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Announcer:

Welcome to The Carey Nieuwhof Leadership Podcast. A podcast all about leadership, change and 
personal growth. The goal? To help you lead like never before in your church or in your business. And 
now, your host, Carey Nieuwhof.

Carey Nieuwhof:

Well, hey everybody and welcome to Episode 401 of the podcast. My name is Carey Nieuwhof and I 
hope our time together today helps you lead like never before.

Carey Nieuwhof:

Super excited to have Dee Ann Turner back on the podcast. We're going to talk about crushing your 
career. I know most of the people who listen to this show are in the 25 to 35-year-old age bracket. This 
is right up your alley. And for those of us at my stage of life, too, hey, you're going to learn some stuff as 
well for those of you who are bosses.

Carey Nieuwhof:

So, anyway, we'll tell you more about the episode in a moment, but it's brought to you by our friends at 
Pro Media Fire. You can book your free digital strategy session today by going to 
promediafire.com/churchgrowth. And by The Leader's Circle, it's my new done-for-you staff 
development training at theleaderscircle.live. Can't wait to tell you more about that.

Carey Nieuwhof:

So, Dee Ann Turner served for decades as Chick-fil-A's Vice President of Talent. And as such, she hired 
thousands and was responsible for the hiring of tens of thousands of people. So, we got some pro tips 
for you today. We cover how to crush your career, advice on everything from how to prepare for a job 
interview, what to wear, questions to ask and not ask, how to deal with a difficult boss, rejection and 
firing.

Carey Nieuwhof:

She is the former Vice President of Talent for Chick-fil-A, where she has helped them shape their culture. 
She's written three books. And today, she leads her own organization, Dee Ann Turner and Associates, 
where she shares her wisdom through speaking opportunities, coaching and consulting.

Carey Nieuwhof:

So, man, we try to bring you world class conversations every single week from a variety of leaders in the 
business space to church space. And I'm just trying to learn, like you I'm trying to learn. And I want to 
thank those of you who keep leaving ratings and reviews.

Carey Nieuwhof:

Thank you to Chagall. I don't know whether you're like related to Marc Chagall, the artist whose work I 
love. But you say, "Best 1.5 hours of my week. Thank you to Carey, producers of the show. I'm a new 
and somewhat reluctant leader at my church. And this has been a Godsend in so many ways. The one 
you just had was with Scott Sauls and Sarah Anderson when you wrote this was so incredibly helpful and 
subdued. It reminded me to give this podcast a long overdue heartfelt five-star rating. No razzle dazzle, 
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empty glitter, or propaganda, just top notch content week after week. The show started great and just 
keeps amazing me. Thank you."

Carey Nieuwhof:

Hey, I really, really appreciate it. And then, one of you said, it's N. DeYoung says, "I can't put this down. 
This is the podcast I always go back to. It's by far the most consistently listened to in my library. Always 
great with world class guests. I love that Carey lets the guest speak and doesn't dominate like a typical 
host." Okay, that's great. I try to remember that. Although you know, I got a few episodes coming up 
where it's a little bit more like a conversation. I had Adam Grant flipped the mic on me, which was a lot 
of fun. But give me feedback like that. We're trying to make this great.

Carey Nieuwhof:

And here's sort of my secret mission. I want to make this like if you went for dinner or had a meeting or 
coffee with Dee Ann Turner, or Adam Grant, or Simon Sinek, or Seth Godin, what would you want to talk 
about? And I try to bring those conversations to you. So, that's sort of the goal.

Carey Nieuwhof:

Thanks for the ratings and reviews and sharing this. Hey, man, I am very, very excited about what's 
happening over at Pro Media Fire. They're doing a great job, helping churches, business leaders, and 
not-for-profits figure out digital strategy.

Carey Nieuwhof:

So, here's the reality of 2021. Everyone's online, everyone's got content, what you need is strategy. You 
need a strategy for creative design, for social media and your online pathways. And you have a limited 
budget and your internal knowledge on your team is probably limited and you're feeling a bit 
overwhelmed. That's where Pro Media Fire helps.

Carey Nieuwhof:

They have an entire team of professionals providing digital strategy and a creative framework to help 
you grow online. They work with hundreds of clients and they know exactly what is working right now. 
So, get help by getting a free strategy session at promediafire.com/growth. And today's episode is 
brought to you by The Leader's Circle. This is my brand new team development service that will help you 
grow your team.

Carey Nieuwhof:

If you're like me, developing your team is always on your mind. You're always thinking, "I got to train my 
staff. I got to bring my volunteers up to speed." And you know the drill, when you have to be the 
teacher, you have to read a book, you got to go watch a talk, you got to listen to a podcast, go to a 
conference, you take notes, then you got to digest everything and then write your first draft and then 
turn that into a presentation.

Carey Nieuwhof:

And then here's the hard part, even if you get that all done, how do they apply it? And then you do that 
if you're like me every single month, how do we grow our team? Well, now, you can take that off your 
plate with The Leader's Circle.
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Carey Nieuwhof:

Inside The Leader's Circle, you'll find a library of calorie dense leadership development content you can 
use any time plus every month, I add a new topic. And each month, each topic includes a training video, 
a meeting agenda, a slide deck, and steps to apply the content with your team. So, it's done for you, 
team development, leadership development.

Carey Nieuwhof:

And here's what we've done, we've added 10 licenses. So, you can train your executive team, your staff, 
your leadership team, but they probably have people they're working with. So, you get up to 10 licenses. 
And we've made the first month free.

Carey Nieuwhof:

So, after 30 days it's just $47 a month, which actually comes out to less than $5 per staff member per 
month. So, the price of a Starbucks, you got your whole organization trained with what I hope you'll find 
top tier training. So, you can hop in and see what The Leader's Circle is all about risk free. So, you can get 
it for a limited time at this offer by going to theleaderscircle.live. Get your first month free. I'm so 
excited to welcome you into The Leader's Circle.

Carey Nieuwhof:

So, with all that said, let's jump into my conversation with Dee Ann Turner. Dee Ann, welcome back. It's 
so good to have you on the podcast.

Dee Ann Turner:

Thanks, Carey. It's my pleasure. I've been really looking forward to being back with you again.

Carey Nieuwhof:

Well, likewise, and we have a lot of young leaders listening. So, this one's going to be fascinating, but 
also a lot of mid-career pivots. You kind of have done one over the last few years, too, stepping away 
from years at Chick-fil-A and into this brand new sphere. And then 2020 changed everything. And here 
you are, I guess we're all pivoting all the time, aren't we?

Dee Ann Turner:

Absolutely. We were talking before we got started here. And the thing about this year after all these 
years, I mean, 35 years in business, I have to tell you, what COVID did for me is I learned more in this 
one year than I probably have the last 10 years combined. Just how to market differently, the whole 
digital spaces, it's actually been really good for my personal growth.

Carey Nieuwhof:

Well, that's interesting because you were saying you do about 50 mostly corporate keynotes a year, 
flying all over the place. And obviously, that got derailed with everybody. So, what happened? Catch us 
up.

Dee Ann Turner:
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Well, like a lot of people when March hit, everything was canceled. And it got really quiet between 
March and June for me. But to tell you the truth, I had been on the road three different cities for 12 
straight weeks promoting Bet on Talent. And so, it was really actually, I needed the rest, I needed the 
time home with my husband, our college age son was at home and I was writing Crush Your Career. So, 
it was a great break to finish up my book.

Dee Ann Turner:

It's interesting about this book, the publisher, Baker Publishing Group, and I had been talking about 
what my next book would be about. And they really wanted me to write the book that I wrote. But I 
push back a lot, this was in the fall of 2019. And people in the job market, especially millennials and Gen 
Z, they had more work than they could dream of.

Carey Nieuwhof:

What was that 3% unemployment heading into the disruption, like it was almost full employment 
economy.

Dee Ann Turner:

Yeah, I mean, in fact, in my entire career, I've never seen anything like it. So, I was a little bit like, they 
don't need this book. I mean, I had a 26-year-old son had been in this company six months, and he 
already had three job offers to go somewhere else. And so, I was like, "I don't need this."

Dee Ann Turner:

Well, Carey this book, I finished the first draft and submitted it on March the 20th. And I thought God 
knew better than I did about what would be needed in the coming year. So, I'm glad it worked out that 
way.

Carey Nieuwhof:

Well, but even so, there's that stat that the average person graduating in the last decade would have 
five different careers, not just, I don't know, I'm making it up. But you know what I mean, we've all seen 
that stat. But that was somewhat true.

Carey Nieuwhof:

But let's go back to interviewing, because you were responsible for interviewing at Chick-fil-A. So, I got 
to ask you, how many people do you think, it's probably an estimate, you interviewed over the years at 
Chick-fil-A, or were responsible for interviewing? You know what I mean? You didn't do it all directly, but 
how many people would you have processed over the years?

Dee Ann Turner:

Well, actually, it's funny. So, I did do it all directly. Really, I mean, I was the gatekeeper for the 
organization. So, I really did interview anyone who was definitely selected to be a corporate staff 
member or franchisee. And then earlier in my career, all kinds of candidates. And so, I thought about it 
and over time, and I know that I selected over thousands of people in those roles. So, given how many 
people had to interview in the growth of the company, I'd say it was probably in the tens of thousands 
of people that I evaluated.
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Carey Nieuwhof:

Wow. That's a lot of people. I would love to know what were some of the automatic get rid of this 
person you don't even pass go on the interview. Were there any just killers right up front? It's like, well, 
we don't need to use this full 30 minutes. Any things like that that you'd say, "Yeah, don't do this, guys if 
you're looking for job?"

Dee Ann Turner:

Well, this is a funny story. And I don't think I've ever told this story publicly, but I'm going to tell it to 
you, Carey.

Dee Ann Turner:

So, we were in the food service business, and the president of the company met every candidate that 
came through. And sometimes he would be in the men's room and a candidate wouldn't wash their 
hands. And he would come and tell me so. I mean, because we're in food service. I mean, you have to 
have good hygiene habits.

Dee Ann Turner:

And so, I mean, that popped up when you said that like, is anything automatic, because I really tried not 
to ... Early in my career, I was bad about going on gut feeling about somebody. In fact, I almost was 
prideful. And this is bad, but I'm being very transparent. I was prideful that when I know 30 seconds 
after somebody got off the elevator on our floor where they're not going to be selected.

Dee Ann Turner:

And as I grew, I realized that that was a really bad practice because you need to do the due process and 
learn about a candidate. And there's a lot of them I would have been wrong about and a lot of them that 
we should have selected that I wouldn't have and a lot that we didn't select that we should have. So, I 
learned to go a lot deeper on the process.

Dee Ann Turner:

But the number one thing that I really looked for in an interview with somebody with a heart to serve, 
because we were in the service business. We were in the people business and taking care of guests. And 
that had to be throughout the entire organization.

Dee Ann Turner:

So, if we had a franchisee candidate or a staff member that didn't really have the heart for service, I 
knew that wasn't a good candidate. And that was pretty much an automatic done deal.

Carey Nieuwhof:

I want to not leave behind what you said about interviewing on gut. So, I kind of felt convicted by that 
when you were saying that and have done that before, not particularly successfully.

Carey Nieuwhof:

And then I think you're dealing with a lot of young leaders, a lot of entrepreneurs, a lot of pastors, 
church staff, who would do that. They're like, "Oh, I can tell within 30 seconds or a minute that I'm going 
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to hire this person or not." And a lot of us have gotten in trouble over it. What were some of the things 
that you thought you could trust your gut for that turned out to be faulty?

Dee Ann Turner:

What a great question. I think gut is about judging chemistry. Is this person going to be a great fit from a 
chemistry standpoint fit on the team? And what I learned about chemistry is chemistry is not about 
getting along with everybody on the team. That's not great chemistry. Great chemistry is when 
somebody can actually bring their differences to the table and collaborate in such a way that they 
influence other people on the team. That's great chemistry.

Dee Ann Turner:

Well, you can't get there by just my gut feeling is they had a good handshake, and I smile, and we're 
transparent about telling me who they are. You need to go a little further with some good behavioral 
interviewing questions to understand how they're really going to bring that.

Dee Ann Turner:

And I think that's where we go wrong is we think we can judge chemistry with a gut. And I'm not 
discounting that, by the way, because if you have that warm hearted impulse that something's not right, 
it probably isn't. But I think more times than not, sometimes when we think something is right, we need 
to go a little bit further and seek the evidence that really backs up that gut feeling.

Carey Nieuwhof:

Yeah. That kind of leads me into the second half of the question, which is, okay, are there some things 
you can still trust your gut on? Like tens of thousands of candidates later or thousands of candidates 
later, you're like, "Yeah, my gut is usually right on this one." It's really interesting. I think a lot of leaders 
end up leading by their gut. And sometimes that helps us and sometimes it kills us. So, I'm just curious 
what you've discovered.

Dee Ann Turner:

What I did and what I always taught my staff was a couple things, where there's smoke, there's fire. And 
so, if you're sensing something with your gut that it's not right, always called it pull the string. Go three 
questions deep.

Dee Ann Turner:

And so, usually if you get that warmhearted impulse or that feeling in your stomach that something's 
just not right here, it probably isn't. And that was when I felt more sure about it. I felt less sure about 
when I was like, "I really liked this person. I really think they're going to be a great fit." I was less sure of 
that. Sometimes that required a little more investigation, but when something was awry, usually if you 
started digging, it just got worse.

Carey Nieuwhof:

No, that is good. And sometimes I've found myself I don't really want to know the whole story because I 
really liked this person. What are some things that you will always click down on? Like you will always 
say "I need to know more about this? When you're hiring someone?
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Dee Ann Turner:

Well, I'm really looking at three things when I'm selecting talent. The first thing I'm looking for is 
character, character that matches the organization. When you think about it, the culture of the 
organization is made up of the character of the people in the organization. So, if you don't want to mess 
up your culture, you need to be really careful about the character of the people you select.

Dee Ann Turner:

So, I'm looking for people whose personal mission and purpose and values align with the organization. 
They of course don't have to be exactly the same, but they need to align somewhat. So, that's the first 
thing I'm looking for.

Dee Ann Turner:

The second thing I'm really digging into is competency, competency that matches the role. In an 
organization like Chick-fil-A, who grows a lot from within and has low turnover, and you're looking for 
people who don't just fit today's role, but do they have the potential to fit future roles as well.

Dee Ann Turner:

And within that competency, I'm looking at things like leadership track record, or track record in general, 
a track record of making good decisions about their career and things that make sense of the skills 
they've obtained along the way. I'm looking for success in all kinds of different ways. It might be 
academic success, although I don't think that's always a predictor of future success. It might be in it 
certainly job success.

Dee Ann Turner:

And for people who are early in their career, I'm looking at other things they did that are outside of 
work, in school and the things that they've committed themselves to, and how well did they stick with it 
and what did they achieve along the way?

Dee Ann Turner:

And then lastly, we've already talked about that chemistry piece. That's the third thing I'm looking for is 
chemistry that matches the team.

Carey Nieuwhof:

And we did a whole other interview, we'll link to it in the show notes on recruiting and talent and all that 
stuff. But it's always fun to revisit that.

Carey Nieuwhof:

I want to flip the hat here. So, I haven't applied for a job in 26 years. I was thinking getting ready for this. 
It's like, I start things that nobody has to fire me or hire me. But anyway. So, it's been a long time. You 
make the argument that candidates approach jobs very differently today than they may have in the '80s 
or '90s. What are some of the shifts that you've seen over the decades in how people are approaching a 
job interview?

Dee Ann Turner:
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Well, certainly, if you take out the anomaly of 2020.

Carey Nieuwhof:

Yeah. Let's just talk general.

Dee Ann Turner:

Yeah, sure.

Carey Nieuwhof:

We're well over 2021 here and people be listening to this years down the road. So, let's talk about just 
generally, the cultural shifts that have happened.

Dee Ann Turner:

Well, I think the biggest difference is the choices in career planning. The people entering the workforce 
today just have so many more choices than we did back in the '80s. I came out of school in the '80s, 
we're in the middle of a major recession. And we were just trying to find any job we could get. And as I 
remember, there wasn't much room for negotiation.

Dee Ann Turner:

And now most people starting out, they have multiple job offers, whether it's in the business arena or 
nonprofits or starting their own business, it seems like their options are just a lot more. And then I think 
about the purpose of our generation. We went to work to make a living. In this new generation, Gen Z 
and these younger millennials, they're truly trying to make a life.

Dee Ann Turner:

And so, I think that their focus as they go into an interview, they're focused on much bigger picture, 
what is the culture of an organization? What is their lifestyle going to be? Versus just "what is my job 
going to be and how I'm going to be trained?"

Dee Ann Turner:

Many of them will have a path and they'll make multiple moves to get where they want to go. But at the 
same time, they want to be part of something that's impactful and that makes a difference. And I really 
see this in Gen Z.

Dee Ann Turner:

When I think about the interview itself, there's so much more information at a candidate's fingertips. I 
mean, they can go to Glassdoor. They can go to Indeed. They can find out the exact questions that the 
interviewer is going to ask because people post what they've been asked. And so, they actually come 
prepared with answers that decades ago would have never happened that way. They wouldn't have had 
any idea basically what the interviewer was going to ask.

Dee Ann Turner:

So, all of that has changed the game a lot. And I think mostly what's changed the game is simply what 
you said for, it's a buyer's market. And that's changed the game a lot.
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Carey Nieuwhof:

Yeah, it's interesting because I got my first job in the '80s. And you're right, it was such a different world, 
something that someone in their 20s or 30s would have a hard time wrapping their head around. I 
mean, was kind of like, did your parents know anybody who was hiring? Did you see something in the 
newspaper? I mean, it was that long ago.

Carey Nieuwhof:

And then you would just apply for a few or it's like, "Well, my dad's a plumber. So, maybe I'll do 
plumbing," or "I know this guy who's a lawyer, so maybe I'll apply to law school." It was a really narrow 
field.

Carey Nieuwhof:

And what I've discovered and see if you can speak into the young leaders who are listening now, but 
having a lot of young adults in my life, it used to be a very standard question was "what do you do when 
you grow up?" And everyone kind of had an idea, I want to be a teacher, I want to be a doctor, I want to 
be a lawyer, whatever it would be, a mechanic.

Carey Nieuwhof:

And now it seems to be almost like a terrifying question to people because the number one answer from 
people I know in their mid-20s is I have no idea what I want to do with my life. There's so many options. 
I can't make a decision. Do you see that trend? Any thoughts or comments on that or what you're seeing 
from this paralysis of choice?

Dee Ann Turner:

Yeah. I see it in my own household as a matter of fact. Got some young guys that have all kinds of things 
they want to do. And I see it differently. I know they see it as terrifying. I see it as amazing to have so 
many choices. And the reality is you can pursue all them because we are in a gig economy that you can 
look at the big change that you made in your life, well, going from being a lawyer to a pastor, and now 
the work that you're doing now and they'll do all of that-

Carey Nieuwhof:

And now, the leadership development. Yeah, I know.

Dee Ann Turner:

Yeah. So, I think that that's the thing that I keep trying to coach the young people that I work with on is 
not to be dismayed and discouraged and terrified by the options, but actually, the world is truly your 
oyster.

Dee Ann Turner:

And so, the important thing is find out what your calling is. Calling and career can be very different 
things. But figure out your calling. What it is you want to do in this world in impact? And then find jobs 
in a career that matches up to help you achieve that best.

Carey Nieuwhof:
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Okay. So, you just dropped a big bomb. You should see my inbox over the years. How do you discover 
your calling? I know that's a whole other podcast. But any thoughts on that? Because a lot of people 
struggle with that. I have some thoughts finally, after three decades of how to discern your calling. But 
that is a really complicated question, particularly to young leaders.

Dee Ann Turner:

Well, certainly, and we could do multiple podcasts. And I think it's a long process. I think of my own 
story, and all my life, I wanted to be a writer from the time I was eight years old, I wanted to write. I was 
almost 50 years old before I actually got to publish a book. So, I had quite a path. And along the way, 
what I learned is writing was one of those ways, but my real calling was that my path was to help other 
people find their path.

Dee Ann Turner:

And so, I could do that all kinds of ways. I could do that in a human resources role, I could do that as a 
mentor, I could do that as a speaker, I could do that teaching Sunday school. I mean, there's all kinds of 
ways that I can help people do that.

Dee Ann Turner:

But I think finding the calling is a long-term pursuit. Now, there are things that I ask people, I say things 
like, "What gets you up in the morning? What is it that stirs your soul to get out of bed?" That's a good 
indication of the neighborhood of your calling.

Dee Ann Turner:

I love the question of "when do you feel God's pleasure?" Because that tells me a lot about what my 
calling would be. And for me personally, I really felt his pleasure when I was helping those people figure 
out, "oh, this is what I want to do vocationally. This is what I want to do for my life."

Dee Ann Turner:

And I think that knowing what others tell you, you do best. Sometimes we can't see that in ourselves. 
We need others to point out and that happened with me, that I didn't have any intention of having a 
career in human resources. And it was actually somebody else that said, "Do you understand you have a 
gift? Do you understand this is your talent?" And I didn't understand that, that it was something special. 
So, we need to count on parents and mentors and teachers and coaches and others to help us see that 
as well.

Carey Nieuwhof:

I want to develop that a little bit more, Dee Ann. So, I'll just sort of throw this at you and give you a 
chance to respond. But I think was Todd Wilson from Exponential. He interviewed me once for a podcast 
he did on finding your calling.

Carey Nieuwhof:

And he helped me see something. And I think it was Peter Thiel or someone else, who sort of said of all 
the different things he did, it kind of boiled down to there was a common thread. And I look back at my 
life. When I was 16, I walked into a radio station, ask them to hire me. Then I did history, then I went to 
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law school, got into law school, really drawn to the courtroom side of law, but then felt a call into 
ministry. Hard right, hard left, whatever you want to call it.

Carey Nieuwhof:

End up in seminary. I led a church for 20 years. Then all of a sudden, I launched a podcast, started 
writing books, started speaking. Now I do this full time. And where is the common denominator and all 
that.

Carey Nieuwhof:

And finally, the light went on. And this is decades down the road for young leaders. It's like every single 
one of those steps was about communication. Radio was communication, law, married to a lawyer. She 
loves contracts and all the details. I don't care about details at all. It's just put me in court in front of a 
judge, let me make up his mind.

Carey Nieuwhof:

Favorite part of the job in ministry was preaching. Guess what? I launched a podcast as a hobby. Now, 
it's a thing. And I write books and I speak and it's like, all of that is communication. And I would say 
God's gifting as a communicator. My call is to help leaders and I do that using my gifting of 
communication, but that took me decades to figure out.

Carey Nieuwhof:

I couldn't have articulated that when I was 40 and barely when I was 50, that was a few years ago. What 
would you say to young leaders? Do you see anything in that? Do you see that in your life? Are there 
clues along the way? I'm just curious.

Dee Ann Turner:

I'm sure. And I think about, I had this job in college that I didn't think much of at the time, but I worked 
in the recruiting office, recruiting students there. And I didn't connect those things. I mean, it didn't 
even occur to me, but like you said, you start picking up these little pieces. And then if I looked back, 
even as a teenager, and the things I chose to lead, I was editor-in-chief of our school newspaper. So, I'm 
thinking that's about writing. I'm thinking that's about my journalism future. But it was really about my 
leadership for future.

Dee Ann Turner:

And so, those little pieces you do pick up along the way. And I think what happens is instead of putting 
ourselves in a box, actually just blow that thing wide open, and go, okay, I'm going to be open to 
recognizing all of these things and helping other people point them out at me. And seeing that I need 
plan A, plan B, plan C, and there's nothing at all wrong with that. Instead of feeling like, I've got to find 
the thing and it's going to the thing from now on. And I don't think that's reality anymore.

Carey Nieuwhof:

Yeah. I wonder if that's the false promise is like, once I find my calling, I will know the thing that's going 
to carry me for the next two decades, five decades, whatever. I think that's good. Hopefully, there's 
some clues there for young leaders.
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Carey Nieuwhof:

So, one of the things you talk about in your new book is you kind of start with character. So, again, a lot 
of young leaders listening, what would you say to them about their character if they're applying for a job 
or how that impacts their career, or where they're going in the future?

Dee Ann Turner:

Well, I put that in there because I strongly believe that character determine success in life itself before 
you even think about working and developing your character, the decisions that you make, the 
judgment that you use, all these things lay a foundation in your life.

Dee Ann Turner:

When I was leading talent at Chick-fil-A, I had a file folder of experiences that I would have with 
candidates about things that would come up that basically were character flaws. Now, this was all 
anonymous. Don't get the wrong idea. But just these lessons of things that would happen, these 
decisions that people made that were so unfortunate that impacted their future.

Dee Ann Turner:

And I use this for coaching with my sons. We would talk about it at the dinner table, again, not by 
person name, but just talk about the issue. And because that can derail you faster than anything. You 
can mess up from a performance standpoint. You didn't know how to do something, you weren't well 
trained to do something, you missed a deadline, all those things are a lot easier to get over then 
character flaw.

Dee Ann Turner:

So, I think beginning from a very young age, I mean, this is something that I encourage parents to do 
when I talk to them about Crush Your Career and how your kids can do that is start with their character 
and start when it's young, and help them develop that. Help them get a sense of what their personal 
purpose is, why they're here, what's their big goal in life, what's their mission, and of course, what their 
core values are? What are the beliefs that they hold most dear that's going to determine their behavior? 
And all of that starts, I believe, in our family and really before we can identify what we're developing.

Carey Nieuwhof:

So, all of us are a work in progress when it comes to character. I think of myself in my 20s and I think of 
myself today, what are some essentials that you think are just bedrocks for character?

Dee Ann Turner:

Although my number one thing that comes to mind is integrity. Doing what you say you'll do when you 
say you'll do it, how you say you'll do it, showing up. I mean, just that one word to me is like, if you can 
be a person of integrity, I think you have a very strong foundation on character.

Dee Ann Turner:

By the way, one of my favorite books of all time is Dr. Henry Cloud's book Integrity. And I recommend it 
to all the young people that I engage with. So, I think starting right there, integrity is a very important 
solid value.
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Dee Ann Turner:

I think the other thing is really, and again, it doesn't mean that this doesn't develop the older you get, 
but really trying to say, what's my purpose here? Because I think that drives everything. And if we can 
identify a purpose, especially one that's bigger than ourselves, I think that helps drive our character and 
helps us be a filter for the decisions we make because every decision we go back, does that fit with what 
I said my purpose is? Does that fit with my core values? I think that helps make better decisions along 
the way.

Dee Ann Turner:

And of course, from my perspective, being a person of faith, I think a Biblical foundation has a lot to do 
with that, too, if we can instill that from a young age and go back to that. A friend of one of my sons was 
spending the night with us one time, and I went to, I guess a good night check on them or whatever, 
found him with his Bible reading Proverbs. He said, "I read them every night." And I mean, what wise 
words to shape your character than to read the book of Proverbs. So, I think those things are very 
intrinsic. And by the way, some people don't have good examples.

Carey Nieuwhof:

Yeah. No, they come from really tough childhood, right?

Dee Ann Turner:

I mean, they come from tough backgrounds. Yeah. But I think that, still, I mean, if somebody is in that 
situation, they're listening to a podcast like this, they're filling themselves with good information that's 
going to help them they can still create that character. And just because you make a poor decision 
somewhere along the way doesn't mean it's not overcomable. And that doesn't mean you can't reshape 
your character from what you learn from that.

Dee Ann Turner:

As I interviewed people, and we got into these issues of character from time to time, poor decisions that 
had been made that impacted somebody's career track. One of the things I look for was not the mistake 
they made, but what was the recovery. What was their response to mistake?

Carey Nieuwhof:

That's good.

Dee Ann Turner:

Because I think that's what's most important. And it's about, well, did you keep doing that? Or did you 
give up that mistake? I mean, I think that's where we really learn about person's character is their ability 
to recover from it.

Carey Nieuwhof:

So, your book has a lot of practical advice. I want to walk through some really concrete steps. So, 
William Vanderbloemen, on this podcast, talked about 2021 and people been listening long after that 
being a year of turnover. And it made a lot of sense because people basically didn't move or didn't quit 
their job during the pandemic. It's like, "agh."
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Carey Nieuwhof:

But let's assume a lot of people are interviewing or saying, "Well, now the world's kind of reopening, I'm 
going to look at my options." How do you prepare for the interview? How do you prepare for a job 
interview? Again, I haven't done this in 26 years. So, help me out here.

Dee Ann Turner:

Sure. Well, first of all, I think it's important and this is what I tell the people I mentor is know yourself 
and know the organization. So, let me talk about what that means.

Dee Ann Turner:

First, know exactly what you want to be sure this organization knows about you. It's like starting with 
the end in mind. And so, you're looking at the skills, the experience, the goals, your aspirations. And 
then you want to do research on the organization. And then prepare five to seven strong questions for 
each person you're going to interview with this based on their role in the organization.

Dee Ann Turner:

Now, as you do this, be sure you've done your research. So, the only questions you're asking are things 
that can't be found on their website or at Glassdoor indeed. And then, when I think about ... Well, I was 
going to tell you the story, it's funny.

Carey Nieuwhof:

Yeah. Tell me the story.

Dee Ann Turner:

This is funny. My 21-year-old son was interviewing for internships, and he was using all this coaching 
advice. And so, he went on Indeed and he found the questions for this particular organization, this 
particular role. And the question was, "if you could be a vegetable, what vegetable would it be and 
why?" So, you just never know what kind of questions you're going to be asked. So, you need to be 
prepared and that's a great way to do it.

Dee Ann Turner:

And then, the other one that I thought about, the one I always hear people we ask is, "what's your 
superpower?" And so, there's some really off the wall things that you want to be sure, not just why do 
you want this job and where do you see yourself in 10 years. But there's some other things out there 
you need to really prepare for to have a good answer.

Carey Nieuwhof:

Did you have more?

Dee Ann Turner:

Well, I do. But you go ahead.

Carey Nieuwhof:
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Yeah. I was going to say, what would you say for those questions you want to bring the employer? 
Obviously, they've been on the website. They know what the company does. They've researched the 
boss or the person who's interviewing them a little bit. What would be some kinds of things, some 
helpful questions?

Carey Nieuwhof:

Because I agree, there's some times where I set time aside to meet with someone, and it's pretty clear, 
and this could be in a job situation, or it could just be they wanted to pick my brain and it's pretty clear, 
they barely listened to a podcast interview. They've never read anything I wrote. And I'm like, I don't 
know why we're meeting.

Dee Ann Turner:

Yeah. Well, so the way I look at it, I kind of flip the script. So, if I interview candidates based on character 
competency in chemistry, then if I'm a candidate thinking about how I'm going to approach the 
organization, I'm doing exactly the same thing.

Dee Ann Turner:

I want to know first about the character of the organization. I want them to give me examples of how 
the purpose is lived out, how leadership demonstrates the core values of the organization. I'm going to 
ask those kinds of questions. I'm going to ask questions and ask for examples. Tell me a time of when, 
flip the behavioral interviewing question, if you will.

Dee Ann Turner:

I'm wondering want to know things like how are you going to evaluate my performance? What does 
success look like in this job? What happened to the last person that was in this role? Where did they go 
from here?

Dee Ann Turner:

Then I'm going to want to know about chemistry. Tell me about the team I'm going to be working on? 
How did they measure their goals? What does team success look like? What does team failure look like? 
What does this team do for fun?

Dee Ann Turner:

So, I always like a framework for whatever I'm doing, and that kind of gives me an outline that I want to 
know about the character competency and chemistry of the organization about the role that helps me a 
lot in determining what questions to ask.

Carey Nieuwhof:

That's so helpful. Any other thoughts before we move on, on preparing for the interview?

Dee Ann Turner:

Well, the other is just your appearance. And certainly, I mean, I'm trying to imagine what it would be 
like. And lots of people, people listening this podcast have experienced this. Some people got new jobs 
in 2020 they've never met their boss in person. I was asking my 21-year-old son, who went through that 
whole internship interviewing virtually.
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Dee Ann Turner:

And I said, "What would you tell people about parents?" He said, "Wear the whole outfit. And it's not 
just because someone might see your pajama pants." He said, "That's not the point." He said, "If you're 
dressed from head to toe like you would be if you're in person, it creates the confidence you need to 
project." He said, "My dress shoes were better than my flip flops, because I felt in the role from head to 
toe."

Dee Ann Turner:

And so, I communicated that in my interview, and I thought that was really great advice. And then he 
talked about virtual interviews. And since I think a lot of people are still doing those, I'll mention these 
things. The lighting, you don't want to look like you're in witness protection program. So, invest in a 
small ring light that will light you up. Get good sound, those microphones that you can plug into your 
computer don't cost much, and neither does an external webcam.

Dee Ann Turner:

And those three things can just give you a little bit edge on everybody else because it's going to make 
your appearance come across much stronger.

Carey Nieuwhof:

Let's talk about dress code a little bit, because that has shifted significantly. When I was in law, it was 
basically blue suit, gray suit. That was it. I remember the day someone wore a purple custom suit in the 
office, and they never heard the end of it. Anyway, but yeah, dress code has shifted a lot, whether it's 
virtual or in person. Advice for young leaders who are applying for a job, do you dress up? There's an old 
saying dress for the job you want not the job you have. Does that still apply? Any other thoughts on 
dress code?

Dee Ann Turner:

So, first of all, I think you want to dress a little better than whatever their standard is. And there's a 
couple ways you can find out what their standard is. Of course, go on their website, go on their 
Facebook page, their Instagram, their TikTok. Look at what people are wearing at work. And that'll give 
you the first clue.

Dee Ann Turner:

And then there's no reason you can't just ask the recruiter, "Hey, what's appropriate for dress in your 
environment?" And so, if they say business casual for a guy, or even a gal, I would say that I might put on 
a jacket with that. Just dress it up just a little bit so you're just a little bit of whatever they call it. They 
say, really casual, then maybe go business casual with a nice pair of slacks and a dress shirt.

Carey Nieuwhof:

Yeah. Okay, great. So, just that sort of level up and make sure you're on your best. Any other do's or 
don'ts for job interviews that you want to cover?

Dee Ann Turner:

There's so many, Carey.
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Carey Nieuwhof:

Give us some don'ts. I mean, I always love the don'ts.

Dee Ann Turner:

Yeah. I mean, I remember this guy you come out to meet him and he doesn't stand up. So, just that 
simple thing of making a great greeting. Don't treat people who aren't part of the job interview process 
like they're not important.

Dee Ann Turner:

Be polite to everybody, the receptionist, whoever greets you, whoever schedules your interviews. It's a 
virtual interview, and somebody scheduled you go out of your way to thank them for scheduling the 
interview. Make everybody who's part of the process feel important. You'll make a much stronger 
impression.

Dee Ann Turner:

Always follow up. Don't forget to send that message. And that handwritten note. I recommend that 
after the interview, that you email everybody that was a part of your process and thank them. And the 
next day, you write a handwritten note to each person who actually interviewed you. Handwritten notes 
really make you stand out, by the way.

Carey Nieuwhof:

Yeah, I was going to say because I agree 100% with what you're saying, but I want to know why it 
matters. For somebody who's not convinced or they're like, "Well, I don't know. Nobody asked me to 
write that thank you note or is that going over the top? Or am I trying to kiss up." Why does that make 
such a good impression on an employer?

Dee Ann Turner:

Well, for me, I'm looking for people willing to go above and beyond because I worked in an organization 
that had a principal make second mile service second nature. And so, to me, that's an extra above and 
beyond these days to get a handwritten note and because one in 10 do it, it really makes you stand out.

Dee Ann Turner:

Now, in all honesty and this paperless society we're in, I didn't necessarily ... We did have files and I kept 
them. Somebody might not necessarily keep the note, but they certainly remember that you wrote it. 
And it makes an impression.

Dee Ann Turner:

And not only that, two days later, if they're still evaluating candidates, they get a handwritten note from 
you, and you're not lost in the thousands of emails they have, you can really stand out as different.

Carey Nieuwhof:

Not that hard, is it?

Dee Ann Turner:
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No, it's not. And by the way, that just not for interviewing, but send handwritten notes for any occasion 
these days, and you get noticed.

Carey Nieuwhof:

Yeah, that's something I learned from our mutual friend, Jeff Henderson, very convicting. Yup. Every 
guest I think, we're almost 400 episodes in, has gotten a handwritten note from me, thanking them for 
being on the podcast. And I've terrible handwriting, but I do it anyway. And I think it does make a 
difference. And I'm always excited when our mailbox has a handwritten note in it. It really makes a 
difference.

Carey Nieuwhof:

So, here's a weird question for you, length of answer in a question. If I'm being interviewed for a 
podcast, I will often say to the interviewer ahead of time, and I know it's not a job interview, but what's 
your target length for this episode? Thirty minutes. And I'm like, "Okay, I should give two-minute 
answers."

Carey Nieuwhof:

Is there a good rule of thumb for how much is too much and how little is too little in a job interview? Do 
you have any sense of the rhythm or pacing of a job interview if you're a candidate? I can go on forever, 
if I'm not careful.

Dee Ann Turner:

Sure. Well, what I do is encourage people to really watch the body language of the interviewer. First of 
all, you don't want to give short yes, and no answers that don't have any content to it. So, obviously, 
short is not good. Really, the question is, how long do I go? One thing, one reason we end up rambling is 
we don't know where we're going.

Dee Ann Turner:

So, I tell people to start with the practice of start with the end in mind. When you're asked the question 
and if you've prepared, you're going to know what most every question is, and you've given a thought 
about the conclusion you want to leave the interviewer with.

Dee Ann Turner:

So, if they asked you a question about, "Okay, tell me your number one goal in the next three years?" 
You know what that goal is, so you know where you're going to end up, you're going to tell them the 
goal, you're going to give them an example of how you achieve it, and then you're going to stop to see if 
they have follow up.

Dee Ann Turner:

But I think that's just a natural rhythm if you can get into, if you're asked the question, immediately 
know, I know where I want to end up. That'll keep you from rambling because you're going to work your 
way there and incorporate, and you didn't ask for this, but I think this is one of the best things a 
candidate can do because this is really what the interviewer wants, incorporate a story or an example 
every time you give an answer.
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Carey Nieuwhof:

So, "when I was on my last firm, I did this." Yup, that's great advice. Okay, switching gears a little bit. You 
talk about raises in the book. How do you ask for a raise? That is really fascinating. What are some good 
practices, bad practices on that?

Dee Ann Turner:

Well, it's so funny that I mentioned it because I never asked for a raise in my life. But I talk to a lot of 
young people that this is a real struggle. And I was on the side of people asking me for a raise. But 
actually, I did ask one early in my career, and I did it so poorly, I didn't do it again. But first of all, timing 
is everything.

Dee Ann Turner:

So, you need to be aware of what's going on in your organization before you go ask for a raise. And if 
you just had layoffs, this sounds obvious but I'm surprised at how many people there's a layoff and 
they're like, but I want a raise.

Dee Ann Turner:

If they've had layoffs, if they're having a bad year in profits or sales, any of those things, as much as 
you'd like to raise, you've got to consider where your company's at and that might not be a good time. 
You want to make sure that you actually talk with your boss in person, or these days on Zoom in person. 
I mean, again, you'd be surprised how many people want to send an email or a text message to talk 
about this.

Dee Ann Turner:

If your company's doing well, what you want to do is point to your results of how you've helped them 
achieve that. That's really the discussion to have is to explain any additional responsibilities you've taken 
on, any competencies you've gained, and the results you've produced. Your boss is not interested in all 
the tasks you completed unless they led to some results.

Dee Ann Turner:

So, the way usually people get raises unless their automatic cost of living raises, a merit raise usually 
comes from taking on more responsibility, adding to your competency, some kind of certifications, 
classes that you took, skills that you gained. And then lastly, and most importantly, are the results. And 
so, you want to be very prepared with the data that backs up exactly what you did to contribute to the 
team or organization success.

Carey Nieuwhof:

You've taken me back at the law firm I was at. I only worked there for a year. We were underpaid 
compared to the other downtown firms. So, one of the first things I did when I got hired there was 
negotiated for a 50% pay increase for the articling students and really angered one partner, but made 
the other ones really happy. And then I made the money back.

Carey Nieuwhof:

Yeah, that was fun. It was like, wow, that's what you do when you're in your 20s. It's just like, I think we 
should be paid back. And I went in with data and researched everything. And they're like, "Okay, you get 
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more money." I wouldn't be nearly as confident today. How do you broach that subject? If I'm your boss, 
what are you saying to me to break the ice on that?

Dee Ann Turner:

The first thing comes to mind is what you're not saying and then I'll get to what you are saying. Because 
what you don't want to do is go in and make threats. "If I don't get more money, I'm leaving." And again, 
people really do that these days. You can make those decisions later. That shouldn't have anything to do 
with the discussion you're going to have with your boss.

Dee Ann Turner:

So, when you go to ask for a raise, I think you say, "Hey, there's some things I've been researching." So, 
number one, you need to know your market value, just like what you did. That was very smart, you 
knew your market value.

Dee Ann Turner:

And so, you find that out. "And this is what I understand to be the market value. And so, I'd like to have 
a conversation about the responsibilities I've gained, the competencies that have increased this year, 
and the results I've created."

Dee Ann Turner:

If your boss doesn't want to listen to that conversation based on what I just said, you're probably in the 
wrong organization, because that's a great approach. And you're being really clear about what you want 
to talk about.

Dee Ann Turner:

And then after you've talked about it, I think it's a question. "Do you see that I fit that what market level 
is for our pay for this" or you may be above market is like, "do I exceed your expectations enough that I 
should be paid above market level for this?"

Dee Ann Turner:

And you put it out there and you can't control the outcome. All you can do is put the information out 
there and let them make a decision. They make their decision, then you make your decision, and how 
valuable you are to them will depend on how they respond to that.

Carey Nieuwhof:

You talk about rejection, failure, disappointment in your book, which I'm so glad that that you cover. 
How do you handle it if you make the request for a raise, and it gets rejected? If you apply for a job. Let's 
say it's job number 10 this year, and you keep getting rejected, failure. What are some strategies or 
approaches for leaders who are in that season right now in their work?

Dee Ann Turner:

Sure. Well, one of the things I talk about in Crush Your Careers, it sounds like this book all about how I 
use my own success. And now I'm writing about it.

Dee Ann Turner:
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I actually say in the introduction, that this book is far more about my own failures and mistakes that I 
made and what I learned from it because people learn a lot more from your mistakes.

Carey Nieuwhof:

Oh yeah.

Dee Ann Turner:

And if any of us have success, we're all going to experience failure or rejection at some point in our 
career. And as I said earlier, of course, how we respond to it is important. And don't forget that rejection 
is not always our fault. I think sometimes people own that, like "I did something." It's sometimes it's 
unfounded.

Dee Ann Turner:

But here's some of the things that I recommend dealing with rejection. The first is to understand your 
identity is not in your job, or your title, or your role in the company. We all know that our identity is in 
Christ and our faith. So, I think staying grounded in that will help you manage failure. I mean, that's like 
the foundation of managing failure.

Dee Ann Turner:

And then secondly, what I suggest is that you examine your own heart. When rejection affects us 
sometimes, what we find out is there are things that are hurt in there that cause us to respond in such a 
way.

Dee Ann Turner:

So, identify the hurts and heal those, and the behavioral follow. So, I'm going to give you an example. I 
was giving coaching one time to one of my team members, and she was treating some of her staff pretty 
badly. So, I started talking to her about this. And what I realized is that she had some hurts going on, and 
hurt people hurt people.

Dee Ann Turner:

And so, I kind of stopped the conversation. I said, "Look, this is what I see. And it's really not my 
business. But I'm going to give you this feedback. And then you can decide what to do with us. And I see 
some real hurt here. And I think you need to peel back those layers."

Dee Ann Turner:

And when I started talking about some of the things I was seeing that needed to be changed, she started 
making a list, I can do that, I can do that, I can do that. And I stopped her. I said, "If you'll heal the hurt, 
actually, those behaviors will follow and you don't even have to make a checklist because this is coming 
from a place that isn't working for you."

Dee Ann Turner:

So, I think that that's really important that you look at if I've failed and it has anything to do with the way 
I've treated people or the way I'm performing, it might have something to do with a hurt that needs to 
be taken care of.
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Dee Ann Turner:

The third thing is to admit that rejection might not be about you who at all. Some things you can't 
control. And so, you just have to let go of those because one of the examples I give in the book was a 
young lady who was working for an organization and she was giving a presentation and somebody had 
decided that that's something that she was doing had to do with a racial issue.

Dee Ann Turner:

And I knew it had nothing to do with it. By the way, she told the story, and her leader told the story, but 
somebody else in their organization took it differently. And sometimes you just can't do a whole lot 
about those things. You can explain your point of view, but people make decisions, and you can't help 
that.

Dee Ann Turner:

I think that the last thing I would say is accept that rejection is painful. But don't wallow in it, grieve it, 
learn from it and move on. And the faster you move on and respond, you'll be successful. That's exactly, 
by the way, what that young lady did in that situation. She dealt with it, but she didn't get all stuck in it. 
And she actually turned out has been promoted three or four times since. And she's having an incredible 
career.

Dee Ann Turner:

And I credit her career to that one big moment when there was a lot of attention on her about this 
particular rejection. And she dealt with it, she grieved it, she moved on. And I think that helped make 
her really successful.

Carey Nieuwhof:

And talking about an abusive boss. I think we've all worked for one at some point. How do you know 
your boss is abusive and then how do you deal with him or her?

Dee Ann Turner:

Well, an abusive boss is simply someone who doesn't treat people with honor, dignity and respect. And 
so, that can come out in a number of ways. That can come out as intimidation. That can come out as 
talking behind your back. But no one deserves to be abused or bullied in the workplace.

Dee Ann Turner:

And so, if you find yourself in that situation, the first thing I tell people is don't panic and don't fear, 
because bullies feed on fear. And so, they exploit those emotions. And so, instead of reacting, because 
fear just shuts us down and enables the boss even more. So, we have to find a way it's like, "Okay, I have 
to overcome that fear."

Dee Ann Turner:

The second thing I really encourage people to do when that happens is to document the behavior that's 
happening. You want to write down the words and the actions and include anybody who's there when it 
happens. This can be really important later. You want to seek counsel from others and avoid being 
isolated. Abusive and bullying people like to isolate people to keep them fearful. So, find someone 
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probably outside of your organization at this point to talk to you to help you normalize your emotions 
and think rationally about how to handle it.

Dee Ann Turner:

Now, this is really most important. It's just like the playground bully. If you have a bully at work, you 
have to stand up to them, even if it's your boss. Now, there's risks that comes with that, I mean, 
tremendous risk that comes with that. But bullies attack people primarily that they think will not fight 
back. And so, when you do, often that resolves the situation, when you just stand up and say, "these are 
my boundaries. And I'm not going to be treated like that. That's not acceptable."

Dee Ann Turner:

Now, if all this doesn't work, you got to get help. Because most organizations don't want these kind of 
people in their organization. First, of course, it destroys their culture. And secondly, it can cause them a 
lot of legal problems.

Dee Ann Turner:

So, if you've tried all these other methods, that documentation I mentioned, that's the time to go and sit 
down with another leader in the organization and say, "I need help in managing this, and this is what's 
happened." And communicate that. And if your organization doesn't help you at that point, I hate to say 
this, because I know this is a tough decision. But then it's time to go, because no one should be treated 
that way.

Carey Nieuwhof:

So, most of us, when we start out in leadership, we're hired to do things, flip those fries, flip the burger, 
whatever, the chicken, whatever you happen to be doing. But eventually, hopefully a lot of us turn into 
a leadership role. When you think back on the thousands of people that you've hired and you've 
managed, what are some of the characteristics that move someone from a doer to a leader?

Dee Ann Turner:

Wow. Well, I think, first of all, is recognizing that you're no longer a specialist. You have to be a 
generalist. One of the greatest, well, the greatest learning and development experience that I had 
personally, was when I moved after 30 years of leading talent. The organization placed me in a role to 
launch and lead the sustainability function for the company.

Dee Ann Turner:

Now, I like to tell people I didn't know a lot about sustainability at that point. I wasn't even a very good 
recycler. I'm embarrassed to say much better now but not at that time. And here I was in charge of this 
responsibility for the organization. On top of which, all those people, I mean, 7500 people that work for 
me in talent, I selected every single one of them. And they selected working for me. In this new role and 
sustainability, I became their boss, not by their choice, and they became my team, not by my choice.

Dee Ann Turner:

All that's to say is that was a huge learning and development opportunity for me. And what I had to 
learn is I could do every single thing there was to do in talent. I had done all those jobs because I had 
grown up from an hourly employee into those roles. I didn't know how to do anything in sustainability. 
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All I could do is lead others to do it. And so, that was jumping right into the deep end into the swimming 
pool. That's a great way to learn how to quickly go from no longer being a doer.

Dee Ann Turner:

Of course, you have to develop the skill of delegating. And delegating is not just telling other people 
what to do. It requires you to identify the best person to actually accomplish something, teach them 
how to do it, and then hold them accountable for actually doing it.

Dee Ann Turner:

And so, that in itself is a huge skill to learn. But it's really the only way you can go from doing to leading. 
Along that same vein, you want to maximize the team capability. Each member's playing the assigned 
role with you as the leader, you're casting vision and setting strategy and sharing the goal setting and 
scoring the results. When teams operate at this level, this is real competitive advantage.

Dee Ann Turner:

And fourth, you want to make it all about the team. It's all about the "we" not the "me" when you go 
from doing to leading. You don't accomplish anything but together, the team can accomplish everything.

Dee Ann Turner:

When the team succeeds, you want to give them credit. And when they fail, you want to take 
responsibility. And if you need an example of this, just watch any Saturday in the Fall, and most not all, 
most every single college football coach, that's exactly what happens. The team succeeds, they talk 
about the team. They fail, they talk about what they did wrong.

Carey Nieuwhof:

Yeah. That's a hard one is a boss, to really say no, anything, and sometimes you are falling on the sword 
for things that really bother you personally, but it's like I'm going to cover my team on this one. All right, 
before we wrap up, let's talk about firing, everybody's favorite thing to do, not, and not the favorite 
thing to be. Best and worst practices on firing?

Dee Ann Turner:

Well, I have to say that it's another thing I'm not overly experienced at doing.

Carey Nieuwhof:

Because you have very little turnover. Yeah.

Dee Ann Turner:

Well, and we had that because we put all of our money and resources in time and focus into selecting 
great talent so that that wouldn't happen. But a few times, it did happen. And again, is I'm out 
consulting, I deal with this a whole lot more.

Dee Ann Turner:
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Number one, absolutely, this should not be a surprise. If it's a performance issue, it's ethical, that's 
different. But if it's a performance issue, it shouldn't come as a surprise. The process should have been 
so much that by the time you get there, you're both realizing this is not working.

Dee Ann Turner:

I heard about this, the week before Christmas. Somebody who was terminated from their job, it was 
clearly performance issues. And here it was three days before Christmas, and they were fired. And it was 
a total shock. What a horrible thing to do to someone.

Dee Ann Turner:

So, to start with, it'll make your job if you're in that situation that you have to fire somebody, if you've 
done a great job of giving performance feedback opportunity to improve, performance feedback 
opportunity to improve, you get to about the third time of this, this isn't a surprise to anybody. That's 
the first thing I would say is it shouldn't be a surprise.

Dee Ann Turner:

And secondly, the other thing is take some personal responsibility. Again, if it's a performance issue, you 
selected this person. And so, you have some responsibility to make them successful. So, be sure that 
you've gone through the process of have I ... Is it a new role they need, a new leader they need or some 
new training or development they need and they can actually be successful.

Dee Ann Turner:

And lastly, when the time comes, and we're not talking about somebody who's done something 
unethical in the organization. That's a whole different story. But somebody is most firings are because of 
performance. But treat that person with honor, dignity and respect. Treat them the way you would want 
to be treated in that situation.

Dee Ann Turner:

And if you can help them get to their next place isn't everybody better? They don't have a bad taste in 
the organization. It didn't work out. And it probably didn't work out because it might not have been a 
good selection to begin with. It might not have been the right fit on the team, all kinds of reasons.

Dee Ann Turner:

But if it wasn't a willingness, I mean, if somebody didn't just quit on you, but they're really trying, then 
it's great if you can come with that documentation. You can explain why it's happening but then treat 
them humanly. Whether that's a severance package, or that's outplacement help, or something that 
gets this person to their next place in life, I think that's just being a really good human being when we do 
that that way.

Carey Nieuwhof:

It's interesting because you mentioned that so often being let go comes as a surprise to a person. Why 
do you think as an employer, lots of employers listening, why do you think so many employers end up 
shocking people when they terminate them? What are the reasons we're so afraid to have the 
conversation before you have the really big conversation?
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Dee Ann Turner:

Well, I think number one is that in general, most organizations do a poor job of communicating feedback 
and performance management. It's just a reality, people don't like to do it. And even when you have the 
greatest system, people still don't like to do it. It's a hard thing to do, especially if you have to give 
negative feedback.

Dee Ann Turner:

And my encouragement there is learn to get better at that. If you're a leader, it's a big part of your job. 
And instead of fearing it, for having to give negative feedback, realize it's a stewardship role. If you're a 
leader, your biggest responsibility is to be the steward of talent. So, part of stewarding that talent is 
helping them get the most out of their performance. And again, if we're talking about somebody who 
really wants to do a good job, who's trying hard, but can't just get it, then I see that as a steward of them 
is to get them to the next place.

Dee Ann Turner:

So, I think if you change your whole mindset about performance management in general to say, "I'm 
being a steward, and giving them this feedback is going to give them what they need to know to either 
be successful in this role or be successful at something else."

Dee Ann Turner:

I think, number two, a lot of people in a lot of organizations have a culture of wanting to be nice instead 
of kind. I think you and I talked about this on my first interview. I can't remember but I'm thinking we 
might have.

Carey Nieuwhof:

No, it's worth repeating. Go ahead.

Dee Ann Turner:

Okay. Well, so you want to be nice, instead of kind. Nice is when I care what you think about me. But 
kindness is when I truly care about you. And if this is the best thing for you, this job is not a good fit, 
you're not doing well, you need to know that those types of conversations, then the kind thing to do is 
to let them know.

Dee Ann Turner:

I had a mentor at Chick-fil-A, my very favorite thing he taught me, Jimmy Collins, who was a former 
President of Chick-fil-A, and he taught me it's kindness to refuse immediately what you eventually 
intend to deny.

Dee Ann Turner:

And so, if you have that team member, who it's not working out, you've tried everything, dragging that 
on and on, creating expectations in their mind that things are going to get better is really not kindness to 
them. It's really better if you go ahead and tell them.

Dee Ann Turner:
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If somebody thinks they're getting a promotion, and really, they're not getting a promotion, you don't 
think they're ever going to get the promotion, then it's more kindness to tell them. And there's a big 
difference between those two.

Dee Ann Turner:

So, I think those are the reasons that people, they don't do a good job of performance management to 
begin with. And then well, the other thing I didn't mention to you, Carey, I think the other reason is 
because they're really not self-aware. They think that somebody should know this, but really, it's only 
the things they thought in their mind and never actually communicating it.

Carey Nieuwhof:

Never came out in my mouth. Yeah.

Dee Ann Turner:

Yeah, never came out of your mouth. You're thinking they just should know this, and they don't. And I 
think thirdly, sometimes it just really is a lack of skills. And this hilarious, I mean, being able to fire 
somebody is really similar to being able to correctly select the talent to begin with.

Carey Nieuwhof:

Dee Ann, this has been rich. Anything else you want to share before we wrap up?

Dee Ann Turner:

It seems like we've covered a lot of territory.

Carey Nieuwhof:

A little nitty gritty. It's good. And tell us about the book and where people can find it, too.

Dee Ann Turner:

I will. The last thing I wanted to tell your audience though, because I'm hoping you have some, I know 
you have young people that follow you, Carey, and that are in this season of some are graduating right 
now from college trying to figure out what's going to happen there, or they're transitioning 2020 was 
not a good year, and they're transitioning in 2021.

Dee Ann Turner:

And this is the thing I want to say. It's all going to be okay. There's going to be obstacles. There's going to 
be things to get over, but it's going to be okay. And sometimes it's not a straight path. There are lots of 
curves, but it's in the curves that the things that are part of our own personal path happen that get us to 
where we're ultimately going to need to be. So, that's my encouragement.

Dee Ann Turner:

And then learn about me. Yes, this week as this is being released, we have a brand new book, Crush 
Your Career: Ace the Interview, Land the Job and Launch Your Future. And it's available wherever great 
books are sold, including my website deeannturner.com, or on the book's website, 
crushyourcareerbook.com.

https://www.rev.com/transcript-editor/Edit?token=ZFUVIQfVUi0pw5Uqp125tiAqIZqmJ0vvALXaMChq2VmODMUwD3Xj8Yjn2z6yJfkKliJbFVJ-0YssuJAHKHpn9Iq1vcw&loadFrom=DocumentHeaderDeepLink
https://www.rev.com/


This transcript was exported on Feb 26, 2021 - view latest version here.

CNLP_401 –With_Dee-Ann-Turner (Completed  02/24/21)
Transcript by Rev.com

Page 28 of 30

Dee Ann Turner:

And then please come and follow me. Hook up with me on LinkedIn, at Facebook Dee Ann Turner 
Author, at Instagram @DeeAnnTurner, and on Twitter @DeeAnnTurner.

Carey Nieuwhof:

That's awesome. Dee Ann, thanks for being with us again. So appreciate you.

Dee Ann Turner:

Thank you, Carey. It's been a great pleasure to talk with you once again.

Carey Nieuwhof:

Well, so many tips there. And I'm going to come back with three things I teach all of my team, 
particularly my young staff. So hopefully that helps you.

Carey Nieuwhof:

And coming up, we got some great episodes. We've got Simon Sinek still. Let's see, Ian Morgan Cron, 
Rick Warren, John Maxwell, Adam Grant, Cal Newport. But next time, it's Michael Arrieta. Mike is 
someone who had a very, very rapid career path in Atlanta, Silicon Valley. He was part of DocuSign and 
many other startups. And we talked about his life, his near demise as a young leader and where he's at 
now, doing some really exciting projects. Here's an excerpt.

Michael Arrieta:

Is all the success worth it? No, it's not. No, it's not. I think the real currency is looking at your children 
when you're older. And for them to say, "Dad and Mom, I don't know how you guys did it. But you 
crushed it, 10 out of 10. Come over here and give me a kiss and a hug. I mean, I just hope that I could be 
a decimal what you were to me."

Carey Nieuwhof:

That's next time. And Mike was also listener to the podcast too. And it was another guest I had, Pat 
Gelsinger, who's now the CEO of Intel, who just got an appointment there who introduced us. So, it's 
really great to bring you Mike's story. It's super inspired me.

Carey Nieuwhof:

And now, it's time for What I'm Thinking About, going to talk about three leadership secrets that can 
help young leaders gain an edge. And it's brought to you by Pro Media Fire. You can head on over to 
promediafire.com to book a free digital strategy session by going to promediafire.com/growth. And by 
The Leader's Circle, it's my brand new done for you staff development available first month free at 
theleaderscircle.live.

Carey Nieuwhof:

So, wow, you're onboarding staff, you're trying to figure out how to get everybody on the same page, 
and what I've found is that when I teach three things, and I've done this for over a decade now with 
onboarding staff, particularly young staff, these give young leaders a huge competitive advantage.
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Carey Nieuwhof:

So, I teach all my staff. It's like, here's three things I want from you, I want proactivity, okay? So often, 
it's easy to sit back as a team member and just let things happen and that never goes well. So, I always 
tell my team, like if you see something, own it. Be proactive. Take the initiative. Don't wait for someone 
to ask you to solve a problem. Start tackling it. If you're not sure, then ask and say, "Hey, Carey, can I 
tackle this one?" I'm going to at least be grateful you saw it, if not give you full authority to handle it.

Carey Nieuwhof:

On the other hand, if it's in your area and you see it, solve it. If you're wondering if you should do 
something, as a leader stop wandering and do something. So, that's number one, proactivity.

Carey Nieuwhof:

Number two is responsibility. Often in a team setting, responsibility for tasks is unclear. And you've all 
been in a retail setting where you ask someone a question, they're like, "Well, that's not my 
department." I mean, that is the worst answer ever. And you don't want that happening in your 
organization. So, I always tell my team members assume responsibility. You may get a complaint about a 
product that you have nothing to do with, it's like you own it, you own it.

Carey Nieuwhof:

Howard Schultz, he talked about this when he was on the podcast at Ritz Carlton. If you're the 
electrician and you found out that there's a room problem, you own that. It's not your department, it's 
like you own that. So, proactivity, responsibility. When things are unclear, just assume responsibility. 
That's what all great leaders do.

Carey Nieuwhof:

And then the third factor is communication. I am convinced you cannot overcommunicate. Marriage and 
families collapse because of poor communication. And so, just communicate, communicate, 
communicate. So, I always say to my team do that. If you're overcommunicating, I will let you know. I 
have never told anyone they're overcommunicating. Not yet anyway. So, when in doubt, communicate. 
When you think you've overcommunicated, you've just begun.

Carey Nieuwhof:

Those are three superpower skills for leaders. I try to embrace them, proactivity, responsibility, 
communication. When my team embraces them, they do really well. And I think when you embrace 
them, you're going to do really well too. So, be proactive, take responsibility, and communicate, 
communicate, communicate. Really hope that helps you.

Carey Nieuwhof:

Hey, thank you so much for listening this week. Can't wait to come back with Mike Arrieta next time and 
a host of great podcasts. I hope for you coming up in the future.

Carey Nieuwhof:

Thank you for leaving ratings and reviews. Thank you for being so encouraging and kind. These are hard 
times. I'm so glad we're in it together. And I hope our time together today helps you lead like never 
before.
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Announcer:

You've been listening to The Carey Nieuwhof Leadership Podcast. Join us next time for more insights on 
leadership, change and personal growth to help you lead like never before.
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