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LEADERSHIP IDENTITY 02

OPENING PERSPECTIVE

The leader I have become
“Leadership is the disciplined work of turning expertise into 
clarity, clarity into ownership, and ownership into reliable 
outcomes.”
My journey has been shaped by nearly two decades in engineering consulting across oil and gas, 
chemicals, pharmaceuticals, power, nuclear and renewable energy. Each sector taught me that technical 
strength earns credibility, but leadership determines whether complex work becomes coordinated action.

I now see my role as an integrator: connecting clients, engineering disciplines, offices, commercial 
priorities and people. The goal is not to be the person with every answer. It is to create the conditions in 
which capable people can make sound decisions, surface risk early and deliver together.

20 years≈
multisector experience

150≈
employees led at scale

2 countries
India and France offices

How to use this playbook

The pages that follow combine a career narrative with repeatable leadership practices. They are intended 
for teams, clients, future collaborators, emerging leaders and advisory-board conversations. Reported 
career figures reflect information supplied by the author and should be updated as the portfolio evolves.

₹80-100+ crore

Annual business
acquisition supported
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CAREER ARC 03

THE PROGRESSION

A career built through expanding responsibility

Phase 1  Technical credibility
• Learn the engineering fundamentals

• Respect discipline interfaces

• Build a reputation for dependable delivery

Phase 2  Project integration
• Coordinate cost, schedule, quality and risk

• Translate detail for decision makers

• Move from task ownership to outcome ownership

Phase 3  Program leadership
• Lead multidisciplinary teams at scale

• Connect offices across India and France

• Create governance without slowing decisions

Phase 4  Enterprise influence
• Win and grow strategic work

• Shape client confidence and executive choices

• Develop people, intellectual capital and public voice

“Every transition required me to release part of my old identity: 
first as the expert, then as the problem solver, and finally as the 
centre of every decision.”
The pattern is cumulative. Technical depth remains essential; it simply serves a wider purpose. The more 
senior the role, the more value comes from framing the right problem, aligning the system and enabling 
others to perform.
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FOUNDATION 04

WHAT ENGINEERING TAUGHT ME

Technical credibility without technical confinement
Engineering consulting rewards precision. A leader must understand how design decisions affect safety, 
constructability, procurement, schedule, operations and client economics. Credibility grows when teams 
know that trade-offs will be tested, not waved through.

 Start with the governing requirement: safety, compliance, performance and client intent.
 Ask where interfaces fail: between disciplines, offices, vendors, contractors and decision levels.
 Separate reversible choices from decisions that create long-tail cost or risk.
 Bring assumptions into the open before they become embedded in schedules and estimates.
 Use technical reviews to improve decisions, not to demonstrate hierarchy.

My operating question

“What must remain controlled, and where can the team be 
trusted with greater freedom?”
This distinction matters in high-consequence sectors. Autonomy is not the absence of controls. It is decision 
freedom inside explicit boundaries, with escalation rules that protect safety, quality and contractual 
commitments.
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SCALE AND COMPLEXITY 05

PROGRAM PERSPECTIVE

Leading the system rather than chasing every task

Managing a program of roughly 150 employees across offices in India and France changed the unit of 
leadership. Individual supervision could not scale. The answer was an operating system: clear outcomes, 
visible interfaces, accountable owners, regular decision forums and disciplined escalation.

Signals I watch
• Critical-path movement

• Decision ageing

• Interface ownership

• Rework and quality trends

Behaviours I reinforce
• Raise risk early

• Bring options, not only problems

• Document decisions

• Close the loop with stakeholders
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GLOBAL COLLABORATION 06

LEADING BEYOND LOCATION

One program across India and France
Cross-office delivery works when the program has one shared truth but respects local context. Time zones, 
communication styles and discipline maturity can create invisible friction. Leaders must design 
collaboration instead of assuming it will occur.

1
integrated outcome

2
country contexts

Many
discipline interfaces

One
decision record

The collaboration rhythm

 Agree what success means before dividing the work.
 Name a single owner for every cross-office interface.
 Use asynchronous preparation so meetings are reserved for decisions.
 Rotate visibility: expertise should travel in both directions.
 Address ambiguity directly; silence is not alignment.
 Build relationships before a crisis makes them necessary.

“Global leadership is not remote supervision. It is the deliberate 
creation of trust, context and dependable hand-offs.”
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COMMERCIAL LEADERSHIP 07

CLIENT VALUE

Turning delivery credibility into business growth
Commercial leadership is a continuation of delivery leadership. Clients expand relationships when they 
see sound judgment, honest risk communication and an ability to mobilise the right capability. Growth 
becomes sustainable when promises made during pursuit are connected to how work will actually be 
delivered.

₹80–100+ cr ₹20+ cr Multi-sector
client relevance

Repeatable
trust-based growth

Before the win
• Understand the client’s decision problem

• Shape a credible delivery model

• Price risk consciously

• Mobilise leadership early

After the win
• Protect the promise

• Track value, not activity alone

• Create executive transparency

• Earn the next conversation

The principle is simple: business development cannot sit outside the operating system. The strongest 
proposition is one the delivery organisation can defend with confidence.

Annual business acquisition
supported in a previous role

Annual business acquisition
supported in the current role
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OPERATING SYSTEM 08

FIVE REPEATABLE PRACTICES

My leadership playbook for complex programs
01  Frame the outcome  Define the client outcome, non-negotiables, constraints and decision rights.

02  Design accountability  Give every material deliverable, interface and risk a visible owner.

03  Establish cadence  Match meeting frequency to risk; keep forums decision-oriented.

04  Lead through evidence  Use schedule, quality, utilisation and client signals to focus attention.

05  Learn and adapt  Convert issues and near misses into changes in the system, not blame.

“Governance should reduce uncertainty and accelerate sound 
decisions. If it only produces reporting, it is overhead.”
The playbook is deliberately light on ceremony. Its strength comes from consistency: people know what 
matters, where choices are made and how unresolved risk moves upward.
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PEOPLE LEADERSHIP 09

THE LEADERSHIP BALANCE

Autonomy with accountability

Autonomy needs
• Clear decision boundaries

• Access to context

• Room for professional judgment

• Support when risk rises

Accountability needs
• Defined outcomes

• Transparent standards

• Evidence-based review

• Consequences and learning

My DBA study examines associations between perceived leadership style, employee autonomy and intention to
remain in Indian engineering consulting. Autonomy is the hypothesised mediator; intention to remain and
perceived business performance form a separate association. This cross-sectional, self-reported study does not
establish causality.
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TALENT RETENTION 10

THE HUMAN SYSTEM

Why capable people choose to stay
Retention is not secured by salary alone. In knowledge-intensive consulting, people also evaluate whether 
work strengthens or diminishes their professional identity. When experienced employees lose meaningful 
judgment, voice and learning, they can experience a form of cognitive downgrade even while holding a 
senior title.

Four conditions for intention to remain

 Purpose: I understand how my work matters to the client and the enterprise.
 Agency: I can exercise judgment within clear technical and commercial boundaries.
 Growth: difficult assignments develop my capability and visibility.
 Trust: leaders are consistent, fair and willing to hear inconvenient facts.

“People stay where responsibility grows faster than bureaucracy 
and where expertise is respected without becoming a silo.”
The research examines whether intention to remain is associated with perceived knowledge continuity,
schedule reliability, rework, utilisation stability, client satisfaction and delivery consistency. These are
employee perceptions. They are separate from audited financial results and observed employee exits.
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FUTURE OF DELIVERY 11

TECHNOLOGY WITH JUDGMENT

Building an AI enabled engineering PMO
AI and agentic workflows can improve the speed at which engineering programs collect evidence, identify 
variance and prepare decisions. The opportunity is not to automate leadership. It is to reduce coordination 
drag so leaders and specialists can spend more time on judgment, stakeholder alignment and exception 
handling.

High-value uses
• Schedule and risk sensing

• Action and decision tracking

• Document and interface intelligence

• Lessons-learned retrieval

Leadership guardrails
• Human approval for consequential decisions

• Traceable sources and assumptions

• Data-access discipline

• Clear accountability for outputs

A practical adoption sequence

 Select one recurring coordination problem with visible cost.
 Define the human owner and acceptance criteria.
 Pilot with a small team and retain an audit trail.
 Measure cycle time, error rate, adoption and decision quality.
 Scale only after controls and behaviour are proven.

Companion framework: Governed AI for Engineering PMO
A proposed operating model and pilot measurement plan. Benefits await validation.
deepak-vijaykumar-leadership.com/insights/governed-ai-engineering-pmo

https://deepak-vijaykumar-leadership.com/insights/governed-ai-engineering-pmo
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LESSONS 12

LEADERSHIP PRINCIPLES

What the journey has taught me
Credibility precedes influence. Understand the work well enough to ask useful questions and defend 
necessary standards.

Clarity is a service. Senior leaders convert complexity into choices without hiding uncertainty.

Control must have a purpose. Keep controls that protect safety and value; remove those that merely 
centralise power.

Trust is operational. It appears in decision rights, information access, fair review and reliable follow-
through.

Growth and delivery are one promise. Commercial ambition must be matched by mobilisation and 
execution discipline.

Leadership multiplies through others. The enduring result is a stronger system and more capable 
leaders.

“The measure of senior leadership is not how much complexity 
reaches the leader, but how much clarity returns to the 
organisation.”
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NEXT CHAPTER 13

THE ROAD AHEAD

From enterprise leader to leadership contributor
The next chapter extends beyond managing today’s portfolio. I aim to contribute at the intersection of 
engineering consulting, infrastructure and renewable energy, AI-enabled delivery, leadership 
development and evidence-based organisational practice.

Where I can contribute
• Senior engineering and program leadership

• Owner-side EPC and PMO governance

• Business growth and client strategy

• Advisory-board and leadership development work

What I will keep building
• DBA research and publications

• Public speaking and executive education

• Practical AI-enabled PMO cases

• A visible, credible leadership platform

A 90 day leadership agenda

 Publish one evidence-based leadership article each month.
 Convert one career case into a client-ready executive story.
 Develop a short session on moving from high performer to leader.
 Build relationships with advisory platforms and relevant boards.
 Advance the DBA study with disciplined data collection and analysis.

“My ambition is to help engineering organisations deliver with 
discipline while giving talented people enough trust, context and 
autonomy to do their best work.”

deepak-vijaykumar-leadership.com
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