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Hey, everyone, welcome to another episode of legendary leaders. We are on episode
number five, talking about the fourth strategy out of number seven, where if we enter into
a situation or a business, where we have to go through a reorganization of our people,
because we're facing some sort of financial hardship, okay, the industry change,
something's happened. We need to know that we're going to make the right decisions.
And so we've already talked about timing as being you know, of essence and talent
assessments. And, you know, we've talked about not blanketly going across and just
cutting the same percentage across all teams, right, making really good decisions. Well,
today, we're going to talk about the fact that we need to involve the right people in these
decisions. Now, you would think that we had already started doing that because we're
assessing our talent. But here's the thing. If you have been assessing your talent quarterly,
and having those discussions and definitely Annually with quarterly discussions and
updates, we say it that way, it's probably the better way to say it, then you probably
haven't evolved your leaders, you may not. If you're going through this process, and you
already had that talent assessment flow in place, you may not have asked anybody to
have any input so far, because you've had everything at your fingertips. But what I'm
going to tell you to do is I'm challenging you right now to involve your leadership team.
involve your team do not make these decisions in a silo. The reason being is for the same
reason that we involve your team throughout all these other decisions that you've made
throughout your business career. And that is you need buy in, you need your team to sit
down and understand why this is the path you need to go down. And why you want to or
why you are making suggestions to make a cut in this team versus that team, or to
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eliminate this level of underperformance versus that low and you want to be able to share
that there's a couple of reasons beyond that. The simple fact that you want to have the
buy in You also want to make sure you're not missing something. If your leadership team is
super talented and they should be, then they should be the group that's coming back and
pushing back on you and saying things like, well, Katrina, I hear what you're saying, but
what about this? Or I hear what you're saying. But ah, did you think about that, right? And
they're going to challenge you in a very good way to ensure that you have that 360
degree view. It's exactly what you need to have happen. So don't leave your leadership
team out of this process. Okay, they've got to be involved. You have to empower them to
come back and push back and share suggestions. Now the other thing that you have to
do, and this is one of the main reasons why people do not include all of the leaders in
discussion is they think it's just gonna slow me down. Or I'm just gonna have to get
everybody on the same page and I don't have time for that. So, you know, I'm just going to
move forward. It's the same excuse that We provided on the last episode about just the
blanket cut of 25%. Okay, some people are gonna say, I don't really want to do that,
because it's not fair. Or it's gonna take too long to sit down and calculate the amount that
I want to cut for each team. Right? They're going to use that reason. And what we said
yesterday was, we said that was weak leadership, it's not leadership at all, actually, it's
weak. We need to be strong enough to make very hard decisions, and you've made them
throughout your business so far. So keep making them business decisions are not easy.
They're not ever going to be. And so we've accepted that at this point, right? If you haven't
gotten accepted today, that's the first challenge of today is accepting the fact that
business decisions are hard. All right. Now, the next thing that you have to accept is the
simple fact that you cannot use an excuse to say, I'm not going to involve my team
because they're going to slow me down. You have to involve them. You need their input,
you need their perspective, you need to make sure that something hasn't changed relative
to the talent assessment that you've done. unreasonably, okay. And you also need to
make sure that they understand why you're doing what you're doing. Because they are the
ones that are going to have to go out and have the conversations with the people, they
are the ones that are going to have to go and execute the reorganization, they are
executed of this idea. And so they need to understand all of the facets of how you've
landed where you've landed, and be a part of landing in that spot. So when they go out
and deliver the message, they're confident in what they're saying, because they know that
they're making the right decisions for that person, because now they can go find another
job where they're going to be successful, okay, because underperforming people aren't
successful. So go help them find a position or release them so they can go find a position
where they can be successful, in addition to the fact that they need to understand they're
doing this so that the company can thrive. They want to know that there's a good reason
for this a good reason for the employee and a good reason for the company. And so that's
going to take time. Can't take an hour long session with all the leaders to give them
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direction on what they need to go do. They need to have time to digest it. And they also
need to be part of feel like they're a part of owning it. And so owning it means I got to
have a voice in it. So that's why you've got to involve your leadership team do not exclude
them in this process. I have, again, through many years of corporate experience, been
involved in reorganizations

 05:28

and I would tell you that one of the ways that that I was involved is that I was involved in
part of the planning depending upon the level I was at in my business. But when I started
out, I wasn't part of the planning, I was part of the receiving end, I received information
that said, you know, the company is going through a restructure, you are not impacted.
Right. So I had to take that information. But as I moved up through the ranks, I became
part of the group that made the decisions and and handle the talent and embrace In new
talent and assess the current talent for what it was and had to have all of those tough
conversations. But I could do that because I understood why. And I could go then and
have the conversations with people and have those really tough, difficult discussions,
telling them why this was really going to be in their best interest, and what it meant for
them. And you want to empower your people to go do the same thing. That's the point of
today's message. All right, so I'm gonna challenge you. Are you involving your leadership
and all the decisions that you should be involved in right now, if you're not build that habit,
such that if ever you get in this scenario, you don't have to build that muscle? it already
exists. Okay? rely on your leadership team to help you make these decisions, bring them
in, listen to them, don't have to do anything that they say. Don't have to do all of they said
right you can do either way. You can do all of it or none of it or somewhere in the middle. I
would recommend somewhere in the middle By the way, but involve them so that they
can be a part of the solution. They will stay loyal to you and they will continue to trust the
company and the brand. And you'll continue to propel forward. That's your challenge for
today. Go and be legendary.
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