels and also of 

their team members, they tend to stay in their zones of comfort and not go beyond that. 



That is why we see entrepreneurs who started an organization with very little financial 

resource. After being successful as entrepreneurs stay on in those entrepreneurial zones 

rather than create new entrepreneurial ventures or leave the entire enterprise spirit 

flowing in the organization.  

The other limitation is the organizational weak spots, that is related to the knowledge of 

the team that one has and the comfort sticking with the team fetches to the leader. 

Secondly, knowing how a particular organization structure with its concomitant 

processes works, leaders find it easier to stick with that organizational structure then 

modify.  

The meaning of this is that if you want to stay comfortably in your own business and you 

feel that investments for a futuristic business entail new capital expenditure and 

therefore, erode the wealth that you have created as a leader.  

If you believe that we have to get things done only through a team that is known to us, 

and we should not have new members in the team or if you feel that there is only one 

way of organizational structuring that is possible to accomplish leadership task. Then, 

you pose limitations on your own role in spite of the competencies and capabilities that 

you as a leader may have. That is the attribute puzzle that a leader needs to be aware of 

and try to resolve.  
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What is the nature of leadership? We have basically two types of organizations one is the 

entrepreneurial organization that is set up from the base as a first generation enterprise or 

even if it is a second generation entrepreneurial enterprise in a completely different 

domain.  

Then, we have professional organization that is organization that has been established 

again entrepreneurially at some point of time in the distant past, but now has become an 

established organization and needs to be built on certain professional or structured lines. 

So, these are the two basic types of organizations, leaders have and leaders face. 

Entrepreneurial organization is characterized by two particularly distinct factors one 

passion to succeed and once the success is achieved consolidating to stabilize.  

Professional organization on the other hand is characterized by two different sets of 

factors; one the organization follows known economic and business principles. You must 

have a defined market space or product space on a market and product space that can be 

defined through certain forecasting estimation and expert methods of viewing the market 

and product spaces.  

Secondly, you should not venture out into unchartered territories unless there is strong 

conceptual and analytical logic for such movement into uncharted territories. These are 

the two characteristics.  

Leaders may possess exceptional qualities and skills, but they also tend to be vary of 

venturing on to alternate models, and such leaders find it difficult to change the 

paradigms that have already taken route in organizations or in businesses.  

The several leadership models which we discussed through this course should encourage 

the leaders and the potential leaders to bring in the best of both these types of 

organizational thinking entrepreneurial thinking as well as professional thinking, so that 

the sets of competencies which we as leaders have could be fully utilized and 

organizations built to the highest level possible. That is the goal of this course.  
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Let us look at each of these development leadership attributes in greater detail. We need 

to understand what these 10 developmental attributes mean. So, when we talk about trust 

it reflects a firm belief in the reliability, truth or ability of someone or something. A 

leader should be trusting and trustworthy.  

Empathy, it is the ability to understand and share the feelings of another. When referring 

to empathy in the previous lectures, I said empathy is the characteristic of putting oneself 

in others shoes and then responding appropriately.  

Empathy must be genuinely felt by others; it is not enough for you to declare the time 

and empathetic person or an empathetic leader. Empathy must be genuinely felt by 

others. 

Passion, is a strong and unflinching relentless desire for something or to accomplish 

something. In leaderships context passion must be for goals.  

Courage, it is the bravery or the ability to do something or to accomplish something 

without fear or favor. In leaderships context, courage means risk taking ability as well. 

What is integrity? It is the quality of being honest and having strong moral principles. 

Integrity is the most important attribute for a leader.  

If you are king of retail and you are having products on the shelf which have only few 

days of expiry, you should have integrity to say that I would offer them for quick 

disposal with clarity to the buyers that these have only few days of shelf life.  



I am providing them to you with discount, please be sure that you consume them within 

the technically specified shelf life, that is integrity. Instead of that trying to hide long 

expiry products behind these low expiry products and try to sell them at the same price 

without any warning to the customers is not the best of integrity in the retailing 

operation. So, integrity covers every aspect of our leadership operation our leadership 

planning.  

Mentorship, guiding someone based on one’s experience and expertise. This is an 

important attribute for leader. Developing other managers and leaders, sharing the 

knowledge and experience, sharing the good traits, serving as a role model. These are all 

characteristics of a leader’s mentorship capability.  

Empowerment, it is the authority or power given to someone to do certain things. Many 

times a leader would need to empower the team by sharing his or her own power. Power 

cannot be concentrated; in fact, power becomes increased when the power is shared with 

the team members.  

Reflection, it is contemplative thinking; not necessarily meditative thinking it is 

contemplative thinking. By being open to such thinking a leader is likely to take 

considered decisions and also make appropriate course corrections based on the 

outcomes that he is able to reflect upon. Aspiration, that is the ambition to achieve 

something big or desirable. Aspiration is an integral part of a leader psyche without 

aspiration one cannot be a great leader.  

Commitment, the state or quality of being dedicated to a cause or activity. Commitment 

is different from passion. Passion is the ambition to achieve something in spite of having 

lots of issues, lots of hurdles, lots of barriers.  

On the other hand, commitment is to a cause, it is to an activity, your belief that if you do 

this it is for the good of the organization and for the good of the society. The leader tends 

to remain committed to the causes as well as to the other 9 attributes which we have 

described here as the 10 developmental leadership attributes.  

For leaders to be seen as possessing these 10 developmental leadership attributes you 

have to have a personality that is authentic, which is genuine and also sustain these traits 

in actual execution in actual communication that is extremely important. Because these 



10 leadership attributes set very high standards of leadership for a leader, and one has to 

live by those standards through authentic and genuine leadership.  
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Let us look at these developmental characteristics in greater detail from a balanced 

perspective. These are not individually deployed. These are always deployed in bilateral 

or multilateral combination. Let us take some examples. 

We have great emphasis on revenues and profitability and the leader has to perforce 

focus on quantity performance aspects. In this aspect, passion and commitment for 

growth help. With globalization, cultural and social factors of different countries respond 

differently to a globally standardized set of leadership qualities. If you are a global 

leader, you need to provide empowerment along with commitment, so that global 

leadership with regional adaptation is balanced.  

Aspiration and courage prompt leaders to drive growth; however, integrity and reflection 

set the ethical moral compass right. So, that the leaders stay on course along with their 

core values Mentorship and trust are extremely useful for all kinds of leaders to build 

bridges with their team members, to build bridges across different nationalities and 

different regions, and bring divergent approaches to a point of convergence as the leader 

tries to drive growth.  



As we are impacted by competitive dynamics, it is important to keep the developmental 

aspects of our leadership at the fore front and accordingly mold ourselves to achieve the 

results, that is an important aspect. So, blind pursuit of growth alone does not yield 

sustainable leadership. Pursuit of growth along with balancing developmental 

characteristics is important.  
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Let us look at competitive strategy, because these also have an influence on the way the 

leadership traits are blossoming in a leader. A dominant firm has high economic power. 

But that high economic power must be judiciously used. The power needs to be balanced 

in development.  

By having an aspirational and reflective method of leadership, the leader will understand 

how the economic power, he possesses could be used for the benefit of this society. 

Similarly, having courage to use the economic power to diversify will also need to be 

accompanied by integrity to make sure that there is no economic bulldozing of the 

futuristic strategy aspirations.  

Mentoring and reflection must go together, so that the economic power is judiciously 

utilized. Although you are economically large, probably a monopoly, you must be seen 

as a company which has empathy and trust as its core values. The largeness of the 

organization and the power that it provides should not make a leader right roughshod 



over the team member’s aspirations and capabilities. So, commitment and empowerment 

must be encouraged in the organizational psyche.  

So, competitive industrial dynamics and comparative national dynamics often dictate 

multiple ways for the qualitative factors which I have discussed in the past and in this 

slide to effectively enhance the leadership capability and provide some measure of 

balance.  
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We have to harmonize development and growth as leaders, the more homogeneous or 

balanced an industry is the lesser the competitive dynamics. Vis-a-vis an industry which 

is marked by high level of competitive dynamics which could become more 

heterogeneous and more imbalanced.  

What happens when an industry is balanced? There is lower intra industry dynamics. 

They tend to be higher collaborative propensity. There would be more trust and empathy, 

you lead to collaboration because of the lower level of competitive stress in the industry 

and there would be a shared competitive advantage, that is you look at a firm which is 

trying to produce products and sell through dealership.  

When the industry dynamics are of high collaboration and low competition nature, you 

try to utilize the available dealer infrastructure in a collaborative manner. However, if 

you are extremely competitive and fragmented in your industry structure, you would like 



to understand how to incentivize the dealer, so that the dealer would sell your products 

than somebody else’s products.  

So, you are injecting an extra element of competition, an extra element of stress in the 

way the industrial value chain occurs. So, the leader’s responsibility is not merely to 

compete, but also compete sensibly. And to be able to harmonize development and 

growth is one of the challenges of leadership.  

No industry grows by killing the constituents with extreme competition or usurious 

pricing strategies or price warrior ship. An industry grows by feasibility, by desirability 

and viability of its products and services for the customers. So, leadership responsibility 

is to harmonize development and growth.  
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How do we institutionalize such development and growth in a harmonious fashion? First, 

you integrate developmental attributes in all your business process and operational 

practices.  

You should be able to development oriented either of the people or of the business 

process the vendors, all the other stakeholders in the way the business is carried on. 

Second, pivot cultural anchors around those developmental attributes and communicate 

on the intra developmental attribute linkage as well as development and leadership 

linkage.  



Finally, you try to demonstrate the advantages which accrue out of such pivoting by 

collaborative supply chain planning, by concurrent technological development and 

measures, such as those things which bring all these stakeholders together in a common 

objective on a common platform.  

So, development leadership attributes are important also to avoid intra organizational 

pressures, intra organizational competition, they also support inter firm collaboration. 

That way this channel energy and passion of individuals into positive outlets.  
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So, I have illustrated a few other ways in which different developmental leadership 

attributes could combine to provide a result which is of happy nature for an organization, 

which is of financially stimulating nature for an organization. If you combine trust and 

empathy there would be harmony, not only within the organization, but the way in which 

harmony runs the ecosystem for the firm.  

If you have passion and commitment, certainly there will be lot of drive for growing 

business. If you have mentorship along with empowerment, you will be able to develop 

your team members exceedingly well. If a company has got aspiration along with 

reflection, there would be stability in which the leader would be able to lead the 

organization.  



Aspiration along with courage will certainly support growth. Trust with integrity will 

enhance the reputation of an organization. Commitment with courage again leads to 

growth. Trust with empowerment which we have seen in two different groupings earlier, 

together lead to collaboration. If you have trust about your own capabilities, and if you 

believe that by talking to the competitors actually you are empowering yourself you will 

be able to collaborate with confidence.  

Therefore, in the final analysis the leadership qualities have to be deployed based on the 

situations the leaders face, they cannot be over deployed nor can they be under deployed. 

We have to recognize the competitive dynamics and the collaborative potential of an 

industry and then deploy them suitably. 
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Now, let us look at the performance leadership attributes. These can be related to our day 

to day performance in a significant manner. Start with knowledge. It is a set of facts 

information and skills acquired through experience or education.  

The theoretical or practical understanding of a subject. A leader must be knowledgeable 

to be performance driven, why are we going in such great depth into leadership, we 

looked at certain perspectives of leadership in the earlier lectures.  

Now, we are delving deep into the foundational definitions, and foundational aspects of 

leadership, and in future lectures we will talk about several perspectives, processes, 



structures, models, it is going to be a very comprehensive deep dive into several aspects 

of leadership in a comprehensive manner.  

Why are we trying to do that? We are trying to do that because we would like to 

assemble the facts, information, and skills, the foundations as well as perspectives with 

reference to leadership in one course and impart that knowledge to all the participants 

and participants are also enthused to acquire such a knowledge, that is the driver for 

acquiring knowledge and that drives performance.  

Second, vision the ability to think about or plan the future with imagination or wisdom. 

Vision sets apart transformative leaders from the leaders who are operationally oriented 

or maintenance oriented.  

Strategy, it is a plan of action designed to achieve a long term or overall aim, in 

leadership’s context passion must be for goals. That way in leadership’s context strategy 

must be for achievement of goals. Execution, it is the carrying out of a plan order or 

course of action. A leader’s effectiveness gets eventually judged by his execution 

capability.  

Conceptual skill is the quality of imagining and visualizing issues. Let say, you are an 

entrepreneur and you want to set up a retirement home for senior citizens. First of all, 

you should try to conceptualize, given the level of habitat formation where should you 

really put the retirement home for getting the best possible service orientation for that 

retirement home. So, you should be able to conceptualize the habitat, and the leadership 

should think of the ways in which the senior citizens can be served.  

You can also conceptualize, that it is not necessarily to draw the senior citizens into a 

distinct and distanced senior citizen hub, probably there are other ways in which senior 

citizens could be served in their own living houses, living homes. So, that conceptual 

clarity as to how to find a solution for the problem we have is the conceptual capability. 

These are necessary for leaders to distill issues.  

Analytical capability, once you have a conceptual framework you should be able to 

analyze whether that framework would work or not work. And this analysis could be 

both qualitative and quantitative. It helps the leader to define the problem, develop 

solutions and also prioritize the solutions.  



Decisiveness is the ability to take decisions quickly and effectively. It helps in all aspects 

of leadership from vision to execution. Communication is the ability to impart or 

exchange information by speaking, writing or using some other medium and including 

listening. A leader excels in communication as one of the leadership models later on will 

say listening is also an effective part of communication. 

Collaboration, the act and action of working with someone to produce something. A 

leader needs to be as collaborative as competitive. And finally, negotiation, it is an 

iterative discussion aimed at reaching an agreement.  

The ability to go through negotiations with patients and with the objective of having a 

mutual win-win and for positive outcomes for all is a test of leadership. These 

performance attributes are demonstrated by the way the leader contributes to the growth, 

viability and sustainability of the organization the leader is leading.  

While the performance leadership attributes are the visible dimensions of a leader’s 

performance or leader’s contribution to the organization and the business, one must 

recognize that the developmental attributes we have discussed earlier are at the back of 

this performance attributes, they make the performance attributes become richer in 

execution, that is the linkage we should recognize.  
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So, these performance characteristics we have seen, we can group in this way. There are 

communication oriented performance attributes, which is collaboration and negotiation. 

Decisiveness oriented performance attributes which is ability to conceptualize and 

analyze. And knowledge driven performance attributes which are vision, strategy and 

execution.  

What does this mean? Unless you are good at communication which itself is a basic 

performance attribute, you can neither negotiate nor collaborate well. If you do not have 

good conceptual skills, if you do not have good analytical skills, you cannot make 

correct decisions, nor can you be decisive about what you wish to do.  

If you do not have knowledge, you will not be able to formulate a proper vision nor can 

you craft a good strategy; nor can you make your team execute on the strategy well. 

When you want to have a long term vision of the company let us say number one: in 

capital goods manufacturing, if that is the goal of your company.  

Unless, you are knowledgeable about the industry, about the number of players their 

strengths and weaknesses, the nature of technological changes in the capital goods 

industries, the linkage of capital goods industry with various other industries like oil, gas, 

energy, renewables, construction you will not be able to develop a vision; because it is 

like building a castle on a pack of cards.  

So, having clear concise and also relevant knowledge is extremely important for crafting 

a vision. And to convert the vision into strategy, you require even a higher level of 

knowledge. Because that is where the competitive dynamics and collaborative aspects 

have to be defined in terms of market share, in terms of pricing decisions and so on. And 

execution of course, is totally a budgeting and project management plan that requires 

precision in the way the plan is formulated.  

So, the characteristics of performance attributes is that they are interlinked, they are also 

interconnected in terms of the common drive that characterizes these three buckets of 

performance factors. And communication, decisiveness, and knowledge are either the 

foundations or the outcomes of these other performance attributes.  

(Refer Slide Time: 35:58) 



 

So, how do we ingrain these knowledge fundamentals into our system? One we should 

understand the industry; we should understand the unique structural factors of the 

industry and the firm specific factors for the industry. 

Then you should bring that to the domain we are operating in through understanding of 

the value chain and understand what ticks in what part of the value chain and what 

enhances the competitive advantage. Then, we should understand how leader can move 

across domain and across industry.  

And finally, all of these things can be brought together in terms of the processes the 

industry wants; the processes that the firm can beneficially adopt and the products which 

the industry is characterized by and the products that could be superior amongst the 

industry offerings.  

So, there are several key drivers such as the industry knowledge, domain knowledge and 

leadership movement that occur in an industrial value chain which could be used as 

knowledge fundamentals.  
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Another important framework which a leader must focus on is the vision-strategy-

execution trilogy. The firm requires a vision, it requires a strategy and it requires 

execution. A good vision with the bad strategy and poorer execution will not be able to 

go anywhere. A bad strategy can be done somewhat better by good execution.  

Both good vision and good strategy could be faltering with poor execution, these three 

are interlinked. And to be able to achieve this in a proper manner, the firm request cross 

functional collaboration, it requires team process and everything needs to be 

interconnected. So, a 5-year vision could be translated into an annual strategy and can 

further go on to continuous execution.  

Now, a strategic plan should be an episodical study or should it be as required. That is a 

question which troubles many leaders and we have had one solution earlier in one of the 

earlier lectures saying that; strategic planning, strategic management cannot be a 

recurrent annual or by annual activity, it should be episodic. As and when an episode 

arises which requires the evaluation of the strategic direction or the visionaries’ 

imagination we should try to revisit vision and strategy.  

So, we may have to have a situation where a vision is reviewed every 2 years’, strategic 

opportunities and challenges are reviewed every 1 year. And execution is carried out on a 

monthly basis from the perspective of monitoring. So, this is the kind of change that is 

happening in today’s competitive situation.  
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And to be able to be decisive as I said we should have very strong ability to distill the 

complex issues into one framework which we can analyze further through data. And then 

take a decision based on a mix of intuition, conceptualization, analytics after considering 

all the data. That is decisiveness. For leaders as well as those who are led, decision 

making is the most important vehicle and the most visible symbol of executive 

effectiveness.  
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So, from being conceptual to being analytical to being decisive is a natural progression. 

Conceptualization occurs to people who are highly knowledgeable and have the skill to 

grasp a problem in its entirety. Such leaders are able to appreciate the problem and also 

its various facets for their implications. And therefore, they are able to drill down a 

solution in terms of a broad conceptual framework.  

Taking the example: we need not keep on building more retirement homes, you can 

conceptualize a situation where in a centralized senior citizen home can provide services 

to senior citizens across different neighborhood communities. So, that is the ability to 

conceptualize a different model or a different paradigm, so that the services can be 

rendered more effectively and more affordably.  

But to be able to understand whether this is the right way to go or not go, you have to 

understand the capital expenditure, operating expenditure, the stickiness which is 

involved in both these approaches, find out which could be more capital efficient and 

also profit accretive and then take an appropriate decision.  

That requires lot of data analytics and also modeling. And finally, given the various 

choices both conceptually and analytically that we have been able to develop, make an 

appropriate decision.  

And that decision making again may not be entirely based on return on investment or 

return on capital expenditure or return on time, it could be based on something else; it 

could be based on the reputation factors, it could be based on the logistics factors. There 

could be another key dominant factor of decision making beyond the financial aspects. 

So, a leader must understand those things as well.  
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We also discussed that communication, collaboration and negotiation are important 

aspects of a performance leadership set, of these three each leads to the other, unless you 

are able to communicate effectively you will not be able to either negotiate or 

collaborate. And communication is the art of passing on your message effectively in a 

positive manner. And also receiving from the listener what the response is likely to be 

and actually is.  

So, communication involves not only the tonality of communication, but also the non-

tonal way of communication and also the body language. It also involves not only 

articulation, but also listening. So, communication is therefore multi-cited.  

It is the one which is far beyond language skill, far beyond grammatical correctness; it is 

an ability to connect with the other party or other members through a story which appeals 

to the person. When we say story, it is the kind of laying out of thoughts, actions, 

activities and outcomes.  

When you are able to communicate in that manner; and also change your communication 

depending upon the response it is producing, you are likely to be an effective 

communicator. And if you are an effective communicator, you can collaborate or you 

can negotiate.  

In collaboration you try to establish early on the benefits of working together. And 

therefore, you get a win-win collaborative arrangement pretty fast, because there is a 



complementarity of interests and you try to achieve them in the earliest and the best 

possible methodology.  

At times collaboration request lot of negotiation, because both the parties would like to 

maximize their way of doing things. If you are collaborating for a distribution alliance in 

the United States for example, and you are a producer of pharmaceutical goods; you 

would like to sell your goods at the highest level of pricing and also try to achieve 

highest level of market share.  

On the other hand, the distribution partner would like to buy the goods at the lowest 

possible level and not guarantee the level of market share you are wanting to have. 

Eventually, after several rounds of negotiation you will find a way. You will find a way 

by which probably, you would get a transfer price at the cost of goods plus an assured 

margin.  

You will also have a share of the profits that arise out of marketing of those products. By 

having such incentive arrangements, you are going to have a competitive cost to gain 

market share as one of your premises because you are assured of not only a basic 

markup, but also you are assured of certain share in the profits. 

So, you are incentivized as a manufacturer to ensure that performance drives future 

growth potential for both the partners. Similarly, the marketing partner also will have 

trust in you that you understand the importance of market share building through 

competitive based cost methodology, and then have faith in trying for higher level of 

market share. That is how you communicate, collaborate and negotiate or communicate, 

negotiate and collaborate. That is the way the important performance triad works.  
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What happens when attributes get weakened? A typical successful leader has all the 

twenty developmental and performance driven dimensions discussed above, and 

probably he would also have more. But that itself is not enough to vest in the leaders and 

leadership the extraordinary ability to achieve extraordinary objectives.  

Leaders could be weak in spite of having great attributes, because there are certain 

special characteristic of leaders which lead to success in the early stages, but also could 

serve as weaknesses in the later stages. By nature, leaders or potential leaders seek 

challenge and accomplishment on a continuing basis.  

But at the same time once success is achieved, some of such leaders tend to park their 

careers in relatively easy to operate and which have known defined comfortable product 

and market spaces. Many leaders also avoid encouraging other leaders to come into the 

system.  

When you do not have other leaders coming into the system, it is not possible for 

diversify or grow the business. As a result, the business gets narrowed into a well 

established cocoon, which is not good from the point of view of either organizational 

growth, leadership growth or the leaders own long term career growth.  

Leaders must leverage some of their exceptional skills; be it execution, communication 

or negotiation so that they should grow the business. Leaders should not use their 

exceptional skills to stymie other leaders; they should not use their skills to perpetuate 

themselves.  



So, the earliest successes which are built on seeking of challenge and accomplishment 

should be continued by accepting more leaders into the leadership stream, by continuing 

to challenge oneself with greater aspirations. And also enabling others to also contribute 

to the widening of the performance capability of an organization.  

So, intellectually creative, economically responsive and socially responsible leaders are 

going to fall in this category of virtuous leaders; who always seek challenge, who always 

seek accomplishment, who develop more leaders, who will deepen their competencies 

and also pass on their competencies to other team members.  
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And the attributes obviously must be leveraged to strengthen a firm. Whatever ideas we 

get, we need to translate them into effective action points and also then execute them. So, 

generation and distribution of wealth in an economically stable and socially equitable 

manner is a great social responsibility along with economic responsibility in any country. 

We can have different ways, we can achieve this objective depending upon the diversity 

of industrial and national cultures we have.  

There could also be differences across countries how the social and industrial and 

economic needs vary at different points of time. In making these two things happen; that 

is generation of wealth, spread of prosperity and distribution of wealth, we need to have 

our own leadership skill set which is appropriate for the national and firm level situation 

we find ourselves in. 



So, we have to use our leadership skills in a very productive manner. We have to make 

difficult choices and also tread arduous paths and that is the greatest ability of a leader. 

Ability to make difficult choices and drive organizational growth, the team growth in 

terms of leadership capability that is the challenge.  

So, from wealth creation to socio economic equity through leadership skills, crossing the 

crossroads and leading to the zenith of leadership opportunity. That is the challenge 

which leaders have. And attributes must be leveraged to strengthen these attributes.  
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Every industry has got different leadership needs. If you look at leadership for 

infrastructure: infrastructure is such a wide gamut of domains. It comprises power 

utilities, capital goods companies, construction companies, building materials 

companies, transportation companies, healthcare companies. 

The regulatory pathways are different, social expectations are different, the affordable 

pricing is different. Resource requirements usually are mega, but some will have super 

mega. Lead times are very long, commercial viabilities in doubt. A capital goods firm 

could be viable in 5 years, but power utility may require 10 to 15 years for being viable.  

Healthcare could be viable, but public concerns on healthcare infrastructure could be 

such that health care has to be provided at an affordable price. Today everybody wants 

these vaccines to be provided free of cost.  



So, the cost has to be borne by someone, even if the government is willing to subsidize, 

the healthcare infrastructure must be willing to adopt a low cost model to be able to 

provide the vaccines. So, there are certain challenges in making the infrastructural 

projects quickly viable and that is where the challenge of leadership comes.  

The successful firms in the infrastructure sector in India have indeed benefited from top 

class leadership. When you see Delhi Metro Rail, when you see the highway authorities 

or when you see the huge corporate hospital chains that have been built a construction 

company as significant as Larsen & Toubro.  

You will find that these companies, these infrastructural entities have benefited 

immensely from top class leadership skills. The leadership need for India today is for 

greater depth and reach in these sectors. Many of leaders move into sectors and segments 

which are easy to lead, relatively speaking in terms of the leadership skills. Such sectors 

are electronics, information, technology, pharmaceutical, manufacture, then education 

we also have fast moving consumer goods. 

These are the sectors which are easy to either entrepreneurially function or function 

through an established organization mode. When you come to infrastructure these 

challenges are immense. We need leaders who are willing to take the infrastructure 

leadership challenge, so that India can really become the top 5 economy by 2025 as is 

our goal.  
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We have had experiences that free markets, open democracies and proactive government 

leadership helps this process. From the First Five Year Plan that is 1951-55 duration 

onwards industrial policy aimed at industrial development in backward areas. There was 

a definite method in which India is sought to promote industrialization.  

India also sought to establish several leading public sector undertakings, spanning 

several core and some noncore industrial sectors. And many of them have been leaders in 

their domains and today generate lot of wealth. If government needs more resources, the 

government is now dependent on these public sector undertakings as well to provide the 

necessary support.  

So, that is the capability to strengthen an economy through public sector leadership. 

Many administrative officers who were strong administrators, capable administrators in 

the civil services, assumed positions of, authority positions of leadership in private sector 

enterprises, in public sector enterprises, and made a successful journey possible. Maruti 

Suzuki has had V Krishnamurthy as the Chairperson, then we have RC Bhargava who 

has been phenomenally successful in guiding the company through the tremulous period 

of significant competition from various other manufacturers.  

So, it is possible to utilize the free market situation. We have the open democratic 

framework, we have and the abundance of public sector talent, the private sector talent to 

develop our own hybrid leadership model which will run not only our industrial 

structures, but also the infrastructural sectors. To run not only our technology structures, 

but also the marketing structures very efficiently and very effectively.  
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So, to be able to do that, leadership tends to have certain goals. The long term incentive 

plans for leaders come out of revenue and profit maximization; come out of market 

capitalization and total shareholder returns.  

I have pointed out that these have to be achieved through ESG methodology that is 

environmental empathy, social responsibility and corporate governance. That must be the 

defining aspects of the leadership long term plans. Leaders also have this aspiration to 

leave behind a legacy. 

I said in the previous discussion that a leader’s view of leadership is that the leader 

should be able to leave a legacy that lasts beyond his tenure and even his or her lifetime. 

So, a leadership legacy particularly for India would come from national self reliance 

what we call ‘Atmanirbhar’.  

It will also come from making Indian manufacturing, Indian research and development 

globally competitive. So, global industrial competitiveness, national self reliance these 

constitutes the essential aspects of building a leadership legacy.  

Along with this if we are able to develop our infrastructure in a massive manner and if 

we are able to develop cutting edge technologies in both infrastructure and industry. We 

need to have top class leadership motivation which understands the various leadership 

plus perspectives we discussed earlier, that is technology, the climate leadership, the 

resource leadership and so on. That is the requirement for leadership to last beyond the 

normal tenure and create a legacy which is helpful for the society and for the economy. 
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The Build India Challenge is great: we have automobile, IT and telecom whichever 

established themselves as great drivers of India’s industrial growth, but we need to make 

huge strides in construction, healthcare, food, retailing and green energy.  

We need to adopt newer artificial intelligence driven robotics and deep machine learning 

to be able to digitize all our operations, irrespective of the industry, irrespective of the 

sectors and build India to a great extent.  

The twenty developmental and performance leadership attributes we have discussed in 

this lecture, would be the foundations of leadership capability, would be the foundations 

of leadership constructs that would power building of India building of Indian industry 

and contributing globally through our in economic and industrial capabilities.  
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To be able to do that we have to understand the synergy of our different performance and 

developmental attributes. Certain attributes are predominantly performance oriented, but 

are backed by developmental capabilities. Vision requires conceptual capability, requires 

strategy, analysis and execution. Integrity is driven and drives passion, aspiration, 

courage and commitment. These five sets need to merge together to be able to have some 

impact in terms of differentiated leadership performance.  
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Similarly, development oriented performance attributes. Empathy causes trust, 

mentorship, empowerment and reflection in a leader. Knowledge drives communication, 



collaboration, negotiation and decisiveness in a leader. If these are combined, the impact 

in terms of the mutuality and synergy of leadership attributes would be significant.  

I would encourage you to think of different combinations of these factors to understand. 

How in different contextual positions, combinations of developmental and performance 

attributes will provide you, a developmental edge or a performance edge or a 

combination of both these edges in your leadership activities.  

With this I close this foundational lecture on competency leadership, then we will move 

on to the other lectures during this week. 

Thank you.  


