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 00:00

Hey, everyone, welcome to another episode. Do you have people come and tell you
regular information and updates about your business? Or do you constantly go to your
direct reports asking for information?

 00:14

You ever thought about that before?

 00:17

You know I am of the camp, and I want you to be there as well, that you should not have
to go ask for the same bits of information on a regular basis from your teams. You just
shouldn't. Okay. Now, if you are, that's not your team's fault. I'm going to tell you that
that's actually your fault. Because your job, my job as leaders of our businesses, is to
establish clear expectations of what we need information back on and the timeframe for
which we need it. Okay, so if something's important, and I have a direct report that owns
let's say, you know, a piece of the business, let's say some sort of operational piece of the
business right? Now I can be scrambling. And every time I have a thought in my head, I
could be sending, you know, this person an email and asking her for feedback. I could do
that. But there are a couple of flaws with it. Number one, I won't get the update unless I
think about it, which means I'm constantly having to think about what do I need to know,
that's mentally taxing. If I'm doing that, I'm never going to be able to focus on the

8-1-20 Build a Cadence of Communication Page 1 of 5 Transcribed by https://otter.ai

https://otter.ai


strategy or the creative side of the business. Because I'm constantly thinking about Ooh,
how's that actually operating? Ooh, how's that actually running? So my brain is never
going to get past the, how am I doing day to day, if I don't figure out a way to come up
with a process for that person to come? Let me know this information. Okay. So there are
a couple of things. One, I won't ever be able to focus on anything else because my brain is
always in. Let me learn this mode. Give me that update mode. Number two, I'm creating a
fire drill for myself. Report because she's got a routine she's trying to maintain. And every
second, if I'm blowing her up to get information, then she doesn't get to get her work done.
She's at my beck and call. It's almost like she's an admin having to serve me. But I can tell
you right now, if she's part of operations, and she's my direct report, me constantly
sending her notes. She's, she's not an admin, and so I can't treat her that way. She's going
to get frustrated. And she will eventually leave. Right? minimally, she's going to not
appreciate my leadership style.

 02:34

minimally,

 02:35

right. So my mental state isn't where it needs to be. She's not being effective, because I'm
not leading her effectively. And maybe I'm asking the question too often. Maybe I'm
asking for updates in a way that it doesn't need to be asked. So there are a couple of
flaws there that you can see right out of the gate and there's definitely more but those are
the big ones.

 02:56

Right?

 02:57

What if you What if you forget to ask yesterday And you know, you have some sort of big
meeting today and Oh crap, I forgot to get the update. So you're scrambling to get the
update before the big meeting. That doesn't work either, right? So you can see the all the
flaws with not having a cadence of information reporting to you. What I would encourage
you to do, and this is what I have always done, is set up a routine for communication.
What do you want to know? What do you need to know? Now typically, the way that I get
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updates is through touch bases. I'll have a touch base with someone who works for me
every other week. Okay. And we sit down and I've gone through how to hold touch base,
go check out that episode if you haven't, but I sit down and go through. Okay, tell me
what you have for me that I need to know. And FYI, in that hole, tell me what you have for
me that I need to know I've established those five or six things that I need to know. So he
or she already knows what Want to come and tell me,

 04:01

it's an open book test?

 04:02

So we start off with, tell me what you think, you know, not what you think, tell me what I
need to know. Tell me what you think I need to know, give me updates that maybe I
haven't asked for. But things are going on in your business. So give me those updates. And
then ask me for help. What can I help you with? The bulk of the beginning of that touch
base is all about what that person is bringing to me. All right, and the back end is me
asking additional questions and trying to provide additional input or giving additional
projects or pathways or whatever. That's what a touch basis. So the bulk of my updates
come from a touch base. But if I needed information more often than that, then I would
set up a communication to say, hey, and I've done this, hey, at the end of the week, every
Friday, I need you to give me an update on your business. I need you to tell me what
happened during the week, I need you to give me some insight as to what's going on.
Now. I typically do that for a multitude of reasons. There's actually three that I'll tell you
right now. Top Reasons Number one, the person's new, they're trying to build their routine,
I want to see what they've been spending their time on. So I can help them build the
routine. That's number one. Number two, the person is not new, but the routine isn't
working out very well. And they're not great at communicating. So I build a
communication cadence in there to help them be thoughtful about what they're sharing.
In other words, they figured out how to communicate. But they also figured out how to
spend their time wisely, because they're always thinking in the back of their mind, oh,
crap, I forgot to share my weekly update with Katrina this week, how I want to make sure
that I put some good stuff on there. So let me be productive, right. And the number three
reason could also be the fact that business is running so fast, things are changing so
rapidly, that I needed update each week on certain pieces, so that I don't get behind. But
either way, if you notice, it's a weekly. Now if I'm going through a product launch, if I'm
going through something brand new that's time sensitive and urgent that I'm going to get
an Every single day, but I'm going to establish that expectation in advance. Hey, we're
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getting ready to launch this tomorrow. For the next five business days, the first thing I
want you to do each morning is give me an email update. I want an email update. Now,
you may want to in a phone call update, that's fine. There are two types of, of learners,
right? You either learn through reading or you learn through listening. I can do either one,
but I prefer to actually read it so I can digest it and think through it, and then provide any
questions or answers back. Okay, so I will typically ask for it in an email, hey, give me this
email update each morning at this time, so I can review how things are going and if you
need help, I am aware of it and we can start the day off getting these pieces fixed. Right?
So you can you can see what I'm talking about here. If I can build a cadence of
information reporting, then now I've got the rest of the day. I've got the rest of the week,
whatever, to focus on the strategic side of the business that only I can do. I'm not sure
Trying to make my brain remember all the bits and pieces of the updates I need to try to
chase down. I have already established that. Okay, and I can even and I have written
down for each person that reports to me the key pieces of information they're supposed
to come back and share with me. I have it such that even if I in my insanity of the moment
forget what they're supposed to come back and tell me I've got my own cheat sheet. So
even that makes me feel better. So I don't even have to then remember or spend my
brainpower thinking about how are they supposed to report back to me on? Nope, I'm just
gonna look at the sheet. Okay, so I've got a sheet that reminds me of what they're
supposed to share with me and how often I have everything scheduled so that it happens.
I go look for it. I mean, when it hits me, it's an email so it's there. And then I just review it. I
spend all of my other time actually learning and running my business. Okay, and leading
my business I'm moving inside running my business, I'm gonna say leading my business
because those are two different things to me running versus leading. Right. And so, at the
end of the day, I have all that taken care of leaders who do not do that. leaders who
chase down updates, who are unsure of what update they need, or who just are not
organized,

 08:21

they stress their teams out, they stress themselves out, they cannot actually ever, they can
never leave the business much less usually run a business. They can never make it there.
Because their thoughts aren't together. And the updates are halfway put together. And
their teams are angry with them and they don't want to be followed. They're not good
leaders. Because they're disorganized. They call this organization in their team. And when
your team's disorganized, nothing gets accomplished. So then your team starts to fail. So I
will tell you that leaders we have to lead, we need to provide clarity, but once we provide
clarity and set expectations, we've got to get out of the way. The way that we get out of
the way is we build a cadence of reporting, and a cadence of what updates we need when
it's an open book test, set your teams up for success. Right? If it's a crazy urgent fire and
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you send them a note, they'll get that because you don't practice any other way, but
routine, unless there's a fire. So when you're randomly asking for a business update, they
know something's going on and they are going to jump to help you. Because they know
that you never asked for that. And they will make it the fire that it is. If you're constantly
asking for fires, it's like crying wolf, right when there's no wolf. And when there is a wolf,
there's no way to know so they don't know when to prioritize because you've created
everything as an urgent priority. That's what you do when you ping your team for for
reporting updates, without building a cadence of communication. It is true weakness
within your own leadership. So there's a multitude of reasons why we do it. Okay, maybe
we don't know what we're asking for, maybe we're unsure if that's the right thing we
should be asking for. I don't want to change it over and over again, or I don't think I need it
all the time. You try to justify, in your mind, reasons why you don't build this cadence of
communication and reporting of data. Stop doing that. If you're doing that to yourself,
stop doing it. There is no justification. Build the routine around it, establish what you want
to know, can you change it? Absolutely. Will your team think you're crazy? Because you're
changing it? No. You just tell them, we're gonna try it this way. These are the things that I
commonly want to know about. Let's just try it. If we think we need to make adjustments,
or I feel like I'm not getting updates from you more timely, we'll move it to every week or
we'll move it to, you know, Mondays and Fridays each week or Wednesdays and Fridays
or whatever, right? You can change it together, but it's communication as to what you
need, why you're doing it, and the point that it serves because you are going to say you
work so hard. You're out there all the time handling your business. I know when I shoot you
a quick ping, and ask you for an update, it takes you away from what you're supposed to
be focused on. So I want to build in a routine process of you communicating your
information and your data to me direct report so that you can stay focused on your
business, and then I can still get the updates that I need. I don't know if anyone ever that
would be offended or upset by that. If you heard that from someone that you
hypothetically work for, you would be perfectly fine with it, you would appreciate that
push and that organization. So be that leader. Create that communication cadence. Set
the expectations, lead by example. And if you actually want people on your team to get
work done, that actually allow them the chance to do that through the way in which you
communicate, and ask for information from them. That's your challenge for the day. Look
in the mirror. Ask yourself how you're doing this. If you're doing it right if you're following a
process, give yourself a high five. I'm proud of you. It's exactly what you should be doing. If
you have room for improvement, it's okay. We all have room for improvement at some
point on something. Now's the day. You can totally turn it around and go down a different
path. And that's your challenge for the day. Either way, go and be legendary.
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