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 00:00

Hi, everyone, welcome to another episode of legendary leaders. So I read this article the
other day, of course, it's in Harvard Business Review, I get it sent to my email. And so I'm
always checking out different ideas, leadership perspectives, it's just one of the resources
that I use. And so from time to time, you'll naturally hear me refer to something that I've
read because I find it interesting or it jogs my brain. And it's something that I want to
apply in my business. And if I want to apply it, or I have applied it, it's what I want to share
with you. So going on that train of thought I read an article the other day, he was talking
about how real leaders are forged in a crisis. It was actually by Liz kislak, I think was
adapted actually by a book from her. She wrote a book called How to work with a leader
who doesn't care about details. And I laugh about that because

 00:54

I have worked with leaders who don't care about details.

 00:58

And it is, so Bad.

 01:03

I don't mean bad like in a
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 01:07

in a damaging way. I mean bad is in. If they don't care about the details, they can actually
go and explain what you do, or what your team does. And therefore they can't explain
what you can't do. And so anytime I've worked with leaders either, you know, coaching
them, or, you know, just partnering with them in business or having worked for them at
some point throughout my career, okay, it's been all those avenues. I've worked with
people who are so focused on details. It's tough. And so I want you to be thinking about in
today's episode, have you worked with someone like that? Do you currently work with
someone like that? And most importantly, are you a leader like that? Okay, now, I'm
gonna throw a little caveat out here

 01:58

right at the beginning.

 02:01

If you're in a position in your business where you no longer care about the details, I want
you to ask yourself, is it that you don't care? Or is it that you've gone through enough
conversations and teaching and training that you've developed leaders around you? That,
you know, they're in the details. And by asking a few simple questions here and there, it's
obvious, they're still in the details. So then you don't get engaged in them. That's very
different. That's very different than not caring. Okay? Because if you were in that position,
you've created an environment where you've taught and trained that details matter. And
by simply asking a couple of questions here or there, you're testing, you're inspecting what
you expect. And you're validating that they're staying on track with the expected details,
and they're managing through details. And therefore you don't have to get down into the
details. It's not that you don't care.

 02:56

So you've developed your team. That's very different.

 03:01

People who don't care about the details tend to over exaggerate or overshare over
commit to what a team or a person or business can do.
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 03:13

And that can be extremely dangerous. And so

 03:16

it's one of the reasons why I want to walk through the concept of if you are working with
someone like that, or if you are a person like that, you've got to be aware of when you do
need to be in the details. Maybe you don't, you don't want to care about them. But there
are some situations where you have to care. Okay, so you're probably thinking Katrina,
what are some examples of when I would have to care? I don't, I don't want to care. It's
why I hired people to do this for you know, I trust them. Awesome. I love the fact that you
trust them. I am sure they appreciate the fact that you trust them to write. And, you know,
no doubt, if you were in the position where the person that you worked with or for, didn't
care about the details you felt that level of trust. Right? Okay. But on the other side of that
what you have to be aware of either you've experienced it or you need to be aware of it is
the fact that it's not just trust that comes with that. It's a lot of responsibility. Because then
the person reporting to you, if this is you, they spend a lot of time educating you on what
you're missing. When you come up with great ideas, and no doubt, you come up with
great ideas because you're a business leader. And as business leaders, we come up with
great

 04:37

ideas.

 04:40

You can't put all of the detail responsibility on your team such that they have to go back
and contradict something that you've said to a potential partner or a person working on
the same team in the company. Okay, that's a tough spot to be in. They don't want to
have to contradictions thing that you've said, they also don't want to have to fulfill the
role of constantly teaching you about your business. Okay? That's what you have to
understand. If you don't care about details, you have to understand the ownership that
you're putting on someone who reports to you. I love the trust, they're gonna appreciate
the trust. But what you've got to see is the other side of the responsibility, you're now
laying on their shoulders, which is now they become responsible for helping you
understand all the pieces that you don't understand about your business. And to some
degree, they may be thinking, that's not their job. Right? They may be thinking to
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themselves things like, why am I teaching the business owner about their business? They
should understand this. They should be in the details enough to understand these
fundamentals. And if they don't understand the just the basic fundamentals enough to To
understand what's happening in the business, can I really trust the decisions they're
making? That's what I want you to think about. This is the flip side of

 06:11

not caring about the details.

 06:14

If someone is constantly around you having to educate you on what they do in the
business, and how they run your business, or how they market your business, or how they
legally protect your business, whatever it is, whatever role they play. If they're constantly
having to do that, they're going to start questioning your judgment. Because in their mind,
they're thinking, how can this person make decisions when they don't have all of the
details to make the best decision? Now, you and I both know that depending upon the
decisions we make as a business leader, we may not need all of those, those key details.
We understand the overarching perspective of the business and the decisions we're
making. Aren't at the level of detail that this person sits. But then your role is to explain
that to them, you've got to tell them that because we you know, we know this all the time,
leadership is relationships. Okay? And relationships are built on trust. And if someone
doesn't trust your judgment or your decision making ability, they're not going to trust in
your leadership. And they're going to have a hard time following you. That's really
important. If you have a team of leaders under you, who feel like they don't know enough
to make a good judgment call. I don't know that I can trust their decisions. Then here's
what happens next.

 07:47

When they start to question your judgment, and they start to question your

 07:50

leadership ability, then when you give
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 07:52

direction, okay, and you'll hear me say this quite a bit, especially if we work together one
on one I will say That's direction not suggestion. Okay? Or you, as a leader have to define
what's direction? And what suggestion. And so when we have conversations and I say,
Hey, why don't you think about? That's obviously suggestion. But when I'm giving someone
who you know who I work with, when I'm giving them direction, I will say, I'm giving you
direction to take this action. Okay? But what happens when people start to question your
judgment and feel as though they can't trust in you as a leader? Then when you give
direction, they're still only going to see it as suggestion. And here's why. Because in their
mind, they've had to educate you on every step of a decision that has been made. Hey,
what about this, Bob, and now you're Bob, and you've had to walk me through all of the
concerns or the issues about why you can't execute something or market Something in the
way that I've asked you to do it. Right? So you've had to educate me on that Bob has had
to educate me on that. So when I give Bob direction to go do something else, Bob's first
inclination is going to be, oh, can I really go execute on that? Can I go do that? Because is
she fully aware of all the risks? Does she have enough details to really make a good
decision? Maybe she doesn't. Maybe I need to pause on that, and decide if I'm going to go
forward and execute on that direction or not.

 09:36

And that right there is where we've lost our team.

 09:39

Because as leaders, if we give direction, we need them to go execute on it. Now. And also,
I've said this in other episodes, and I'll continue to say it, I've always had a little bit of a
caveat, you'll find that I'm not trying to speak out of both sides of my mouth, but there's
always a balance here. We'll will there be times throughout our careers that we will make
decisions and there Not necessarily the best decisions because they're risky. And we've
missed a perspective. And we need someone to come back in and educate us on on one
perspective. Absolutely. That's not what this is. This is every single day running the
business making basic decisions, that now your team starts to question. Because they now
feel the responsibility of educating you on every single detail of the business. You don't like
details, you don't want to be in the details. They're responsible for being in the details. So
now they become responsible for educating you as the owner on the details. Such that
they feel that responsibility so much, they start to question your judgment. Therefore, they
don't execute on your direction.
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 10:47

So then you've lost your team.

 10:50

Because there's no consistency. There's no direction coming from one person. There's no
captain of the ship.

 10:57

Everyone is rowing in a different way.

 11:01

Because everyone's trying to manage their own risk, everyone's trying to manage their
own details. And everything can go awry, if you're not careful. This is what I want you to
think about. If you are a leader that says, I don't like details, just somebody else handle
that. Okay. Now, one more caveat. I started off this episode talking about how you've
created your team and you've gotten them there to where you don't have to be in the
details. The other aspect of you caring about the details and owning the details, is the fact
that you have handed off the execution to someone else, but you know what's happening,
and you will be the final check before it moves forward. I think about this a lot relative to
creating ads or doing any marketing. You have someone create that marketing strategy
for you. You tell them who you want to target. You tell them the voice and The branding
and you know, you tell them the general scope of what you're looking for, they come up
with a creative idea. But you're still the last person to sign off on it, you don't get into all
the details of how they create the idea. You simply focus on the end result and approve it
or deny it. Now, that's not lack of carrying of details. That's just simply understanding,
execution and who should own the execution. Based on the details you've given them, you
gave them the details, and you've given them the approval at the end. They just handled
the actual functional work in the middle. Don't confuse that either. Okay, that's again,
that's not this example. This is truly someone who says, hate details. I could not be
bogged down in it. This is my business, but I don't care to learn all those things. I'm not
even going to provide suggestions. I'm going to hire someone to handle all of the
marketing and they're going to come with every idea and every framework and all of the
details around it. And as long as it works, I'm staying It that's where it gets risky. That's
where you can lose a team. And that's where every part of the company can start going in
different directions. Because no one trusts that that leader is actively engaged in the
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business enough to understand where we're going, where, where do they want to go, and
how to keep everybody safe, and how to make good decisions. So hopefully you see that
risk. Okay, that's the first thing is understanding the risk. The next is to, you're gonna have
to ultimately, I know, it's not fun. If you're in that space. I know it sounds like a chore, but
you're gonna have to get into the details. And that means taking notes, or having
someone provide you with a framework of a basic understanding of how that business
runs, piece of the business runs so you can refer back to it. It's okay to have someone
teach you how to do something once. But if you're constantly having the same
conversation, about how that process works, it says To that, that direct report that you
have, either you don't care about them, or you don't care about the process. And either
way, you come across like you don't care. That's not good for your leadership.

 14:12

Okay, your image relative to a leader.

 14:16

Okay? So

 14:19

be aware of it.

 14:22

Get some basic fundamentals under your belt as to what's happening through the touch
bases that you have with your team. You can tell them, Hey, don't go into all the detail,
but tell me how level what have you changed? What processes have you changed in your
area of the business? What recommendations do you have about changing the marketing
strategy or the branding? What are you working on there? I want to have a voice in that.
So help me understand where you want to take it. And let me weigh in. Right. It's all in the
way in which you engage and provide a level of feedback and understanding let them
bring the ideas and you weigh in On the ideas, but you've got to, in some capacity, know
enough detail to maintain trust. And when you give direction as followed, alright, super,
super, super risky. Hopefully you can see that. And and then if you are in that camp, you
will start changing the way in which you engage with your team and just say it Hey, there's
nothing better than just saying exactly what you mean. So it's out in the open, hey, team,
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not a fan of all the details. I do trust that you have the details under control and that you
run your business. There are things that I want to understand because I want you to trust
that when I make a decision, I have all the facts. And I do understand enough of the
business to make them. So when we go through the touch bases, I want you to provide me
this level of detail. I want to understand what's happening with you. I want to understand
what's happening with the team and the changes that you're making. I do want to weigh
in, but I want you to present to me your perspectives. And let's go through it and work on
it together as a team. Just say it that right They will help them understand your intention.
And that's critically important. All right, so I really appreciate you listening to this thing
through how this can help you if you're a leader that's that just does not want to get into
the details. Think about the impact that it's having on your team course correct? Okay, it's
really important course correct. Put some plans in place to course correct and and move
forward and above all else, right. Go and be legendary.
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