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 00:00

Hey, everyone, welcome to another episode of legendary leaders. As I mentioned
yesterday, I know we are in the week of Christmas. But I am going to continue to arm you
with some leadership knowledge that you can take to your current team, to the corporate
world to the private business, that you're running all of the above, you can take these
leadership lessons and you can apply them and make yourself a better leader and just
move your team forward. Who doesn't want that, especially as you're trying to prepare for
2021. All right, so today, we are going to tackle several more of the leadership lessons,
we're going to hit on for more for more of the leadership lessons that came out of those
COVID field hospitals. Okay. And remember, this was an article written by Richard bemer.
And I hope I'm saying his last name correctly, it came out of the Harvard Business Review.
And it was specifically about leave the top 10 leadership lessons we can take away from
COVID field hospitals, right. So if you want to check it out, check him out. It was Richard
and his team, it was not just him, he had a team of people who helped write the article.
And so we covered three yesterday, and today we're going to tackle four more. So we're
going to talk about four things. Let me go ahead and dive right in. Number one is don't
delay, that was another leadership lesson. Don't delay specifically, don't delay in making

 01:19

hard or tough decisions. Now, we just had to rip that band aid off sometimes, you
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know, even if it's going to hurt people, even it's going to hurt their emotions, maybe we
have to terminate someone in the business world, or we just have to make a hard decision
about pivoting away from a potential pathway, we're going to go down in our business, a
potential audience we were going to try to serve whatever it is, we can delay when you
are running fast, trying to generate traction in your business, you can't slow down and
take forever to share unpopular news or take hard action, you can't slow down to do that.
The faster you can make those decisions and forge ahead, the faster you're going to be
out of the unknown into a routine of success. Right? And so think about it from the
perspective of the field hospitals, we could we could have watched them delay and be
like, Oh, well, I don't know, should we do it this way? Should we do it that way? Should we?
Right? They could have done that. But what they did was they said, Well, here's what we're
gonna go do it. I don't know if it's right or wrong, we're going to take this path, just so we
talked about yesterday, a look, we talked, they talked about the uncertainty, I don't know
if this is the right pathway, but we got to try something. So let's go ahead and try this.
Let's go ahead and make the decision. And let's move forward quickly. because something
is better than nothing. And just like we always said, done is better than perfect. And so
what they do, they didn't delay, they got it done.

 02:42

It's a great leadership lesson. Now, the number two lesson of the day is shorten your
feedback cycles. Really good one, I really like this one.

 02:54

What this means is get immediate feedback from your customers or from your employees,
or from anyone, this change or the new project is affecting whatever it is that you're
rolling out whatever it is that you're trying to accomplish, get feedback from all of the
people affected. And do it quickly. Go ask questions, how's it going? What needs to be
better, right, collect data every single day, get feedback, don't wait two months, to finally
go back and listen to the data. And then finally, maybe do something about it establish a
weekly cadence of review, you can do daily review, I mean, it's even better. But you may
not have enough data. So you have to decide based on the project in the situation, how
often you're going to review the data. But weekly is good. every other month, not good,
right? Just makes sense. Just very logical. Establish a review. And don't wait to find out
what you can improve upon. learn quickly and adjust quickly shorten the feedback cycle.
Don't wait and let five people go collect the information has to filter up somebody
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compiles it and all crap they're out and nobody has access to it. And then wait, we've got
to wait a couple more days because the person has to review new. And the beauty of that
is that in your own company, you can create this process any way you want to. And so you
have the ability to shorten the feedback cycle, you can just go and ask the question of
your employees.

 04:18

How's it going?

 04:19

What are we seeing? Give me the feedback. As soon as a customer gives us negative
feedback. I want to see it in my inbox. Right? Whatever that looks like. I'm not saying
that's the answer. But I'm saying you could make that the answer. The point is that you
have to come up and shorten the feedback cycles because you've got to figure out what's
going to work in an unknown situation. And remember, this speed matters in business. But
it absolutely matters whenever you're trying to save a life. And so that's what they tried to
figure out quickly in these field hospitals. What's the feedback, right I'm clicking my
fingers. I'm snapping my fingers right now. It's got to be that fast. Now the other the third
lesson that we're gonna focus on today is change. direction quickly. change direction
quickly.

 05:04

You know, hospitals

 05:04

are huge, right? And hospitals are big machines, just like we're talking about a corporate
world. And when you're in a big hospital, it's just like, you're in a huge ship on the ocean
with tiny rotor, it takes forever to turn the ship and get going in a different direction,
because the boat is so large, and the rudder is so small, and so it takes time. There's lag
time,

 05:27

right?
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There's lag time. And so in the corporate world, it takes forever, to change directions
quickly. But in your business, you can do that. So here's the thing, if you tell everyone, it's
okay to fail fast, and you're listening to their feedback, then your responsibility is to do
something about it quickly. change direction, make it part of your culture to positively
support changes in the direction of the project, program or business will pay. We're
focused on taking care of this customer. And I'm focused on taking care of you employee.
And so I want constant feedback. And when I get feedback, that things aren't working,
and we can try a different path, we can see a different path that we can go down,

 06:07

we are going to change direction, and we're going to do it quickly. I need you to be agile, I
need you to be ready for that change,

 06:13

right?

 06:14

That's what you're saying to your team. Because you can say it all day, but you have to
show it through your leadership, you have to say, All right, we're pulling the trigger, we're
making the change, model it and make sure that everyone sees it in action. So they will
push to give more candid feedback, right? That will, you know, go ahead and improve the
product or service and make your business better. feedback, right, we talked about it in
bullet number two, shorten the feedback cycle, you're already doing that. But if you if you
model, that change is going to happen quickly, and they see it within you and that you
heard them, their feedback was heard, boom, they're going to give you even more
feedback, and they're gonna be working on solutions, and the team is just gonna get that
much stronger, you have to be willing to change direction quickly. It's all about the
business results as a team. And then the fourth nugget that we're going to cover today is
to set expectations. Now, that's not a surprise, right? Shouldn't be we set expectations all
the time in business. But Richard and team said that while it's good to have the freedom
to try things and fail quickly, right? Like we talked about in bullet number three, change
direction quickly, that that's going to come at a price. No doubt for them, the ultimate
price was the loss of a life or multiple lives. But for you, it's going to be a loss of revenue or
a loss of employees, a loss of customers is going to be a loss either way, we're having a
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loss. So while our loss probably isn't as detrimental as the loss of a life, right, let's be very
honest about that. It could damage your business, and it will to, to a degree. So to that
end, you have to clearly define what failing fast means. And that's what I mean by setting
expectations in the situation. And this is what Richard and team talked about. It means
trying to get a positive end result, using all of your knowledge, all of your competence, all
of your capacity in order to generate that positive result. failing fast because people gave
half of themselves or didn't try or didn't care. Or just didn't feel like putting forth any effort
isn't the same is not the same at all.

 08:37

And we have

 08:38

to clarify and set expectations that this is what failing fast means failing fast means you
gave it everything that you had you look for every possible pathway. This is the pathway
we went down. It didn't work. Right. It's like we're doing a scientific experiment. In we're
controlling everything, but the variables that we define as variables. A variable can't be
the level of effort that an employee puts in, that can't be a variable. And so we have to
make sure they understand that,

 09:05

right?

 09:08

set expectations about what daily success looks like and what failing fast really means.
And what has to happen for someone to appropriately fail fast versus just simply failing.
That's what they talked about was setting expectations. And when I thought about setting
expectations, I'm like, this is a no brainer for me, I set expectations all the time. But I will
tell you that I don't clearly define well, success means you just don't halfway do things. I
just thought that was inherently a given right. And when you hire hard that that should be
a given. If you hire hard and you hire appropriately, that's going to be a given for your
team. But here's the thing. Sometimes we take things for granted and sometimes we just
assume people understand what we mean. Make sure in this instance when you're going
through change, and you're trying to figure out the right pathway. They You set very clear
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expectations of what the variables are, and what they are not meaning all effort has to
come in. Everyone has to try. Everyone has to put forth their best effort and work their
butts off in the right way.

 10:13

Right?

 10:14

Smart, not hard to give it all that they've got. So we can truly see did it work or did it not?
That's what we have to know. So can you see how important these leadership lessons
came into play in those COVID field hospitals?

 10:29

And I can, can you see the impact they had on people's lives because they were willing to
try things in a different way and quickly get the feedback, they needed to change
direction. And they set expectations about the fact that everybody's got to give it
everything they have. And they didn't delay when making hard decisions. They just had to
make it they had to move on. Can

 10:51

you see that?

 10:54

In the same way that they use these four top leadership lessons out of the 10 to take care
of patient lives. How can you use them in your business? How can you take them and put
them into action to achieve your vision for 2021. That's what you need to be thinking
about as we're going through this. Now, I know these four were really heavy. And I know I
punch them at you really hard. I want you to take the day to digest this. And then I want
you to come back to it. And I want you to think about how you're going to apply it again
for your vision for 2021. How can these four nuggets fit into your leadership and the way
you're going to move your business forward? I look forward to sharing with you the last
three lessons tomorrow. Go and be legendary.
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