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Michele Cushatt: Welcome to This Is Your Life with Michael Hyatt, where our goal is to help
you win at work and succeed at life. My name is Michele Cushatt, and joining me in the
conversation today is Michael Hyatt. Hey there, Michael.

Michael Hyatt: Hey, Michele. Nice to see you.

Michele: Good to see you, as always. Well, if I asked you right now to think of someone who
does a poor job as a leader, most of you could come up with somebody fairly quickly because
bad leadership seems to stick out like a sore thumb. I mean, it’s something we don’t quickly
forget. Would you agree?

Michael: Yeah, totally. I mean, I worked for some bosses in the past who were doozies.

Michele: Okay. So tell me. Come on. Dish. It’s time for you to dish. Tell me about one or two of
your worst bosses without calling them by name.

Michael: Yeah. Okay. One of the worst ones was my boss when I was at college at Baylor
University. I went to work at a small engine shop, which was probably a huge mistake for me
because I’m not very mechanically inclined and I didn’t know anything about small engines at
the time, but it was a job. It didn’t require a lot of skill, and I was just going to be a clerk.

People would bring in their small engine parts, and I would look them up in a book, go to the
shelf, get the parts, and bring them back to them. The thing that was complicated about it (this
was in the world before computers) was the fact that we had these giant parts books. So you’d
find out, for example, that this was a Tecumseh engine. I can’t believe I can still remember
that.

You’d pull out the Tecumseh part book and look up that part. Then you’d go find the product
on the shelf. It was a little confusing at first, and I was a little bit intimidated. I had been there
for about a week, and we had a showroom full of people. I was trying to look up a part, and I
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couldn’t find it. I was getting really nervous and kind of embarrassed, so I said to my boss, “I
can’t find this part. Could you help me find it?”

He looked at me like I was a total idiot. He looked at the book I was looking at. He slammed it
shut, put it back on the shelf, grabbed another book, threw it down on the desk… Again, this
was in front of a room full of customers and some fellow employees. He said, “Okay. I’m
going to show you one more time. Are you paying attention?” I mean, he just humiliated me.
He turned to the part.

Michele: So condescending.

Michael: Oh, it was. He pointed to the part and said, “There it is. You got it? Don’t make me
show you again.”

Michele: Oh.

Michael: I was mortified. The worst thing for me is I hate to be embarrassed. That’s like my
worst thing. I’ll go to extremes to avoid embarrassment. But it was humiliating.

Michele: Oh, absolutely.

Michael: What about you? Have you had one of those?

Michele: By the way, did you stay at that job for very long?

Michael: Well, actually, I did stay through the summer because it was a summer job. Honestly,
every day when I showed up, I didn’t know what was going to happen, because he was
completely unpredictable. Sometimes he was kind of charming and nice, and I thought,
“Great. I’m finally on the team.”

Just when I thought I had him figured out, he would be explosive. I kind of think (we didn’t
have this language back then, because this is ancient history) looking back on it that he was
probably bipolar. Some days he was up, and some days he was down.

Michele: Yeah, probably so.

Michael: It was maddening trying to figure out which it was going to be.

Michele: Of course, I always think about people like that. What would it be like to live with
that person at home?
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Michael: Oh my gosh.

Michele: I mean, if you’re like that in the workplace, can you imagine what it would be like?

Michael: I can’t imagine. That would have to be pretty horrible. What about you?

Michele: Well, I have been self-employed for a long time, but even when you’re self-employed,
you are still working for other people. But there was a short period of time, about five years,
when I worked for a big networking company. I did sales and worked with a lot of really big
businesses.

This was before 9/11, so here in Colorado, the IT world was in a massive boom. I mean, the
business was just going crazy. So I was in sales, doing big deals like $2 million deals of
equipment. Some of these companies would do those kinds of deals every couple of months.

Michael: Wow.

Michele: So yeah, I was configuring their IT equipment and helping them with that, but I had
one particular boss (I had multiple bosses in that job) who was all about the sale. I’m a
businesswoman, so I totally get that the sale is important, but he so worshiped the sale that he
would require his employees to compromise integrity, to lie… I mean, he would just want
people to basically sacrifice their entire sense of integrity and self on the altar of the sale. If you
didn’t, you lost your job. Boy, I had never felt so small and insignificant as I did in that job.

Michael: Ugh. That is so frustrating.

Michele: Oh, absolutely. I was young and immature, but boy, I learned a lot from his mistakes.
Hopefully I’ve avoided some of them even though I’m sure I’ve made some similar mistakes.
But yeah, not fun. It didn’t make for a great work environment, frankly. Now that we’ve
talked about bad bosses we’ve been around, I think it’s only fair that you and I put ourselves
on the spot to talk about maybe some of the mistakes we’ve made, even unintentionally, in
leadership. Because we’re not without humanity and flaws.

Michael: Totally.

Michele: I mean, we’re capable of it too. Is there anything that, when you look back on your
years in leadership, you see has been a struggle for you? Are there mistakes you’ve made?

Michael: Yeah. I think one of the things for me is that I do have a heightened sense of…I don’t
know what you’d call it…moral integrity or whatever. I’m very sensitive to that. It makes me
very quick to react when I sense that there’s some kind of injustice or something. So I’ve been
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guilty in the past of having somebody come to me and share their side of the story and then
acting as if that were the whole truth.

Maybe somebody would come in and complain about a coworker, and then I would call the
coworker and upbraid them for their mistake, their faux pas, or whatever it was rather than
asking to get their side of the story. I’ve done that a number of times (more times than I’d like
to remember), but then I’ve had to go back and ask forgiveness of that second person because I
hadn’t gotten the whole story and the first person had conveniently left part of the story out.

There’s this great Bible verse in Proverbs. It’s Proverbs 18:17. It says something like, “Whoever
is first in his cause seems just, but his neighbor comes and searches him.” It’s like the first guy
who tells the story… It makes sense. “Okay. I get it.” But then the neighbor, the other person
who’s involved in the story, comes and shares their perspective. Then you get the whole
perspective.

Michele: Mm-hmm. I think some of that (I’ve done some similar types of things before) is that
in our youth especially, there’s kind of a sense of naiveté about that where we think everything
is very, very black and white. There’s one right and one wrong.

Michael: Right.

Michele: So we don’t really allow for different perspectives. At least for me as I’ve gotten
older, I’ve realized that in many cases, it’s not quite so black and white. There are shades of
truth, and everybody has a little bit of a different perspective, so to allow a little more buffer
space and time to explore it a little more is wise. But boy, I didn’t do that very well early on
either.

Michael: Yeah. I’ve tried to get better about that, so now if somebody is complaining about
somebody else, I’ll typically call the other person in and get their perspective right there in
front of the other person. It’s amazing how the story can shift and everybody can be a lot more
careful with their response when they’re in front of somebody with whom they have a conflict.

Michele: You know, something similar to that which I have struggled with too is that I seem to
have pretty high expectations of myself as far as the kind of work I do, how fast I do it, and
things like that. One of the mistakes I’ve made in the past is to really hold that same level of
expectation for everyone else and not allow for the fact that other people may work differently
from me.

Michael: Yeah.
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Michele: That doesn’t mean it’s less valuable, worthy, or whatever, but it’s just different from
how I am. So I’ve had to learn to slow down slightly but also cut people a little bit of slack. If
they don’t respond quite as quickly as I would have, there may be a reason for that. I shouldn’t
jump the gun and get upset quite so quickly.

Michael: Yeah. That’s good. I’ll tell you another mistake I’ve made too since confession is good
for the soul.

Michele: It is good for the soul.

Michael: Another one I’ve made is that I’ve been guilty of delegating to the point of abdicating,
not checking up on people, not… I don’t want to micromanage; we’ll talk about that here in a
minute. But to just abdicate, not give people the guidance, coaching, or what they need in
order to succeed, and have the expectation that they should somehow be able to read my mind
really isn’t fair to them.

It’s not a good trait as a leader either. I’ve had to work hard to overcome that because I kind of
like to delegate it, get it out of my hair, and not think about it anymore, but that’s not a very
good trait as a leader.

Michele: Yeah. I’ve done the same thing. I value communication a lot, but I don’t always
communicate enough, because I just expect people to take it and run with it. I have no doubt
that that has been a frustration for those who have worked with me. I’m not quite as detailed
in communicating everything so clearly. I think that’s a good reminder for all of us, those of
you who are listening as well. Being a leader is a work in progress. It always is.

Michael: Yes.

Michele: We never arrive. The mistakes I struggled with 20 years ago are not the same ones I
struggle with today. I’ve developed new things that I struggle with.

Michael: That’s so true.

Michele: Isn’t that true? I’ve kind of conquered some things and then developed new… I think
I used to be more of a micromanager, and now I let go so much that I probably need to be
involved more. The point is that you and I will never arrive at perfection and have it all
figured out. However, there is a lot we can learn in just being intentional about being aware of
the most common mistakes leaders make and then working very hard to avoid them.



This Is Your Life Podcast Season 7, Episode 10

Transcribed by Ginger Schell. 6

That can serve you and me very, very well as we lead exactly where we are. That’s what
you’re going to do for us today, Michael. It’s to identify the top 13 mistakes every leader
should avoid. That doesn’t mean we’re going to it 100 percent perfectly, but the more we can
be intentional about identifying these and avoiding them, the better we can be.

Michael: Yeah. This is kind of a baker’s dozen. All I did was look into my own experience in
having worked for some really bad bosses through the years and realize that sometimes we
learn the most from the worst bosses. I think that sometimes most of us think, “Gosh, if I could
just work for a really great leader…”

Well, I think that sometimes we work for bad leaders so we can see things much more
graphically and purpose or intend to not become leaders like that. I think a lot of my
leadership has been shaped by the people I have worked for who were not good leaders. I
would just say, “You know what? I don’t want to do that to people.” It gave me a heightened
sense of awareness of that particular fault. I have other faults, but I didn’t want to repeat these
13.

Michele: That’s such great advice too. I don’t think any of us really set out to be bad leaders.

Michael: Right.

Michele: I mean, most of us who get into our position… Our heart and desire is to inspire,
influence, and somehow be a positive force in our communities, our world, or our businesses.
We don’t set out to do that, but if we aren’t intentional about how we lead, just normal
humanity can lead us to make some of these mistakes very unintentionally. Let’s get started.
We have 13 of them to get through, so we’re going to move through these fairly quickly. Let’s
go ahead and dig into the first one. What’s the first mistake every leader should avoid?

Michael: Yeah. The first one is to not be responsive. I think the way we framed this up was that
it’s 13 ways to frustrate the people you lead.

Michele: Oh, okay.

Michael: One of them is to not be responsive. I think that is huge. It’s like you don’t respond to
the e-mail, don’t respond to the voicemail message, and just leave the people who are working
for you wondering, lacking direction, and not getting the approval they need to move forward.
That drives me crazy.

I feel like there were so many times in the corporate world in particular when I was just left
stuck. I couldn’t move forward, because I couldn’t get my boss to respond. I would have been
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happy with a no, but it’s that kind of in between when you’re not getting the response you
need… So many opportunities I lost in the past when I was responsible…

This happened not just when I was in a sales position but also when I was in the publishing
world, where I was trying to sign an important author and I couldn’t get the approval of my
boss to make an offer to that author. In the meantime, my competitors swooped in and
grabbed the author. Then the worst thing was that sometimes then the boss would hold me
responsible for losing the opportunity when it was really a lack of responsiveness on their part
that was the driving force of that.

Michele: All right. That first way to frustrate those you lead… Again, this is what you want to
avoid. If you want to frustrate those you lead, don’t be responsive, because that’s big. I mean,
it will just drive people nuts when they want to be successful for you, they want to serve you
well, and they can’t get the information they need from you.

Michael: That’s why I think that as a leader, on this first one, (maybe we should do this for
each one of these) the way to not do it is to prioritize the people who are on your team. Make
sure that… You may be late in responding to external requests or e-mails, but for us, because
we use Slack internally… I’m going to respond to my team first because I don’t want anybody
waiting on me. I want them to keep moving and being productive.

Michele: Great advice. Okay, what is the second way to frustrate those you lead?

Michael: Well, this one comes from firsthand experience. Cancel meetings at the last minute.
I’ve certainly been guilty of this, but I had a boss who I worked for at one point (actually, at
Thomas Nelson), and we were in two separate buildings. It was about a 15-minute drive
between the buildings. I had a weekly meeting scheduled with him.

This was just our weekly one-on-one meeting, and I would say that probably 6 times out of 10,
I would get to his office. First of all, he would keep me waiting, so we never started on time
when we started, but about 6 times out of 10, he would cancel the meeting after I had already
driven over to his office. His assistant would come out and say, “Gee, I’m sorry, but so-and-so
is going to have to cancel today. I’m sorry.” Then I’d have to drive back.

It was just a wasted effort, and I felt really disrespected. It also made me feel like he was
completely disorganized so that he couldn’t manage his time any better than that, but I just felt
dishonored in the process. So I think we have to be respectful not only of our own time, which
is important if we’re going to be productive and be good leaders, but of other people’s time.
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When they block time out on their calendars, when they prepare for a meeting, it’s easy to
underestimate that, but as leaders, when we call for meetings, we set all kinds of things into
motion, including (usually) a lot of preparation. At the very least, we should acknowledge that
when we cancel the meeting and reschedule it so people have an opportunity to share with us
what they were going to share.

Michele: Absolutely. You mentioned this briefly in your comment, but to respect starting on
time and ending on time is a big piece of keeping those meeting appointments as well. I mean,
as a whole, what you’re saying is to respect people’s time.

Michael: Yes. Yep.

Michele: All right. The first way to frustrate those you lead is not to be responsive. The second
is to cancel meetings at the last minute. What is the third one?

Michael: Yeah, the third one is to reprimand them in front of their peers. This is a great way to
take the wind out of everybody’s sails. I’ve seen it done. It’s never, never warranted. I can’t
think of a single example when it went well. Again, I had a boss one time who would do this
constantly. He would eviscerate (I love that word) people in front of the entire group, and I
literally saw a grown man leave the meeting in tears after that happened to him.

Michele: Aww, man…

Michael: There was no compunction on the part of the leader, no remorse for it, no apology
afterward. It was a horrible thing to witness. I think that reprimands, if they’re necessary (this
is an important distinction)… It’s much better to focus on what’s missing than to focus on
what’s wrong. Does that make sense?

Michele: Okay. Explain that. Give me an example.

Michael: Okay. If something goes wrong… Let’s say you’re doing a product launch. This
happens to us. You’re doing a product launch, and maybe it doesn’t roll out like you expected
it to. When you ask the question, “What went wrong?” it’s very easy to start looking for
people to blame. Instead, ask, “What was missing?”

In other words, “Where did we collectively miss this, and how can we improve?” That opens
up possibility and gets people brainstorming without being defensive. When you ask, “What
went wrong?” everybody feels like they have to assign blame. Regardless, I think praise
should absolutely be done in public. If there’s a reprimand, a challenge, or something you
want to confront, that should absolutely be done in private.
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Michele: Mm-hmm.

Michael: I think the same thing is true with your own boss. If I have an issue with my boss, I’m
going to go to them in private. I would never talk about them in a group or talk about them in
a negative way especially if they’re not present. I mean, that’s just an invaluable principle I’ve
really tried to live by. Again, it goes both ways. It goes for you as a team member when you’re
talking about your leadership, and it also goes to enforcing it with the people under you to
make sure you’re not taking somebody to task in front of their peers.

Michele: So praise in public and reprimand in private all the time with no exception.

Michael: Yep. Absolutely.

Michele: Gosh. Imagine how this would impact our families, our parenting, and everything
else as well. I mean, that’s a good rule of thumb regardless of the environment because it’s all
about relationships.

Michael: It is, because nobody wants to be embarrassed. That just adds another level of
complication, humiliation, and emotional stuff you have to overcome to be successful.

Michele: All right. If you want to frustrate those you lead, reprimand them in front of their
peers. Otherwise, do it privately and praise them in public. What is the fourth way to frustrate
those you lead?

Michael: The fourth one is, I think, to change your mind frequently. It’s best if you do this late
in the process (if you really want to frustrate them), after people have invested a lot of time
and energy in a specific direction. Then change your mind and basically pull the carpet out
from under everybody. I’ve seen this done a lot in the corporate world as well.

The leader is just fickle. Again, it’s a lack of respect. I’m not saying you shouldn’t ever change
your mind; I’m saying that when you change your mind, it shouldn’t be because you didn’t
think it through all the way the first time. So be thorough the first time. Really think it through.
If you’re going to change your mind, that’s certainly your prerogative, but realize the
investment people have. They’ve invested time. They’ve invested energy.

You may not be aware of it, but for them, it’s blood on the ground. So I think that to
acknowledge that, say something like, “Gosh, I know it’s late in the process, and I hate to
change my mind, but here’s why I think it’s in our collective best interest to do so,” and then
explain yourself, give them some rationale, some context so they can understand the decision,
is important.
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Michele: You know, I wonder if changing their mind frequently or this lack of decisiveness is
really rooted in the leader’s fear of failure. We really have to overcome that personally in order
to be decisive in our position.

Michael: That’s really true. I think that’s where a lot of this comes from. Sometimes as a leader,
one of the most important things you can do is take a stand for the decision and help people
work through it and get to the outcome. Because nothing that’s really important (in my
experience) comes easily.

If you have a big goal, if you’re really pursuing something significant, there’s going to be
resistance. You can’t be changing your mind every time you encounter resistance. I think it’s a
mark of a true leader when you can say, “No. We’re going to stay this course. Let me be a
resource, and let’s all figure this out together, but let’s not just give up on the objective so
easily.”

Michele: Okay. All right, what’s the fifth way to frustrate those you lead?

Michael: Yeah. You can probably relate to this one too. Don’t bother stating your expectations.
In other words, be vague. Be general. Leave people guessing what it is you want, and then
when they don’t give it to you, reprimand them. I had another author I used to work with. I
don’t think I’ve told this story before. He was a fairly famous author. He could never tell us
what he wanted in a book jacket design, but he always knew what he didn’t like.

We would be left literally creating 15 to 20 jackets for this author, and he would just keep
saying no. Eventually, he would have somebody on his own team design it, and it was
enormously frustrating to all of us. If he could have just been clear on his expectations and
given us a little direction, he could have set us up for success, but he didn’t do that.

Michele: Yes.

Michael: So I think that as a leader, if you’re going to be successful and you’re going to be a
good leader, you have to be really clear on your expectations. The way I like to think about
this… We’re going to talk about this in a minute under one of the other mistakes. I like to be
very clear about the outcome I’m expecting but give them leeway on the strategy and the
tactics on how they actually accomplish it. So again, it’s about being clear on the expectation of
what the deliverable is, how they’ll know when they’ve crossed the finish line, and how I’ll
know.

Michele: Yeah. That makes sense. This is one I struggled with for a long time because I felt like
if I stated my expectations too clearly, I would come across as bossy, demanding, or whatever.
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What I ended up finding out is that I was really creating an environment where my people felt
like they were floundering. When I was really clear on expectations, it actually felt like they
could fly. So sometimes we think we’re being too bossy about things, but it actually is a very
freeing thing to have a really good, solid framework to work from.

Michael: Yeah. I think so. I think we have to make a distinction between being clear and being
bossy. Clarity is something that I think people really appreciate. When they know exactly what
it is… I had another experience. This happened when I was a CEO. We had a board who told
us they wanted us to prepare a business plan for three years, which we did.

Then when they got it, it didn’t meet their expectations. It didn’t meet their expectations
because it wasn’t in the format they wanted, but they hadn’t bothered to make it clear on the
front end that they were expecting a particular format, so we were just kind of left to guess.
We did our best, but it wasn’t the format they had wanted.

We could have saved a ton of time, a ton of executive time, and a lot of money if they had just
been clear on the expectation or given us an example. If they had said, “Look, here’s what
some of our other portfolio companies prepare. Go create something similar to this…” But
they didn’t.

Michele: Okay. All right, so don’t bother stating your expectations. That’s a sure way to
frustrate those you lead. What is the sixth?

Michael: The sixth is to always ask for what they don’t have. Let me give you an example. I
had a boss who… I would go to his office and try to get him to make a decision. I was asking
him to approve a direction I wanted to go, some project I wanted to begin. I’d give him a lot of
detailed information.

He would throw up his hands and say, “Look. You don’t expect me to get into all of this detail,
do you? Because this is more than I can absorb. Do you have a summary?” Well, I didn’t have
a summary. So then I would go in (this same person was kind of capricious and difficult to
predict), and if I brought in the summary, he would say, “Well, you don’t expect me to make a
decision based on this summary, do you? Where’s the detail?”

Michele: Oh no.

Michael: I quickly learned to always have the summary and the detail. It was actually a very
good lesson for me. I would always start with the high-level summary and then say, “I have all
of the details, so if you have any questions, I’d be happy to provide the answers,” but I’d give
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him the high-level executive summary. Now what I’ve since discovered is that most really
good leaders are this way: They want to work sort of deductively, not inductively.

Here’s what I mean by that. “Tell me what you want, tell me what you need, tell me what your
recommendation is, or tell me the conclusion. Then back up and give me the details if I ask for
them.” The reverse of that (this is the inductive method) is where you kind of start laying out
the case, all of the pieces of the puzzle, and it’s not clear until the end of it what you’re actually
asking for.

I see people do this in e-mails all the time. You have to wade through this long e-mail to get to
what they’re really asking for at the end of the e-mail. So I always write my e-mails
deductively too. I make it very clear what I’m asking for in the first paragraph, and then I give
them the details so they’re not left wondering where this is all going.

Michele: Got it. That makes total sense. I would imagine (that’s kind of the reverse of what
we’re talking about) that if you want to frustrate your leader, you should string them along
with details so they don’t know what you’re leading to.

Michael: Yeah.

Michele: Instead, give them that summary upfront. Okay, so the sixth one was to always ask
for what they don’t have with them, which is a way you can frustrate those you lead. It’s a
mistake you want to avoid. What is the seventh?

Michael: The seventh is to focus on superficial things rather than substance. For example, is the
person at work exactly on time? I’m not saying you shouldn’t expect punctuality, but to be the
kind of boss who is looking at his watch and wanting people to be right at their desks at
exactly the right time… Or are they wearing the right clothes? Focus on the style over the
substance rather than focusing on things like how productive they are in their job and what
they’re actually producing. I think that’s the wrong emphasis.

Certainly we want people to be punctual. Certainly we want them to be dressed appropriately
for the roles they’re playing in our organizations, but to micromanage that… I think you
probably have the wrong people if you’re focusing on that. I would rather focus on the things
of substance like what the output is, what the deliverables are, how productive they are, and
the other things of consequence that really affect the entire organization.

Michele: Yeah. I had a boss once who… Again, this was like 20 years ago. During my lunch
break… I would go for a run over my lunch break because it was the only time (I was a mom
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and we had young kids) to be able to do that. I had a boss who just, for some reason, couldn’t
stand that. He couldn’t stand the fact that I would go for a run.

He’d rather me go out and buy lunch at a restaurant or fast food place but not run. I was
thinking, “It’s actually making me more productive. I’m getting more done. I’m more
energetic. I’m awake in the afternoon.” But for some reason, it drove him crazy, so he tried to
constantly do what he could to not let me go for a run during my lunch hour.

Michael: Boy, that is a great, great example. It’s not motivating. That’s the kind of thing that
makes you want to look for work elsewhere.

Michele: Mm-hmm. Exactly. I didn’t stay there for long. I ended up starting my own business,
so there you go. I can run during my lunch hour any time I want.

Michael: So it was a good thing in the end.

Michele: It was a good thing in the end. Well, so far we’ve discussed 7 of the 13 mistakes every
leader should avoid. These things we’re going through are ways you are certain to frustrate
those you lead. Most of the time (as Michael and I have shared very openly), we end up doing
these things without even realizing it.

So just taking a few minutes today to think through it and be intentional about avoiding these
mistakes can help you immensely to inspire those you lead rather than frustrate them. We
have six more coming up in a moment, but before we do that, Michael, you have something
you wanted to share with your listeners today.

Michael: I do. Yeah. For those of you who are building a following online or know you need to
be (you know who you are), I want to take a minute just to tell you about a major shortcut you
can take. I’ve posted a set of three free training videos about how to skyrocket your impact
online, and in these videos, you’ll learn eight simple tweaks that’ll blow up your blog.

You’ll have more traffic, more influence, and more impact with your message. We take you
through a real live case study (a makeover, if you will) where we take somebody’s platform,
completely redo it, and then show the results and the difference it makes in the impact they
have online. This is all available in a set of three training videos. Do you have the URL for
that?

Michele: I do.

Michael: Okay.



This Is Your Life Podcast Season 7, Episode 10

Transcribed by Ginger Schell. 14

Michele: It’s platformuniversity.com/skyrocket.

Michael: There you go.

Michele: That’s platformuniversity.com/skyrocket. You can find those three free training
videos that include the eight simple tweaks that will blow up your blog. I mean, these are just
simple-to-apply tweaks for you that are free, and you can find a whole lot more traffic for your
blog. You don’t want to be investing that much time writing great content without getting
people to show up and read it, so this a good way Michael has made available to you for free
to get more traction on your best investment.

Michael: Great.

Michele: Well, that sounds amazing, Michael. Thanks so much for letting everybody know.
Again, one more time, it’s platformuniversity.com/skyrocket. Well, today we’re talking about
the 13 mistakes every good leader should avoid. Chances are you’ve already found one or two
on this list that you are making, and that’s okay.

As we said at the beginning, leadership is a work in progress. The point is for us to at least be
self-aware and intentional about identifying the mistakes we’re making and do everything we
can to avoid them. Thus far, we’ve talked about the first seven ways you can frustrate those
you lead. First, don’t be responsive. Second, cancel meetings at the last minute.

Third, reprimand them in front of their peers. Fourth, change your mind frequently. Fifth,
don’t bother stating your expectations. Just be general and vague. People love that, right?
Sixth, always ask for what they don’t have with them. Seventh, focus on the superficial things
rather than the substance. What is the eighth way you can frustrate those you lead, Michael?

Michael: The eighth one is to assign them work and then micromanage the process. You
probably know people like this. I worked for a man… This was early in my career, and I’d had
a terrific boss, the best boss I’d ever had in my career, and then I had gone to work for this
other guy. It was in an editorial department of a publishing company. This was not Thomas
Nelson, but it was another publishing company.

This guy totally micromanaged me. He was kind of a legend in the industry, and I had huge
respect for him. I liked him fine until I went to work for him. But he would literally come in at
the end of every day and say to me, “Tell me what you did today.” I’d say, “Well, I made some
phone calls.” He’d say, “No, I want the detail.” Then he started having me record the detail,
like by keeping a time log.
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Michele: Oh, you’re kidding.

Michael: I literally lasted six months in that job, and that was the job that was right before I
went to Thomas Nelson. I went to Thomas Nelson as a result of that micromanager. I was
trying to get away from him, and it was driving me crazy. So I just left. If you’ve ever read that
book by Daniel Pink called Drive… Have you read that?

Michele: I have not.

Michael: Well, one of the things he talks about is what motivates people in jobs. One of the
things that motivate people is when they have a reasonable level of autonomy. In other words,
they’re not being micromanaged, but they feel like they have control over their work output.
They feel like they have control over the process. If they’re managed too much, that’s a huge
deflator, a huge de-motivator. So as a leader, don’t be guilty of that.

Again, state the outcome you want. Be crystal clear on that. But then give people freedom to be
able to get to that result. They may not do it the same way you would do it. They may use a
different strategy. They may employ different tools. They may approach it in a completely
different way. But as a leader, you should care about the outcome… If you are concerned
about the process, go ahead and state it. Sometimes this is necessary at the beginning, but I try
to give as much freedom as I possibly can.

Michele: In short, you’re saying to value the outcome more than the process.

Michael: Yep.

Michele: That’s really what you’re aiming for. Here’s an interesting thought. I’m curious as to
what you think. If you feel like you have to micromanage somebody… I’m guessing there’s
probably somebody listening right now who says, “Well, I have an employee who I have to
micromanage. If I don’t, they just don’t get the job done.” My guess is you would say you have
the wrong person.

Michael: Totally. Absolutely.

Michele: So if you feel you have to micromanage, it’s not that you need to stop
micromanaging; you need to get a different person for the position.

Michael: Yeah, that’s exactly right. I mean, you didn’t do a very good job of hiring that person.
In fairness, maybe you inherited that person. Maybe you’re new to that role and you didn’t
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hire everybody who’s on your team, but if you feel that you need to micromanage, you have
the wrong person. I would have that conversation.

I mean, you don’t just up and fire somebody because they’re not a self-starter or they’re not
working to your satisfaction, but that does require a conversation where you’re very clear
about what you expect. I think we referred to this in our last episode, but there is a blog post I
have written (we can link to it in the show notes for this time) called “The Five Levels of
Delegation.” This is where you can delegate at various levels, but to be clear about the level at
which you’re delegating is important.

Michele: You know, I wonder too… I don’t want to belabor this point, but I just think it’s so
important. This whole micromanaging conversation seems to happen a lot around leadership.
I think that sometimes when we are habitual micromanagers, we actually turn our employees
or those who are on our team… We actually almost inspire paralysis on their part. Our
micromanagement actually almost shuts them down.

Michael: Totally.

Michele: So if we notice that maybe our employees aren’t performing the way they should… I
think we probably need to do a self-check really quickly. “Okay, have I contributed to that
because I’ve been so overinvolved and hovering so much that they’ve shut down? If I backed
off, would that set them free?” Just maybe checking… It may not be the employee’s fault; it
may be something that started with us.

Michael: Yeah, totally. I can promise you this, Michele. You will run off your best people if
you’re a micromanager. People who are really good, particularly in the environment we’re in
today where there’s a lot of competition for the top talent… The best talent won’t put up with
it, and they’ll walk just like I did. That happens every day in organizations. It’s just like, “You
know what? I have another opportunity. I don’t have to live like this. It’s making me crazy,
and I’m going to leave.” That happens all the time.

Michele: Yep. That’s exactly what I did, which turned out great for me. I now own my own
business. That’s exactly why I left, so… All right, so the eighth way to frustrate those you lead
is to assign them work and then micromanage the process. What is the ninth way to frustrate
those you lead?

Michael: The ninth one is to do all of the talking. I’ve only had one boss who has ever done
this. Whenever I’d go into his office, it was like a nonstop soliloquy. He was talking the entire
time. He obviously thought he was smarter than I was by virtue of his position. He knew
more. He had all of the answers. He would just talk nonstop. I couldn’t get a word in
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edgewise. That frustrates people as well. The best managers, even some of the managers I’ve
referenced before who were not particularly good in other areas…

Most of the people I’ve worked for have been just curious. They’ve been inquisitive. They’ve
asked good questions. One of the best bosses I ever worked for was a master question asker.
He didn’t do all of the talking. In fact, he did very little talking. Sometimes he would just
pause and was very comfortable with silence. It’s amazing what people will reveal to you and
how they’ll come up with solutions and get creative and innovative if you’ll just shut up and
give them a chance to talk.

Michele: Now this is an interesting point with regard to those who make their worlds in the
digital world where they’re blogging, because we can just talk at people all the time and not
invite the dialogue. But really, even that leadership requires us to stop talking at some point.

Michael: Yeah, it does. This is one of the reasons that I turned comments back on for my blog. I
did an episode a few weeks ago on the Social Media Examiner podcast where Michael Stelzner
interviewed Brian Clark of Copyblogger and me about why we turned comments back on.
One of the biggest reasons for me was that I just felt like what had been a dialogue had
suddenly turned into a monologue with me doing all of the talking.

I was asking people questions, but I didn’t give them an opportunity or venue to share their
thoughts, and I just felt like that was kind of antithetical to everything I believe about
leadership. So we turned them back on, and I haven’t regretted it for a day.

Michele: I was going to say I for one am very glad you did (not that you asked my opinion; I’m
just sharing that).

Michael: Good, good. Thank you.

Michele: All right. Do all of the talking. What is the tenth way to frustrate those you lead?

Michael: You know, it’s to never recognize them. I think it’s easy as a leader to think that
people are kind of one-dimensional, that they work for a paycheck. The truth is that in every
study I’ve ever seen done on employee morale and why people do what they do, why they
work, why they stay, and how to retain the best employees, compensation has always been
like fourth or fifth on the list. Yeah, people want to get paid, but a lot of people want to be
acknowledged. They want to be recognized. They want to be given praise for a job well done.

I think that’s one of the easiest things to do if we’re intentional as leaders. It doesn’t cost us
anything. To be lavish with our praise and be affirming… I also think it taps into a principle
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that you get more of what you notice. It’s very easy for leaders to go around, catch people
doing things wrong, and focus on that.

If you’re that kind of leader, I can promise you one thing. You will get more of that kind of
behavior because what people get focused on is what they start delivering. A friend of mine
went through a racecar driving school. It was kind of a fun thing. He didn’t intend to be a
professional racecar driver, but you can actually go out and do this at quite a few places
around the country.

One of the things they taught him was that as he was going around this track at 120-130 miles
an hour, he needed to make sure he didn’t look at the wall. The wall is a terrifying thing. As
you’re going around a curve, you can hit that wall and destroy yourself, but once you start
looking at the wall, the likelihood of your actually going into the wall gets raised
exponentially.

Michele: Wow.

Michael: My friend was out driving, he saw the wall, and he got scared and looked at it. The
guy who was the coach in the seat next to him literally grabbed his helmet and pushed his
head toward the track. He said, “Don’t take your eyes off of the track. Focus on where you
want to go.” That’s what we have to do as leaders: catch people doing things right and focus
on what we want more of.

Michele: That is such good advice. Boy, we could hang out on that one all day. All right. Catch
them doing something wrong. It’s a certain way to frustrate those you lead. What is the twelfth
one?

Michael: Well, I kind of stole my own thunder here on this last one, but catch them doing
something wrong. We’ve all known people like that. They’re kind of walking around the
office. They have the mantle of leadership. They feel like in order to add value, they have to
catch you making a mistake.

I used to get this back when I was in the corporate world, especially from the private equity
people who owned our company. They would send out these young MBA students who were
in their 30s, and those students felt like the only way they could add value was to catch us in a
mistake. So they’d pore over all of the work we did, and instead of anybody ever saying,
“Hey, this is really good, solid work,” or, “There’s some good thinking behind this,” they
would find that one thing and say, “Hey. This doesn’t make any sense.”
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You just knew it. You would prepare overtime to not have them do that, but they would
always find something because their value and their significance was derived from that. As a
leader, you have to be very careful. That’s not what you’re measured on. Nobody is asking
you to be smarter than everybody else.

That’s not what being a leader is about. Being a leader means you’re going to coordinate…
Like we talked about last week, it’s like being a symphony conductor. It’s like calling up the
best performance you can from the people on your team. That’s the value you add. It’s not to
play every instrument or try to be a genius in all of these different areas.

Michele: I love that. Catch them doing something wrong. That’s a certain way to frustrate
those you lead. Instead, as you mentioned in the episode on lessons from the symphony
conductor, our greatest job is to call forth the best from the people around us.

Michael: Yes.

Michele: I mean, what a privilege that we get to call forth the best rather than just poking at all
of the things that are wrong.

Michael: Yes. Exactly.

Michele: One inspires great art; the other one causes everybody to shut down. All right, what
is the twelfth way we can frustrate those we lead?

Michael: Well, this one is related to what we’ve just been talking about. That is to
communicate that you’re the fount of all wisdom, that you’re smarter than everybody else,
that you have all of the answers, that you’re the one with all of the experience. Sometimes the
way this gets manifested in an organization is when you say to somebody who has a new idea,
“Oh yeah. We tried that once before, and it didn’t work.”

The truth may be that you did try it before and it didn’t work, but maybe this is a different
context. Maybe this is a different situation. Maybe something has changed in the market. So I
think that as a leader, you have to be open to new ideas, to other people’s wisdom. Sometimes
you just have to let your team make some mistakes, and it’s okay.

If somebody really believes in something, even though I think, “That may not work,” as long
as the risk is not too high… I think one of the best teachers for them is for them to try it and fail
or for it not to succeed. It’s amazing what people can learn when you give them a little rope.
So you don’t have to be the fount of all wisdom. Let people piece together their own wisdom
through their own experience.
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Michele: Well, in the process, you’re kind of even reframing how you view failure or the risk
of some kind of mistake. It’s not the end-all. At times, letting your team try something that
doesn’t succeed is actually the means to their growing into their positions even more strongly
and maybe coming up with an even better idea. So letting go of that a little bit can actually
help develop your team unlike anything else.

Michael: Yeah, totally. I’ve seen this before. In an organization, somebody makes a mistake,
and then, again, they’re reamed out in front of everybody else or punished in some way. What
that does in an organization… It doesn’t keep mistakes from happening, but it keeps people
from taking risks, because nobody wants to get out there, fail, and be reprimanded by the boss.

So you have to create an environment that’s safe for failure, safe for experimentation, so that if
somebody fails… In my opinion, as long as they own it, as long as they’ve learned something
from it, awesome. It’s okay. We can survive most of those things. I mean, goodness knows I’ve
made enough of my own mistakes, and thankfully I wasn’t fired for most of them.

Michele: All right. The twelfth one is to communicate that you’re the fount of all wisdom. The
final tip for how to frustrate those who lead is…?

Michael: Be moody.

Michele: Oh, that’s such a winner, isn’t it? This is a great one, by the way. This is a great one to
end on.

Michael: Well, it is. It kind of goes back to the story I started with in the introduction about the
boss who… We never knew what the weather was going to be. In fact, when we would go into
the executive suite, we would ask his assistant, “How’s the weather today?” By that, we
meant, “Is the boss up, or is the boss down?” If the boss was down, we didn’t want to ask for
approval or share an idea, because we knew we would probably get turned down or rebuffed.
So when people have to manage around your emotions, that’s never a good thing.

Michele: No.

Michael: I think that as leaders, how we manage our emotions is critically important. I want to
be pretty even all the time…energetic but even. If I’m having a down day, I own that. I don’t
think we have to stay… I get discouraged from time to time just like anybody else, but I’m just
saying that as I relate to the team, I don’t have to be irritable. I don’t have to be annoyed. I
don’t have to be stressed out. All of those things are decisions I’m making.
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I’m not just the victim of these emotions that are swirling about me. I have to own my
emotional state, and that can largely be created by me. It’s to my team’s benefit when I can be
even-keeled so that regardless of what they have and what day of the week it is, they can come
in and ask me for approval or ask me to brainstorm for something without fear that I’m having
a bad day and they’re not going to get the answer they need.

Michele: Fear never, ever creates a good relationship environment.

Michael: Totally.

Michele: It just never does.

Michael: Totally.

Michele: All right. Let’s recap these 13 ways to frustrate those you lead. Again, we’re investing
our time in talking about the mistakes every leader should avoid. If you don’t avoid them,
your team will be frustrated whether or not they tell you they are. So it would behoove us to
spend some time as leaders to be proactive about making sure we don’t make these mistakes.
The first one is to not be responsive. Second, cancel meetings at the last minute.

Third, reprimand them in front of their peers. That’s very dangerous. Fourth, change your
mind frequently. Fifth, don’t bother stating your expectations. Sixth, always ask for what they
don’t have with them. Seventh, focus on the superficial things rather than the substance.
Eighth, assign them work and then micromanage the process. That will frustrate them in no
time flat. Ninth, do all of the talking. Tenth, never recognize them.

Eleventh, catch them doing something wrong. Twelfth, communicate that you are the fount of
all wisdom. Thirteenth, over all of these others, make sure you’re moody, because that will just
really accomplish a lot. Well, I have to tell you that after reading this list, I feel like I have a
little bit of a to-do list because I find myself… For the most part, I try to avoid these, but I still
find myself slipping into these habits from time to time.

Michael: Yeah. You know, as I was reading through the list in preparation for the podcast
today, I realized I was delinquent on a response to somebody. I had told them I would get
back to them, so I had to start the e-mail with, “Gosh, I’m sorry I dropped the ball on this.”
You know, we’re going to make mistakes from time to time, and that’s okay.

Michele: Absolutely.
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Michael: We just have to own it and have the intention of improving. I don’t think that being a
leader means you’re perfect, but I think it means you’re committed to constant and never-
ending improvement.

Michele: This would be a great list. These 13 ways to frustrate those you lead would be a great
one for you to jot down, write down, put in your Evernote, or something and just revisit
quarterly, even, or monthly, even, just to make sure you’re staying on top of these things like
basic communication, responsiveness, moodiness (or the lack of it, hopefully), and all of these
different things. This is just a really good, practical list for all of us as leaders to keep handy.

Well, if you enjoyed today’s episode, you can get the show notes and a full transcript at
michaelhyatt.com. In addition, if you’d prefer to watch the video, you can see that as well at
michaelhyatt.com. But before you go today, I have a huge favor to ask of you. It won’t take
more than about 30 to 60 seconds, but please head over to iTunes and rate this program.

The best way for us to get this content in front of more people is your review and your rating
on itunes.com, so just take 30 seconds and do that for us. We are so incredibly grateful. Do you
have any final thoughts for us today before we go, Michael?

Michael: No, I just think that what I just said is probably a good final thought. That is to be
committed to improving. You can always improve. There’s always another level. There’s
always something you can learn. I desire to be a better and better leader. I’m not the leader I
want to be, and a year from now, I hope I can say the same thing. I want to continue to grow in
my leadership, and I hope you do too.

Michele: I absolutely do 100 percent. Well, thank you, listeners, for joining us today. We
always enjoy having this time with you.

Remember: your life, your one and only life, is a gift. Now go make it count.


