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 00:00

Hi, everyone, welcome to another episode of legendary leaders. Today I want to talk
about you as a leader,

 00:07

and how you set the tone.

 00:10

Now, I know for many of you, that's probably pretty obvious, right?

 00:14

Especially if you gained leadership authority through promotions and through any type of
corporate environment. I think you realize that as you continue to grow in that
environment, and you gain more and more responsibility, through promotions,

 00:30

you learn very quickly that you set the tone.
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 00:33

If you have a positive attitude, your team's going to have a positive attitude. If you take
the stance of you know, we can overcome.

 00:41

so will your team.

 00:43

And we know that because we've watched 1000 movies, and we all see the hero

 00:48

with the attitude of being able to overcome

 00:52

and we know that if that hero has the attitude, then the movies gonna turn out
successfully. Right? And so we we learned from either our experiences from movies, books,
the environment around us, we learned that the tone matters. And we learned that people
with authority have to set the tone in order to achieve whatever the team needs to
achieve. So, in other words, you as the leader of your business, you have to set the right
tone. And if you don't, that's not a failure of your team. That's a failure that falls on you.

 01:36

Okay.

 01:38

And I will call it a failure a failure because I watched many leaders time and time again,
not understand this or acknowledge it and continue to repeat the same mistake.

 01:51
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To me a failure is not

 01:53

not something that cannot be overcome. You know, I would consider a failure that
happens once just a learning opportunity. All right, you tried, you didn't quite hit the mark,
you learn from it, you try it again, a true 100% failure is something that we continue to do
over and over and over. And it's essentially the definition of insanity, right? Doing the
same thing over and over but expecting different results.

 02:21

And so I've watched leaders who

 02:24

don't set the right tone and then want to blame their team for a lack of performance in a
certain area. I don't know if you've seen this, or hopefully you have never had to go
through this with someone who has led you. But I have watched this happen and it is so
disheartening and it's so upsetting, quite frankly. Because if you think about it like this, the
team that works for you is obviously very loyalty.

 02:52

And they believe in the mission that you've established.

 02:55

They appreciate your leadership, and they're following you for a reason. We all know that
when we wake up each morning, we have a choice. If we continue to work for an
individual or if we decide to work for someone else, if you know we decided to show up
today and give it our best, or if we decide not to show up today,

 03:11

and call out, right,
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 03:13

we have choices.

 03:17

And because we have choices,

 03:18

when a team comes and purposely shows up to work for you that day,

 03:22

there are things that you owe them in return.

 03:24

And one is to be a good leader. And to be a good leader, there's a multitude of things that
you need to be able to do. And I've talked about that throughout all of these different
episodes. Okay. But one of the key things that you have to be able to do as a leader is you
have to set the tone

 03:42

for your team.

 03:45

All right. If there's a gap

 03:47

in your business, instead of blaming your team for the gap, you need to look in the mirror
and say, Have I been focusing on that gap? Is that the team's fault? That they're not cluing
in To this piece of the business,
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 04:01

or is it my fault? Okay?

 04:05

If you are the individual who has asked your team to perform three different functions,
and now suddenly you're upset because there's a fourth function that no one's been
performing, is it really fair to be upset with your team?

 04:19

I would challenge you to say that it probably isn't fair

 04:23

if we as leaders are still trying to develop the team and we show that we are actively
engaged and want to be engaged, right, that we are the individuals that are setting the
tone, we haven't handed that off, okay? Meaning, we haven't pulled ourselves out of our
business to the point that we have handed that responsibility to another leader,

 04:47

then that is still ours to own.

 04:50

If we've only asked a team to focus on three different points,

 04:54

and we discover a force,

 04:56

we cannot
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 04:58

lay out that team and by Last them,

 05:01

because they've missed a fourth piece.

 05:04

Can we inquire to see if they discovered it?

 05:06

Can we seek to understand when when it came about that we probably needed to start
executing on this fourth piece? Absolutely. There's a lot of discussions that can be had. But
what we cannot do is look at the team and say, Well, why don't you guys catch this for
fourth pace? And what's wrong with you? And why aren't you in touch with the business
and, and really blame them

 05:27

for missing that.

 05:30

And I've watched that, and that's really upsetting.

 05:33

And I've watched the team respond to that.

 05:35

And the team is so frustrated, and they are so lost, that they don't really want to follow
that leader anymore. Because really, you got to think about it. What is there to follow if
the leaders role is to really eliminate and remove barriers for someone to be successful.

6-4-20 Leaders Set the Tone Page 6 of 12 Transcribed by https://otter.ai

https://otter.ai


And the leader didn't do that, because essentially, the leader defined success as executing
three functions. And now they rewrote the rules and said you should have been executing
for. But they didn't tell you that. That's not fair. It's not respectful. It's not setting your team
up for success. And it's not removing the barriers they need you to remove in order to
allow them to move forward effectively. So you haven't really done anything the leader
needs to do for that team. So why would they follow you? Now, if it's a fourth strategy or a
fourth step or a fourth piece of the business, they should have been executing and it
wasn't discovered until that point. The issue is not that it wasn't discovered. The issue is
how you handled asking the team to go and execute on that fourth piece.

 06:44

That's all I'm talking about here.

 06:47

What I've seen in the failures that I've seen in a leader is to not set the proper tone,
meaning they haven't taken responsibility for what they earn. They haven't acknowledged
that they are responsible for providing To open book tests to their team in order to be
successful,

 07:03

because we as

 07:04

the leaders define what success looks like in our organization. And if we define it as three
steps, but then secretly, there's a fourth, and we try to see if ever they're going to discover
it, or we put that ownership on them. We've lost our team, it hasn't become an open book
test. There's a lack of trust now. Because they're never going to know when you're going
to be honest and help us support them, or when you're going to actually try to catch
them, quote, unquote, in something that they missed, just so you can give them a hard
time. And so what I will tell you is that most of the time leaders who lead in that capacity
number one, I wouldn't really consider them a true leader. But number two, the reason
why they give the team the hard time is because they're upset with themselves. They miss
something.
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 07:48

Okay,

 07:51

well, we're human, we all miss things from time to time I get that. But if you are taking it
out on your team, that you miss something That is that is poor leadership. You have to set
the proper tone, the proper tone is owning mistakes. The proper tone is setting the
example. It's saying, crap, there is a fourth. Did anybody see that? I totally missed it. Okay,
you saw you saw that, hey, next time you see something that we're missing, please speak
up, because I totally missed that. And you need to trust your gut. Because if you came and
said, hey, there's a fourth step, I would have absolutely listened to you. And I would have
been grateful for you to bring that to our attention. So please, next time, don't hold back,

 08:39

team. This one's on me.

 08:42

So sorry that I missed this. I own it. Now let's come together and figure out how to solve it.
Okay, now

 08:49

in that roleplay

 08:51

Do you think that any of your team would have thought less of you

 08:55

or wouldn't have respected you or wouldn't have followed you You anymore? No, no way.
Actually what you would have done there is build even more trust. Because you showed
your ability to be human, you show that you miss things and make mistakes just like
anyone else. And that you're forgiving of mistakes, because you've asked for their
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forgiveness. And so when you forgive them for their mistakes are going to forgive you for
yours. But if you take your mistakes and put them on them, there's nothing to forgive.
There's only frustration

 09:26

and a lack of trust.

 09:29

Okay,

 09:30

so hope that makes sense. It really does fall to us as leaders.

 09:35

All right, and we have to own

 09:39

setting the time.

 09:40

And we have to own creating the open book test for what success looks like. And we have
to be human and admit the mistakes.

 09:47

So unless we've handed off

 09:50

the fact that someone else is going to set the tone for the company,
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 09:52

it's no longer going to be you.

 09:54

You have to actively play that part. We can't get into meetings every single day. harped
on the same issue and the same issue and the same issue when everyone is trying very
hard to rapidly fix the issue, because the issue that you're bringing up came without
warning, and no ownership that you missed it. It's just a blast of rant. That why are we not
focused on this? Why? Why is this not happening and what's going on here? This is not this
is not accurate. If you start going down that path, and you show your team that you
haven't created that open book test for success, there's going to be a lack of trust and
they're not going to follow you, you're going to lose your team.

 10:37

You won't you won't lose them today,

 10:40

and you won't lose them tomorrow. But you have to remember that trust and people
always say this right? So I'm going to steal it from from everyone who says it. Trust is like a
bank account. You make deposits every single day. And you're going to make a
withdrawal if you blame your inability to set the tone and you blame them for missing
something that you should have caught You've essentially withdrawn every dollar every
cent that you ever put in that account.

 11:06

And you're starting back at zero.

 11:08

And with some people, depending on who they are, you may have actually overdrawn
your account. And when the overdraw happens, you know, it's an overdraft. Some people
aren't going to give you another chance. So you have to be super cognizant of that.
Because as leaders, we only get a handful of chances to build and maintain trust with our
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team. And this is definitely one of them. So my challenge for you today is to think about
the tone that you're setting with your team. Okay, think about the core values that you've
established in your organization. And then I want you to step back and look at the areas
that you're lacking in your business or the areas that you're concerned about or the fear
that you have maybe about missing a financial target or not being able to deliver on
certain metrics in your business. And I know they're stressing you out. I mean, it stresses
me out to not deliver if if and when that happens, sometimes But stress doesn't give you
the right to not take care of your team. Okay? And so I want you to identify those
potential opportunities right now. And then before you ever get in a scenario where you
miss something, I want you to go and I want you to have a conversation with your team. I
want you to do it today. And I want you to have a conversation with your team that goes
along the lines of something like, team, I just want to let you know that I know my goal
was to set the tone. I know that my responsibility rather, is to set the tone for this team,
and to establish what success looks like. And my goal is to never catch you off guard with
what success is and how you can deliver on success. So if I missed something in that
regard, if if I've asked you to do three or four things, and we actually discover a fifth or a
sixth, please know that it's never my intention to blame you for that Miss. I want you to
feel comfortable that if you think we've missed something as we continue to strive for
excellence in the service that we provide for our customers. Our clients, if I've missed
something, please bring it to my attention. It's definitely not on purpose. And I'm going to
miss things just like like we all do, I am human. But I want you to know that I know my
responsibility. I'm going to own it if things happen like that. But I'm going to challenge you
to help me stay on track, and not miss those pieces so that together, we can solve for it.
Now, if you go ahead and have that conversation, you're going to let them know again,
it's a human moment, hey, nothing's going on. But I just started thinking about this. And I
really want to let you know I'm gonna, I'm owning my piece, I'm always going to do that
I'm not ever going to put you in a tough situation. But I also want you to be the eyes and
ears because I'm always going to need your help. And if you say that now, they may be a
little more forgiving. I think the other thing that I would tell you to do, and something that
I try to do regularly is always say, you know, and if you see me step outside of this, if you
see me step out of bounds or go down a pathway that I have committed to not going
down. Coming Call me out on it. Come find me in my office or you know, give me a call on
the phone. And, you know, call me out. Tell me, hey, Katrina, you know, you said that you
wouldn't put the blame on us. But I really felt like you did that today. And I just wanted to
tell you, because you asked us to tell you when that happens. And so I'm following up on
that, ask. And I'm letting you know. That's what you need to encourage your team to come
and do for you. So that they will, it will keep you in check. Because then you've got to
maintain the trust of your team, you cannot lose them. So this this conversation on the
front end, the mental attitude that you need to have and understand how you set the
tone, and the ownership that you have to take when things don't go quite the way they
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need to. And then the simple fact that you need your team to call you out when you're not
upholding the values that you have already said you hold and want to display.

 14:51

It should keep you on the right path.

 14:53

All right.

 14:55

So that's my challenge for you. Think about it. Have the conversation with your team,
move forward. With that perspective, understand just how powerful your words are,

 15:05

and take responsibility for that power. All right.

 15:08

Okay. Thanks for listening. Go and be legendary.
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