DARSHANA HEGDE - Leadership Signal Method™

The 5 Pillars of
Leadership Presence

What separates professionals who are heard
from those who are overlooked
is not talent. It is signal.

A practical guide for professionals
who are ready to be taken seriously
in every room that matters.



BEFORE WE BEGIN

You already have what it takes.

You are good at your job. You have the experience, the knowledge, and the track record.

But somewhere between what you know and how you are received, something gets lost.

This guide breaks down the five pillars that shape how you are read, heard, and trusted as a
leader, before you say a word, and long after the meeting ends.

Each pillar comes with a real workplace scenario showing what weak looks like and what strong
looks like, so you can recognise exactly where you are right now.

These are not personality traits. They are learnable skills. Every single one of them.

The 5 Pillars at a glance:

1 Signal

2 Structure
3 Speak

4 Steer

5 Stand

Perception — how you are read before you speak
Framing — how your message holds under pressure
Influence — how you move a room, not just fill it
Decisions — how you guide conversations to outcomes

Composure — how you hold ground when it counts



PILLAR 1

Signal - Perception

How you are read before you speak.

Most professionals focus on what they say. Leaders focus on what they project. Before you open
your mouth in a meeting, a room has already formed an impression. Your posture, your stillness,
your eye contact, how you enter a space — all of this communicates authority or the absence of it.

IN PRACTICE
The situation: Walking into a leadership meeting where everyone is already seated.

BEFORE AFTER

Priya rushes in two minutes late, bag over one Priya arrives one minute before the meeting starts.
shoulder, phone in hand. She pulls out her chair She puts her phone face down, sits with both feet
quickly, sits, and immediately opens her laptop. on the floor, and makes brief eye contact with two
She glances around to see where the conversation  people as she settles. When the senior leader

is. She does not make eye contact with the room. begins, she is already present, not catching up.
The senior leader continues speaking without She has not said a word. The room has already

acknowledging her arrival. She has already been placed.  registered her differently.

What this looks like when it is weak:

Arriving rushed. Shrinking in your chair. Apologising before making a point. Filling silence with filler words.

One shift to make:

Before your next meeting, take 30 seconds to arrive, not physically, but mentally. Settle. Slow your breathing.
Let the room naotice you are present before you speak.



PILLAR 2

Structure - Framing

How your message holds together under pressure.

A good idea poorly framed disappears. A clear idea well structured lands, even in a noisy room,
even under challenge. Structure is not about using bullet points. It is about knowing, before you
speak, what your point is and where you are taking the listener.

IN PRACTICE
The situation: A stakeholder asks for an update on a delayed project.

BEFORE AFTER

"So we were on track until last week, and then "We have a two-week delay. The cause is a vendor
there were a few issues with the vendor, which dependency we identified on Wednesday. The
actually started earlier but we only found out about ~ team has a workaround in progress. | will have a

it on Wednesday, and there's also the approval confirmed revised timeline to you by Thursday."

process which has been a bit slow, and | think the Same facts. Thirty seconds instead of ninety. The
team is working on a solution, we're hoping to have  giakeholder writes something down.
more clarity by end of week."

The stakeholder nods slowly. They are still waiting for
the point.

What this looks like when it is weak:

Starting with context nobody asked for. Rambling before reaching the point. Losing the thread when
interrupted. Ending without a clear position.

One shift to make:

Before you speak in any meeting, complete this sentence silently: "My point is X, and it matters because Y."
Say that first. Everything else is support.



PILLAR 3

Speak - Influence

How you move a room, not just fill it.

There is a difference between speaking and influencing. Most professionals speak to inform.
Leaders speak to move people, to a decision, to a position, to action. Influence is not about volume
or confidence in the conventional sense. It is about word choice, pacing, and the ability to make
your listener feel that your perspective matters to them.

IN PRACTICE
The situation: Proposing a change in approach during a team meeting.

BEFORE AFTER

"l was just thinking, and | might be wrong about "l want to propose a different approach. Here is
this, but maybe we could consider, | don't know, why the current one is likely to create a bottleneck
looking at a different approach? | think it might by week three, and here is what | think we should
possibly work better, but obviously | haven't fully do instead."

thought it through yet, so it's just an idea.” The room looks up. Someone asks a question. The

Two people at the table continue looking at their screens. ~ conversation has moved.
One person says "mm" and moves on.

What this looks like when it is weak:

Hedging constantly. Over-explaining. Seeking validation mid-sentence. Using tentative language that
undercuts your own point.

One shift to make:

Remove one hedge from every statement you make this week. Not "I think this might work" but "This works
because..." Watch how the room responds differently.



PILLAR 4

Steer - Decisions

How you guide conversations to outcomes.

Presence is not just about how you show up. It is about where you take the room. Leaders steer.
They move a conversation from problem to decision, from discussion to direction. Many capable
professionals sit in meetings and watch decisions get made by others, not because they lack the
answer, but because they do not know how to guide the room toward it.

IN PRACTICE
The situation: A meeting that has been running for 40 minutes with no clear outcome.

BEFORE AFTER

Arjun has good ideas. He has shared them twice. With ten minutes left, Arjun says: "We have

But the conversation keeps circling, two people are  covered the options. The decision in front of us is
debating a detail, the original question has been whether to proceed with Option A or delay for
forgotten, and there are ten minutes left. Arjun further review. | recommend Option A, and here is
waits for someone to bring it back. why. Can we decide that today so the team can

. . . 2"
No one does. The meeting ends with a note: "Continue move forward?

discussion next week." The room refocuses. A decision is made. Arjun leaves as
the person who moved it.

What this looks like when it is weak:

Waiting to be asked. Letting conversations drift. Summarising instead of directing. Leaving meetings without
a clear next step owned by someone.

One shift to make:

In your next meeting, say this: "We have covered the options. The decision in front of us is X. | recommend
we..." That one move positions you as someone who leads, not just participates.



PILLAR 5

Stand - Composure

How you hold ground when it counts.

The most revealing moment in any professional setting is not when things go well. It is when you
are challenged, interrupted, or put under pressure. Composure is not suppressing a reaction. It is
having enough inner steadiness that your response is chosen, not reactive. Leaders who stand are
the ones rooms trust.

IN PRACTICE
The situation: A senior colleague publicly challenges your recommendation in front of the team.

BEFORE AFTER

"Oh, no, | mean, what | was trying to say was, | Two seconds of silence. "That is a fair challenge.
think there might have been a misunderstanding, | My recommendation stands for this reason: the
wasn't suggesting that we, | just meant that data from Q2 shows a clear pattern. | am open to
perhaps, | take your point, maybe we should look reviewing that if you have more recent figures, but
at it differently." based on what we have, | believe this is the right

The senior colleague nods, satisfied. The direction.

recommendation disappears from the room. The room is quiet for a moment. Then someone else
says: "l think that makes sense."

What this looks like when it is weak:

Caving when pushed back on. Over-explaining under challenge. Going quiet when interrupted. Matching the
emotional temperature of a difficult person.

One shift to make:

When challenged, do not respond immediately. Pause for two full seconds. Then say: "That is a fair point.
Here is how | see it..." The pause itself signals composure. The room notices.



BRINGING IT TOGETHER

Leadership presence is not a personality
type.

It is not something you either have or do not have. It is not reserved for extroverts, for native English
speakers, or for people who went to the right schools. It is a set of learnable behaviours that, when practised
consistently, change how you are read, heard, and trusted in professional settings.

That is what the 5 Pillars give you. A framework for something that used to feel intangible.

What presence actually does in aroom

When all five pillars are working together, something shifts. People listen differently when you speak. Your
ideas get taken up, not talked over. Decisions get made with you, not around you. You walk into high-stakes
conversations with a different kind of steadiness, not because the situation is easier, but because you are
clearer.

This is not about performing authority. It is about communicating in a way that is congruent with the capability
you already have.

The gap most professionals carry is not a competence gap. It is a signal gap. They know more than the room
gives them credit for. They have better ideas than the ones that get adopted. They are more ready for the
next level than the people deciding their future realise. The 5 Pillars close that gap.

Why this takes practice, not just awareness

Reading this guide gives you awareness. That is useful. But awareness alone does not change what
happens in the next meeting when someone interrupts you, or when a stakeholder asks a question you did
not expect, or when a room full of senior people is waiting for you to say something definitive.

What changes behaviour in those moments is practice. Deliberate, repeated, real-world practice applied to
actual conversations, not rehearsed scripts. Each pillar is a muscle. Signal, Structure, Speak, Steer, Stand.
The more you work them in real situations, the more naturally they show up when the pressure is highest,
which is exactly when they matter most.

Where to start

Do not try to work on all five at once. Pick the one you recognised yourself in most clearly. The scenario that
made you pause. The "before" that felt uncomfortably familiar.

Start there. One pillar. One meeting. One shift. That is how presence is built, not in a single session of
insight, but in a series of small, deliberate moments where you chose differently.



Ready to understand which pillar
IS holding you back the most?

Book a Leadership Signal Deep Dive, a 90-minute diagnostic session where we identify your
specific gap and build an action plan you can use immediately.

darshanahegde.com/deep-dive

linkedin.com/in/darshanahegde



