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Welcome to the Show today.
Dave (00:00:02):
Well, thank you, Bill, for having me. It's great to be with you.
Bill (00:00:05):
So we have a unique challenge in our hands right now. I'd love for you to... We could start talking a little bit about leadership in today's world. You have written a book called The Self-Evolved Leader. I'd love for you to talk about... I'd love to ask you, what was the genesis of... Everybody has a genesis and the spark where you felt like you had to write this book and to get it out into the world and out of your head. What was the spark for that that was the precursor.
Dave (00:00:41):
Well, I've been working for the last 12 years or so with leaders and leadership teams essentially to help them build a compelling vision of where they're going, build a set of clear annual goals to achieve that vision and then build a number of implementation and communication and accountability plans to achieve those goals. 
So, through the last 12 years in working with leaders and leadership teams, I've had the joy of seeing what truly great and effective leadership looks like and to contrast that with not so good and great leadership. It got to the point for me personally where I just wanted to broaden the impact that I was having. You go and you deliver a workshop for 20, 25 leaders at a time. It's great because you get the opportunity to go deep with that group, but it's not exactly the most scalable model in terms of the impact that you're having.
Dave (00:01:35):
So at about New Year's Eve, I think it was 2019, I came out with one goal, which was for that year, I wanted to write and then release a book that was essentially the sum total of the teaching that I had been working on and with over the last 12 years or so. So I guess it was a new year's resolution really in 2019 that sparked it all for me.
Bill (00:01:59):
Sure, sure, and you wanted to broaden your impact, and certainly a book can do that. I'm curious, as leadership is evolving right now, and some of the things we were talking about prior to jumping on this call, do you think leadership is easier when there's not as much fear surrounding... when there's not as much fear involved in leadership?
Dave (00:02:28):
I think great leadership is difficult at all times. But certainly, what we're going through at the minute is shaking things up for people. I think it's because so much of the choices in front of us are being taken out of our hands when we're mandated to work from home and the choices about closing on the economy are ultimately things that we have no control over. That makes it difficult for us as the leader because our choices are narrower. But it also makes it difficult for folks that we're leading because there's just a greater sense of uncertainty and not this overarching sense of, I can really do anything about it.
Dave (00:03:08):
So I think when all of this happened, we saw a couple of models of leadership appear, first of all were a certain subset of leaders who were just leading through fear and essentially retreating from what was in front of us, putting kind of our head in the sand and just hoping that we can wait it out. Then there's a group of leaders who have been leading with certainty, and they say, "You know what? We've been through challenges and crisis before, and we know what's coming."

Dave (00:03:39):
Actually, from my perspective leading through certainty at a time like this is a little detrimental because nobody knows what's going to happen next. Where I'm seeing those leaders who are really making a difference are the ones that are leading with true vulnerability to say, "I don't know everything and things will likely continue to change. Here's what we do know. Here's our plan for getting back to whatever we need to get back to. But we need to go on this on a collective journey, and I want you to come with us." That's where I'm seeing leaders have the greatest impact at the minute.
Bill (00:04:15):
Yeah. That takes quite a bit of courage to be able to take that approach, is more leading with courage and bravery, it seems to me.
Dave (00:04:27):
Yeah. I think that we've got to be sure that we're not conflicting bravery with heroics. It's brave to come forward and say, "I don't know where we're going, but here's my best guess, and will you come with me on this journey?" Versus standing at the front and saying, "I know 100% we're going to get through this," and kind of trying to paint a message that's true optimistic because people can see through that and they know that the uncertainty isn't over yet, nor will it likely be for the next couple of months.
Bill (00:05:08):
Yeah. It will take a while to go through what we're going through. How does someone assess or how does someone look at where people need to see leaders, need to see an individual leader saying, "This is the way we're going"? Then how does the leader actually get collaboration from a group of people in the midst of a lot of uncertainty? Have we ever had to lead like this before? Is there any examples before other than the military?
Dave (00:05:46):
Yeah. I don't think on a scale like this we've seen, certainly from a generational perspective, anything like this. I mean, just the breadth and the depth of the impact that the virus and the economic shutdown is having on people, I just don't think that we've ever seen that before. What I'm working through with my clients, and actually funny enough sounds like you're taking this perspective as well is to say, we can't predict what things are going to look like in a year from now. What we can do is try to wrestle that control and say, "Let's take a look at the next 90 days. Let's take a look at the next three months and begin to build some shorter-term goals around how we might begin to rebuild once this all passes over us."
Dave (00:06:39):
Because there are a lot of leaders at the minute who are still in the day-to-day firefighting in the wings of the urgency that this all caused. Actually, at some point, you need to begin to elevate your focus to the medium and long-term direction. Even though you understand and know that things may change and shift, everybody's annual plan for 2020 is out the window. So how do we start to rebuild something in shorter chunks. So I'm working with my clients on helping them build 90-day plans knowing that they need to remain agile within that period of time.
Bill (00:07:18):
Yeah. You and I, we shared ahead of time, this 100-day challenge for my technology decision-makers. You brought up the control, and I think one of the big issues right now is that people are now 100% out of a control state and into really uncertainty. I wonder if there's a value in taking an inventory of what things one can control in a short-term window.



Dave (00:07:56):
Very much so, and I think that's where the leaders that are going to be effective through this are currently doing and will continue to do. They'll say, "Look, we have 10 options ahead of us for this year. We were working on 10 major strategic initiatives, let's say." Now, eight of them are just not feasible. One of them, we couldn't potentially pivot to a slightly different version of it. So ultimately, we're left with one strategic initiative that's currently still in its current form, for an example.
Dave (00:08:27):
So rather than worrying about the eight things that have been shut off for us, let's start with those two avenues that we could go down and begin to take back control and say, "Okay. We're going to work on those. What does that look like? What are the goals that we need to achieve or want to achieve in the next 90 days? How might we get there and start to rebuild it that way?" Funny enough, what I'm also seeing kind of on the flip side of all of this as well is, in the same sentiment with options and choices being removed, what it's doing for some organizations if you're listening is that it's stripping out a lot of the old noise that was there and leaving some really clear signals behind.
Dave (00:09:13):
What I mean by that, well, things like your core values as an organization I think now is a really good time to reassess those and see what still holds true. Certain processes or systems that have accreted over time because that's just how processes grew. Are there anything that you need to simplify to streamline your operations? Even the product and service mix of a lot of organizations, the amount of times I've had a client tell me, "We've got this old service that we only provide to two customers, but it's 30% of our revenue, so we don't want to kill it." They're not getting to the point where they're saying, well, "Actually, the amount of work that we have to put into service that maybe it would make sense if we backed that out." So I think there's an odd degree of clarity that's or available to you if you take the time to listen and pay attention.
Bill (00:10:11):
Yeah. I mean, it's pretty powerful. There's one part of your book which just talks about achieving more with fewer resources. Certainly, when you wrote the book, probably, you weren't thinking about this particular issue. But there's one thing that this event brings in that's complete focus and in getting things done with the fewest amount of resources because I think companies are somewhat fat going into this.
Dave (00:10:42):
I think. So we get fat and we get lazy. I don't mean those in derogatory terms. It's just you come off the back of the economic expansion that we've had. For a lot of organizations, there's just been this ability to just continue. One plus one equals two, and add another one, we get three. I think that we have this magnificent ability as people in our companies to just allow things to happen that previously we would have fought against. I think we're moving back to a point of what really is true for you. So even things like reassessing the type of person that you hire or what are you looking from that reassessing how you make decisions as a leadership team, reassessing how you hold yourself accountable, now is a really good time to trim some of that away and look at the emergence of your organization through all of this as a way to, if not completely reinvent who you are, certainly give yourself a shot in the arm and a chance to rebuild something that looks completely different.
Bill (00:11:51):
Yeah. I think a lot of companies are going to be scrambling, maybe not the right word, but they're definitely focused on revenue and alignment of which resources companies started people and systems to revenue and taking care of customers. I wonder, from a leadership perspective if people are asking the right questions. I 


wonder if they could take an audit, an inventory of what things they do in a particular day that are aligned with revenue and adding value in that process.
Dave (00:12:34):
I think that's a really great example of what we can be doing presently. You think about on any given day any person in an organization. They take anywhere between 70 and 120 non-trivial actions or decisions depending on their level of seniority and where they are in the organization, things like, "Should I give this customer this discount? Should I show to this person? Should I come into this meeting? Should I stay in our leader to finish that report? Should I send that email? Should I fire this person? Should I hire this person?" Just a huge number of actions on an individual level. Then if you multiply that across your organization, this is that massive amount of actions and decisions that are being made on any given day.
Dave (00:13:26):
Often, particularly when times are "good or certainly better", a lot of those actions don't add up to achieving the overarching mission or vision of the organization. In fact, if you ask somebody, why are you doing what you're doing today, in a lot of cases, there won't be a clear or concise understanding from them of how what they're doing adds up to achieving that mission and vision. 
When you get that right, that's when you get true alignment in your people and in your teams because they can see a clear correlation between what they do every day and where your business is going. Often why that gets very squishy or gray is because in our organizations, we're very good at shifting priorities. So folks don't have time to stay aligned around any one thing for any particularly significant length of time before another set of priorities come in.
Dave (00:14:26):
So where we're at now, like you said, if there's one overarching objective at the minute, it's got to be revenue and then rebuilding what looks like after all of this passes. If you can get a drum beat of communication that just keeps people really focused on that and to your point, ask yourself as a leader and your team, the actions that you're taking today, how does that add up to our overarching goal of achieving additional revenue or whatever it might be? Then you're going to see greater alignment in our organizations.
Bill (00:14:58):
Yeah. Again, I don't think you could have picked some of the wording on the book as clearly and cogently as you did. But the overemphasis on a visionary leader I found interesting. It's funny that the brain... I had a gentleman on last week, and we were talking. He researched 36 of the top neuroscientists in the world. Our brain really works differently, interfere then when to vision. 
This time here, I wonder how a leader can be most effective knowing that they've got to be super tactical on the short term, but they can act with a longer-term vision of realignment. I often wonder, what's the best way to approach that?
Dave (00:15:52):
I think in times like this, the more collaborative you can expand that sharing of the vision, the better. Because there's such a big unknown. So, any one leader that's trying to see where we're going, I think, is viewing things with blinkers on. 
So, rather than just having the blinkers of one person, if you can broaden out the more strategic long-term discussions amongst your team to get a range of views, I think there will be more likely positive solutions that sit in the periphery of those discussions than there will be of any one person sitting at home trying to figure out what comes next.
Dave (00:16:40):
So my perspective with leadership teams has always been to share the load of the strategic direction of the organization. I think now more than ever, we need that. Having said that, and part of the reason I go in that 
direction is not everybody's wired to think like Steve Jobs or Elon Musk or those visionary leaders that we put up there as the bastion of great leadership and to try to do so is folly. So actually that's why I work with leadership teams to help them spread that vision so that it's not just reliant on this belief that we have all got to be a visionary leader.
Bill (00:17:22):
So what would you consider... What's your primary super power. When you start working with organizations, Dave, what is it that you're able to multiply within an organization and from an impact perspective that you've found through the past 15 years? What has that been?
Dave (00:17:42):
For me, it's the ability to bring a group of senior leaders together and hold the space them to have difficult discussions about the direction of the organization and how they work together collectively. It's funny, we have this belief that when people get to a senior level in leadership in an organization that somehow they adults are in charge. The reality is that leadership teams are often the quite dysfunctional places, mostly in things that are not being said rather than things that are being said. So getting a leadership group to be able to come into a room and have adult-to-adult conversations to make the decisions that they need to as a group in the room and to then go out with stacked hands to communicate the decisions that they made and to implement it can often be a difficult thing for leadership teams to do. So that's why I spent a lot of my time working through.
Bill (00:18:47):
What do you see that gets most leadership teams kind of gunked up as far as that you need to kind of unhinge and sort of put some oil in the grooves as far as getting that team to work together as it just a... If you had a company that had 10 major objectives this year, but now with the shake up, now it's got to be three. What can be some of the friction points that can pop up relative to that?
Dave (00:19:15):
It's usually ego. I mean, everything that comes down to a dysfunctional relationship between any group of people is usually find it in the ego. Often what happens is the discussions that happen in the room are maybe 60% to 70% of the reality of what people are thinking and feeling. But for fear or reasons of politicking, those opinions don't get expressed in the room. 
So, what happens is people go along with a decision that they're not comfortable with. Then once that meeting's over, there's a meeting outside of the meeting between two or three other people, and they say, "Well, I actually think we shouldn't have done that." Then everybody has to come back together again and have another discussion, and we're just kind of going round the houses again at that point.
Dave (00:20:11):
Or there's just this sense of kind of pre-meeting politicking where folks try to manipulate the decision that's made and try to build together some cliques within a team to push their agenda, rather than starting from the premise of, we're all adults here, we're all have a vested interest in making this business be the best that it can. 
Now, let's find a way to have that adult battle discussion that doesn't involve the ego. Let's actually have the discussion that you truly want to have, even if you're not necessarily going along with what the rest of the group thinks and knowing that you shouldn't have to be fearful of that because there's trust in their safety in the group.
Then once you make the decision going out and essentially getting to the point where no matter who in the organization talks to what leader, the message is the same.
Dave (00:21:13):
One of the things that really just slows down the implementation of anything is if one leader goes back to their team and just rolls their eyes and says something along the lines of, "Well, you'll never guess what they decided in 
there. Now, I fought for our team. We didn't win it this time, but we'll get them next time." 
You just start to bring division and (dis)functional walls up whenever you start doing that. Just having the ability to really have a grownup mature discussion in the room and then support proactively the decisions that are made whenever you're moving to implementation.
Bill (00:21:50):
What percentage of the equation do you think, Dave, through your experience, is the CEO or the most powerful person in the room have to be the conscious leader? Would you say that everybody... Because I know part of it is raising the consciousness of leadership within that you mentioned in your book of everyone. But how much of it is from a percentage really aligned to the most powerful person in which has to be conscious for it to work across the whole group.
Dave (00:22:24):
Most organizations, at some point, will have that dynamic going on, and it really comes down to the perspective of the CEO. I mean, at the end of the day, they are the one that has that authority and power to grant out to the rest of their team. The problem with that model is it's dependent on an individual person. If something happens to the CEO or if they step away from the business or they're incapacitated for a period of time with given where we're at is more likely than before, the leadership team doesn't have a muscle to be able to continue to guide and grow and build the organization.
Dave (00:23:11):
A lot of that actually comes down to what can often be... The big missing part is if you have a particularly visionary CEO and the rest of the team doesn't have the opportunity to build that muscle when the CEO isn't there, there's no long-term vision for the organization, and you see it quite often in organizations when the founder left, what happened at Apple when Steve Jobs got kicked out. 
It happened Dell a bunch of times. It happened at Starbucks whenever Howard Schultz went away. It's happening right now with Disney, when Bob Iger stepped away about a month ago, and now he's back and is the CEO because there's too much vested belief that that single individual person is our hero that can lead us through this time rather than a team of people who are capable and qualified to do that. 
I work on trying to help leadership teams make their decision making process more scalable so that it's not dependent on any one individual.
Bill (00:24:10):
Yeah. That's why I love your approach to the collective capabilities because that's definitely a hard one. But when you have so much uncertainty, I can see where that can get pretty powerful because you can scale your... If you had true alignment, you could scale your intelligence pretty quickly of being able to navigate an uncertain marketplace, uncertain conditions if you definitely had that alignment across the core main team versus having 100% of that be on your own back.
Dave (00:24:41):
Very much so. If you think about it like a pie chart, you've got what we know that we know, and then we've got the unknown unknowns, and the current pandemic clearly sat within that unknown unknown, and nobody could see it nor predict it. For the most part, unless you were deep in epidemiology study for the last 10 years. But certainly, from a business perspective, it came out of nowhere. 


Back to that point on any one particular leader helping us through this, that segment of what they knew they know is only going to be so wide, not maybe wider than other people's, but it's not going to be the whole pie or even a half of it. Whereas if you bring in everybody else's collective consciousness, it just increases that level of what we knew we know by a little bit more and a little bit more.
Dave (00:25:32):
Actually, what that helps do is it helps eat into that big black hole of we just don't know what's out there because we're starting to just get a little bit smarter collectively. That can be the difference between emerging from this in a successful way on the front foot with some momentum behind you or emerging from this with a business that's no longer valid.
Bill (00:25:57):
Yeah, I couldn't agree more with you, Dave. I think your concept of growing the collective consciousness of the organization is a big one, and certainly, gosh, the power that we get from the leadership team and from the top, it would just be able to navigate times of uncertainty so much more powerfully. Is there anything in particular, Dave, that you really want that it's popped up in your head as I'm talking to you that you're hoping I ask you that I haven't asked yet?
Dave (00:26:36):
You know what? My overarching sense in all of this is we don't know what's coming next, and the themes of our conversation, I think that if somebody can take that and run with it, they've got a greater likelihood of emerging from this in a positive way. My sense is that the concepts of leadership at the minute and where society has was moving before we ended all of this, will continue to grow and move. 
Actually, one of the things that we may well see emerging out of this is once the immediate crisis is over, just a more of a human sense in how we lead our teams rather than just always thinking about the bottom line, actually thinking about how to have a greater impact on the people that work for us, on our organizations, on the communities that we serve and really just trying to build out a greater sense of humanity in how we interact with each other. I hope that's another outpouring as a result of what we're going through.
Bill (00:27:45):
Well, I think that in breaking this down into 90- and 100-day chunks, I'm not sure why we don't do that all the time. I mean, that really. I know that Wall Street tends to do it that way. But from a focus point of view, there's nothing like a crisis to give us focus. I don't think we should manufacture crisis all the time. But there's a certain lightness that comes from, "Okay, this is all that I need to accomplish the goal at hand and focusing on the few, not the many." It's an interesting perspective that's going to come out of this.
Bill (00:28:20):
Even the way we look at our... When we hire someone back to that point you made earlier, are we really looking at who we're hiring and who's in different positions, and are we being just kind of cleaning up, and really, have we fully communicated to everybody in the organization what it is that would give them a successful week, a successful month, a successful quarter? Are we really paying attention to the people in the organization and giving them a sense of, "Okay, this is what it means to be successful"? First is I think sometimes you can get sloppy when you don't have the urgency.
Dave (00:29:04):
Very much so. It's funny, I've been working with my clients for the last 12 years trying to help them build quarterly implementation cycles because most leaders are good at setting a series of goals for the year. Then they just get swept away from the day to day and priorities shift and change. 

The greatest thing that you can do is whether you're leading an organization or you just in your own personal goal setting, the greatest thing that you can do is spend some time lifting your head above water to see what's going on. I think that a lot of organizations will sense that that focus has been really good for them, and I hope that it will continue. But I don't know if it’s that natural human nature to just want to go back to the way things were before. Then we'll see how that shapes out.
Dave (00:29:56):
On your point on hiring, I think that we'll start to see people moving back to hiring for cultural fit more so than competency because it's much easier to teach somebody a skill than it is to teach them what it means to work here and how we add value to what we're doing. I think that when you hire for cultural fit, so long as you've got the right values, much easier to align people around that and to go through that process of saying, "Okay. Here's what we need to achieve this quarter. Here's where we need to be at the end of the month to be on track for that." Here's what you need to achieve this week. What are you working on today, and how can I best help you get there? It goes back to that model we were talking about earlier about linking the everyday actions to the overarching mission and vision of the organization. When you have people that are just such a good cultural fit for the organization, it's much easier to do that.
Bill (00:30:50):
Well, I encourage all my listeners to go out and click the Amazon link that I'm going to put up for Dave's book called, The Self-Evolved Leader: Elevate Your Focus and Develop Your People in a World That Refuses to Slow Down, which the irony of the subtitle is amazing. Elevate your focus and develop your people in a world that refuses to slow down, which I love because now that we're slow, now it's time to focus.  
Dave (00:31:13):
Right. Yes.
Bill (00:31:14):
... excuse anymore, right?
Dave (00:31:15):
Yeah. You don't have that excuse to say, "Well, I don't have any time." Well, you've got a bit more time than you did beforehand. Yeah, absolutely.
Bill (00:31:21):
This is great, Dave, I appreciate you for coming on the show today, and I really encourage everybody to... I'm going to have links to your LinkedIn to connect with you and Twitter and to your Amazon for folks to look to buying your book. So I appreciate you for coming on the show, Dave.
Dave (00:31:37):
Thank you so much for having me, Bill. Really appreciate it. Enjoyed the conversation.
Bill (00:31:41):
Thank you. Have a good day.  
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