
5-25-20 Series 1--Taking Over a team--
introductions

 Sun, 7/19 9:41AM  16:34

SUMMARY KEYWORDSSUMMARY KEYWORDS

leader, team, introduce, feedback, leadership style, pharmacy, introduction, stand, person,

decisions, talk, interview, worked, feel, creating, assumption, episode, trust, leadership, company

 00:00

Hi, everyone, welcome to another episode of legendary leaders. Today is the first episode
in a series of, I'm gonna say seven. I've come up with seven ideas for this one so far, but it's
all about taking over a new team. Okay? And that could be you getting a promotion, it
could be you starting in a new new company completely. Or it could be the fact that you
are creating a team within your organization and you hire very quickly. And so you go
from maybe one or two people up to say, six or seven people in a matter of maybe a
month or two. Okay, so either way, it's it's a rapid, sudden takeover of a team. And so
these seven episodes are going to focus on the steps that you need to take to effectively,
you know, get everyone on the same page,

 00:51

start leading that team building trust,

 00:53

and all of the pieces that are critical in order to move that team forward. All right, so
Hopefully, and I would expect that this, these seven episodes are going to put you forward
relative to moving that team forward and your business forward. Okay, so step one, and
what I'm going to focus on today is introductions. Okay? Because First things first you
have to get to know people. And many times people will actually people, leaders, anyone
and everyone, especially if you've worked in this organization for a while,
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 01:29

or if you did the interview,

 01:30

or in some capacity, you just feel as though these individuals should know who you are.
They skip the introduction. And so this first episode is about don't skip the introduction.
Introduce yourself, okay. Now, when you do an interview, or you meet people, just by word
of mouth or by working with that leader in the past, there's sort of a natural assumption
That they know you, let's say you are already in a company. And you take over a separate
team and you know, the individuals on that team because they've been in the same
meetings that you've been in, they've been in the same company meetings. Or, you know,
you've worked in maybe some small groups together. So there's this natural assumption
that comes along with the fact that you think they know who you are. And I would tell you
that that's not the case. They know what your role has been. They know how you have
performed, they probably know the word on the street about you and how you lead,

 02:34

but they don't know you.

 02:37

Okay, so let's not make the assumption if you've worked with them in some capacity in an
organization in the past, don't make the assumption that they know you. If you've done
the interview, or let's say you're starting with a new company, and they have interviewed
you don't make the assumption that they

 02:55

know who you are.

 02:56

They know the resume information that you've provided. They know the introduction that
you've provided relative to your role in the company. They know those little pieces, but
they don't know you. And the most important thing that you need to do right out of the
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gate as

 03:12

let these individuals know who you are.

 03:15

Okay, and so that goes a little bit further than just talking about, you know, your role in
the organization or what you've done in the past or your track record for success. That's
all business oriented. Do they need to know that? Absolutely. They need to know that. But
they also need to understand who you are as a person. And I say that because many
times, leaders are put up on a pedestal, and it's very hard for their teams to reach them.
Okay. And when when you put yourself up there and you are unreachable, and you can't
be touched. It's very difficult for your team to identify with you, or feel as though you're
available and able to help them and that's the last thing that you want. So right out of the
gate, I'm going to encourage you and actually ask you to introduce yourself, not just as a
leader, but as a person. Okay, and you're going to have to be a human throughout your
entire leadership career because if you're not, people will see you as you know, a machine
or, you know, something that exists as an entity but not as a person. Which means as they
go through and they have missteps or failures, they're not going to think that you can
identify with that, okay? Or they're going to think rather that you can't identify with that.
And then as a leader, you won't be able to help them. So introductions are critically
important. Let them know who you are as a person. So what I would tell you to do is this,
you need to tell them who you are in a way that's comfortable. Right? So what's
comfortable so for me, I would say okay, well, I'm married. This is how long I've been
married. I have kids. This is how many kids I have. These are their names. This is what my
children like to do for fun, this is what I like to do for fun. You know, and I'll enjoy going on
trips. And here's where we like to go. And you know, I'm really excited about this upcoming
event or I'm excited about this milestone that just happened with each of my kids. So it
becomes very personal. Okay, it's purposefully

 05:21

personal.

 05:23

5-25-20 Series 1--Taking Over a team--introductionsPage 3 of 8 Transcribed by https://otter.ai

https://otter.ai


Because once they know you, and they can connect with you on a personal level, that
starts to build trust. Okay, one of the things that I used to do whenever I was over several
pharmacies back in my corporate career, whenever we would bring on a new pharmacy
manager, it was purposeful, that we would introduce that pharmacy manager to the
community, because we immediately needed to build trust. And so how would we do that?
Well, we would do an introduction and it was well before facebook, facebook was there
but it wasn't as big as, as it is today, obviously, and it wasn't necessarily a place where you
would go and be introduced to your local New pharmacist that just wasn't happening at
this point. And so what we would do is we would create a poster, a professionally made
poster that would sit on an easel at the pharmacy and then at the entry points of the
store. And it will have the picture of the pharmacists and it would detail who they are, hey,
you know, I've just become the pharmacy manager here. Here's where I went to school.
Here's a little bit about my family. Because what you want to be able to do and what we
wanted to be able to do is for someone who's walking in to read that and go, Oh, I went to
school there, or that's the team that I cheer for to, or Hey, my kid also plays that sport. I
have children the same age. And so once you start to connect with that person, you start
to build trust, because then the next thought, at least in that situation was, Oh, well. I like
this person. Maybe I can trust them to take care of me and my family. And that's exactly
where we wanted it to go. We wanted to go from Yeah, no, I'm not bringing anything here.
I'm satisfied to, oh, now I feel like I know this person. So now I feel like I want them to
potentially take care of me and my family. Now, that wouldn't necessarily cause a
complete movement of some business necessarily, but it would start to prompt the idea in
their mind to start questioning, hmm, should I give this person a shot, and then that seed
was planted. That's what you're trying to do here. You're just trying to plant the seed. And
so by letting them get to know you as a person, and know things about you, you're
building immediate connections. What can they identify, you know, within themselves
that's similar to what you have going for you or have happening in your life, or that you
enjoy or you stand for, or whatever the case may be, right?

 07:52

connection.

 07:53

They need to feel like they know you as a person to build connection and build trust.
Alright, so Tell them personal things. Now, the next thing that I want you to do, and I sort
of alluded to it just a second ago, is you have to tell them what you stand for. They have
to know that. And so one of the things that I do when I do interviews, okay, there are two
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big things that I do whenever I do an interview. And I do it immediately at the interview,
and then I reinforce it as I start working with these individuals on a team. Alright, but
again, it starts at the interview. This is how I start with my introduction, and then I just
continue it forward. Number one, I tell them the two key things that I use, in order to make
my leadership decisions, the two lenses that I look through to make my leadership
decisions. And so what I say is, number one, my role was a leader to take care of you, if I
take care of you, you take care of the clients. Okay, and I know that so to me, being a
leader means that I'm here to serve you, if I can serve you, you can serve the client. So I
know that's my job. And that's how I make decisions. The second lens that I look through is
that everything that we do should be focused on the client or the customer. such that if we
sit down and we're creating new projects, or new programs within the business and it
doesn't serve the customer or the client, we have to stop and ask ourselves, why are we
doing that? And I tell them this right out of the gate, under the under the perspective of,
you're interviewing us as much as we're interviewing you, and this is information you need
to make a sound decision to join this company. Okay. So, whenever they come on board
that is reiterated, they have to understand what I stand for. Okay, now, this is me growing
a team. If you go and take over a team, you have to just start right out of the gate and
say, these are the things that I stand for. This is how I make my decision. These are the
lenses that I use to make my decision. Okay. And so that's an introduction of thought,
perspective, leadership style. I would also talk about leadership style. I don't do it in the
interview, but I do talk about it whenever I'm taking over a new team, or building a team
and I say things like my leadership style, is I'm gonna stay very close to you in the
beginning. Because I want you to be successful. And it's not that I'm micromanaging. It's
that I want you to feel as I'm accessible, I want to check on you. And I want to make sure
you have the support you need. Once you start to go down the path, and you've had your
training, and I can see that confidence growing within you, I'm going to pull back a little
bit, but I'm always around. And so even if I'm not here talking with you every single day,
once you've gained and built that confidence, doesn't mean that I'm not available. It just
means that now I want you to come and reach out when you have a question. That is my
leadership style. And so then we'll work through it because again, maybe that's not what
they need from a leader and so I'll adjust that based on the needs, but I present that in the
beginning. Okay. All right, what's next? So then the other thing that I talked about And
say, whenever I'm introducing myself is the fact that I want everyone to feel comfortable
coming and talking to me. You know, my door is always open. I want ideas, suggestions,
feedback, improvements, how we failed. If you felt disrespected in some way, I don't care
what the topic is, I want to hear the feedback. And so that's another piece of leadership
information that I share my lenses and how I make decisions, and also the expectation
that I have around everyone providing suggestions and ideas in order to make a
successful as an organization. Okay. And so I say that I even say that on the interview,
because again, I want expectations to be very clear right out of the gate, how I make
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decisions, and what I expect from them outside of just the day to day job function. I'll tell
them, I also expect that you bring information to me. Now some people feel as though
they can't do that, which is why I'm actually talking to you right now. So that you can
automatically say, you know, hey, I've already talked to her once. I can go talk to her
again. Right? Now, most of the time, this happens with someone who doesn't obviously
directly report to me. But people that report to my direct reports, okay, or even several
levels down. And that's happened throughout my career. And so that's one of the habits
that I've created. If you're taking over a new team, you just simply need to say that. So
again, what do you stand for as a leader? How do you make decisions? What do you
prioritize? Do you want feedback? How do you want it? How are you going to commit to
supporting them? And and talk about those pieces, right. And then typically, what I do is I
want you to and I want you to do this, I want you to pick three things that are really
important to you.

 12:42

Three things that you stand for.

 12:45

Now, one of them could be, hey, I expect feedback and I wanted it all. You know, I want it
anytime you have a suggestion, or a piece of information that I need to hear in order to
make us better, either as an overall company, or if it's about my leadership or someone
else's. leadership. Okay, so that could be something that you stand for

 13:03

interaction feedback. So then pick two more.

 13:06

Right? It could be you asked and for the fact that the client is always first. And you know,
there's nothing more valuable than client feedback,

 13:13

aside from your feedback, I consider them equal.
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 13:17

And so not only do I want

 13:18

you to understand I'm listening to your feedback, I absolutely expect that we, as a
company, listen to all of the client and customer feedback, so that we can serve them and
give them exactly what they need, right? So that could be a second one. But you've got to
decide what those three are. And that is essentially how you're going to introduce yourself,
minimally. Okay? Now, don't spend two days introducing yourself. If you can bring the
group together over a cup of coffee, or you know, a launch or something very casual, and
right now we're still remote, so maybe it's a coffee hour through zoom. Right? Whatever
works, but you have to be able to connect with them in a non formal environment
because again, you're trying to build personal connections.

 14:02

So created an informal environment,

 14:04

introduce yourself on a personal level,

 14:07

talk about what you stand for as a leader and how you make decisions. And well first talk
about, you know, how you make decisions, what are what's important to you as a leader?
How do you lead? And then the third thing is, what are at least three things that you stand
for no more than five. Okay, do not overwhelm them. I'm sure you stand for a lot of things.
But if you had to pick the three key things, pick them and tell them that, okay, because
what you're going to start doing from this point forward is once you tell them, those three
things that you stand for, you're going to show them through your actions, and the way in
which you set expectations around performance. That that is what you want to see out of
them. Those three things that you stand for, and you expect relative to performance, or
service or whatever. You're going to start driving those three things from that point
forward. And that's how they start to learn. That you say what you mean? And you mean
what you say, okay? But you've got to lay the foundation. So introduction is everything.
I'm going to give it to you one more time. Introduce yourself on a personal level, talk
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about how you make leadership decisions, they need to understand how you think, and
the lenses that you look through. And then you're going to pick at least three things, no
more than five, but three, okay, at least three that you stand for. And that matter to you
as a leader and as a business owner, such that as you start to inspect their performance,
or give feedback or start to push the team forward, they're going to be able to
understand that you're pushing because it's one of those three or four or five focus points
that matter to you.

 15:45

And that's how you build the foundation right out of the gate.

 15:47

Okay, trust, clarity and understanding. Awesome. So again, this is number one, in a series
of seven relative to taking over For a new team or quickly creating a new team, and
building the foundations and level setting, and being able to quickly move that team
forward to get the results that you want, while also creating the relationships that you
want. So, I appreciate you listening, continue to tune in listen to all the episodes. I expect
that you probably know quite a bit of this, but there are gonna be some nuggets that you
hadn't thought of, or maybe a perspective that you hadn't thought of. And that's exactly
what this episode this, this podcast and these episodes rather exists for. Okay, so have an
awesome day. Go and be legendary.
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