
Speaker 1: Welcome to another insightful episode of the Acceleration Partners'
Outperform Podcast. Back by popular demand, we're bringing you 
another "Truth, Transparency, and Tails" episode topic. As you may 
recall from listening to our first one, these special episodes feature 
two of AP's fearless leaders, Bob Glazer and Matt Wool. While 
enjoying a cocktail, they talk about topics related to running a 
business. On today's episode, Bob and Matt open the kimono once 
again and share some of the biggest mistakes they've made as 
Acceleration Partners has grown. Grab your cocktail or cup of 
coffee, and enjoy.

Bob Glazer: Matt and I spent a little time thinking about some of the mistakes 
that we've made. It's a long list, very long, and we actually, one of 
my favorite books is a book titled Mistakes Were Made, But Not by 
Me on cognitive dissonance, but we came up with sort of three 
themes that you could group our mistakes into. Those are our 
client mistakes, people mistakes, and then sort of strategic 
mistakes. We thought it'd be helpful to kind of walk through those 
groupings. Matt, do you want to start us off with one of our client 
mistakes?

Matt Wool: Yeah. There is a pretty good one that Bob and I made a while back 
that we still refer to all the time. We had been working with a 
company, or I should say we'd been talking to some of the senior 
leaders at a company, and we'd been going over a lot of the 
problems they did have in their digital marketing strategies. At one
point, they brought in a new president, I think it was. He got on the
phone with us, and we immediately launched into basically a 10-
minute tirade on all the mistakes that the company had been 
making and how the digital marketing strategy was so backwards, 
and how much help they needed, and blah blah blah. This guy 
heard us out, and then he was quiet for a minute. Then he basically
said to us, "You guys have just talked at me for 10 minutes without 
asking me what I want, what I'm looking for, what my problems 
are, or anything. You just assumed that all the stuff you heard 
before was what I wanted to talk about."

He was totally right. We hadn't asked him any questions. We just 
made a great assumption. We kind of went on a tirade for 10 
minutes or so, and it basically ended the conversation and pretty 
much ended the relationship with that company for a long time. 
That was a great learning for us, big mistake, and since then, we're
always asking questions first and reserving any judgment or any 
assumptions until after we get that data.

Bob Glazer: Yeah. That was probably five years ago, and we still talk about that 
lesson. Culturally, I think one of the things that's really important 
to us is really acknowledging mistakes, learning from them, and 
then talking openly about what we would change next time. That's 
the point of it. In fact, we have a certain threshold in which 
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everyone has to file a debrief form on a situation, and I really enjoy
reading those. The goal is not at all around blame or looking back. 
It's really looking forward. I am, as I'll say a lot, I'm fine with 
making mistakes. I really, really get frustrated making the same 
mistake twice, particularly if we could have learned from it. One of 
the biggest things we've learned on the client side is that there are
just some relationships that have probably run their course, 
whether it's changes in their business, changes in people. It's just 
gone on too long. You reach a point where the team just feels like 
they're working really hard, and the client is not engaged, and 
maybe not appreciative, and they just, they're in a no-win 
situation.

I think what we've learned is that that's a really, that's hard on the 
team. It just doesn't feel good, and yeah, well, it's hard to step 
away from that revenue, particularly as that gets bigger. It's really 
always the right thing to do, and as soon as you know that the 
relationship has run its course, it's probably time to step out of 
that.

Matt Wool: Right, and the mistake we made was, we didn't, and it almost 
always ends badly when you don't, because they end up letting us 
go, or something happens. Right? It's just better to move away and
put that energy somewhere else than have that kind of an 
outcome.

Bob Glazer: Yeah, and we've seen it take its toll on the team. Their satisfaction 
ratings go down, and to lose a good employee over that because 
they feel like they're doing great work, and it's just not recognized 
as more systemic risk than we really want to take. Those are some 
client examples. The second group we talked about, people 
mistakes, particularly I think this is probably where 80% of a lot of 
companies will have their mistakes, particularly services 
businesses. There's the lifecycle of sort of putting new people on, 
how you manage them, how you invest in them. I think it probably 
makes sense for us to start a little bit at the beginning, and I know 
we have books we could write on interview mistakes. Matt, you 
want to throw some of our greatest hits in there?

Matt Wool: Yeah. I mean, I think the biggest ones that we've made have been 
around getting swept away by people who are just really good at 
doing interviews. Right? There's a whole group of people, I'm 
probably one of them, who are just good at interviews, but at the 
end of the day, they maybe just don't have the capabilities that 
they need for the job, but because they're really good at 
interviewing, because maybe they seem like a really good fit 
culturally, we've been willing to overlook some of the actual 
capabilities, but of course, you got to be able to do the job. I think 
we've learned that the hard way a couple of times, where people 
have just really impressed us during the process and then it turns 
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out that maybe it wasn't the best fit.

What we didn't do in those scenarios, which we do now, is really go
out and try to verify the actual performance. Right? You may 
believe that somebody can do a good job, because they're 
interviewing well, but ultimately, the proof's going to be in the 
pudding, and there have been a couple of instances where we have
not gone out and verified. As someone very wise once said, "Trust, 
but verify." I think that's where we need to be.

Bob Glazer: Yeah. We had an instance of this recently, and we pushed the team
on finding out that a candidate that we were well-connected to in 
our circles was far along in the process, and we didn't check with 
those circles before we spent 10 or 15 hours investing, 
interviewing that candidate. As Matt said, I think the interview and 
the résumé are sort of sometimes the best you're going to see on 
the showmanship, and what we need to dig into is sort of behind 
the scenes. The, yeah, interviewing has been an ongoing evolution 
and learning. I think that is an area for any company. We are 
constantly making mistakes, but when we have a miss, we 
definitely do a debrief and figure it out so that we don't repeat that
in the future.

Matt Wool: The misses that we've had have been, a couple of them have just 
been horrible, like you just, the amount of waste of time and 
money ends up being really negative, so that's where we, you got 
to head that off at the pass. That's been our biggest learning there.

Bob Glazer: Yeah. What we've instilled in our managers is that if you're not 
willing to do the upfront work, don't, if you don't want to take the 
pain of doing the upfront work in the interview process, you're 
really not going to like the pain of the first review with this person 
who just joined your team and is not doing well at all. There is a lot 
more pain there, extracting yourself from that situation. On the 
other side of the people, I think there's an ongoing problem for 
companies is, how do you deal with underperformers? I think 
looking back at where we are now with our performance 
management process and years ago, we just did not move fast 
enough on situations that weren't working.

There's an old adage, and don't want it to sound crude, but it's, 
"Hire slow, and fire fast," but that's essentially what we're saying, 
and we have a different way of transitioning people out than firing 
them, but I think that when you know in your heart that something 
is not going to work, and a lot of these performance improvement 
plans never work, they just, they produce a sort of short-term 
bounce back, and then you start to slide back in the same problem.
I think it's like, "This was a mistake. Let's manage it. Let's work 
with this person. Let's transition them out."
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One of the things I think we've really learned, one of my probably 
biggest learnings in business, is, we invest a lot in training and 
development of employees. I think that's incredibly important, but I
think the trap, I would say, as we've learned, is, don't invest to get 
to average. Don't take someone who sort of underperforms off the 
bat and think that, "We'll just invest all this time and training," and 
get them to where you thought they were going to be when they 
came in. Again, it's probably, they're not a bad person. It's just not 
the right fit, and you're fighting an uphill battle. Much rather take 
that training and invest it in your people who are maybe a little 
more inexperienced but are showing a ton of potential and upside 
or in your best people to really, to get them going. I think we've 
spent kind of years, sometimes, investing heavily in training. It's 
not that you can't get people there, but I think as a leader of a 
company with limited resources, you just need to decide how to 
invest that and where you have a good return on investment.

Matt Wool: I remember there was one specific example that I think kind of 
really illustrated a lot of this stuff. There was a, we work with a 
coach on a quarterly basis. We do a quarterly offsite with the 
coach, and there was one offsite where we were talking about 
someone, this was several years ago, who kind of wasn't working, 
and what were we going to do, and did we need to train them, and 
all this stuff. In that meeting, the coach said to us, "It's pretty clear 
to me that this person isn't working and that we need to do 
something about it." We said, "Yeah. Yeah. Yeah. That's probably 
true." Then three months went by. We kept talking about it, kept 
trying to figure out what we were going to do. Next offsite comes 
up next quarter, and we sit down, and the coach says, "What's 
going on?" We said, "Well, we got this person we're trying to deal 
with," and the coach said, "We were talking about this three 
months again. This is ridiculous. Who's going to take care of this 
problem right now?"

It really opened our eyes. He called us a lot of names that day that 
implied weakness, not being able to pull the trigger, but it was 
clear that we just, we didn't have the stomach for it, even though it
was the right thing to do for the business and, honestly, the right 
thing to do for that person. That's a big mistake we made, and 
we're trying not to make any more.

Bob Glazer: Yeah, and that person has gone on to be a friend of the business, 
and go into a different industry, and they're really happy. When 
people are struggling, I think you forget that the other person 
doesn't know that well. Again, they're not bad people. They're just 
in the wrong situation. They're not going to be successful in that 
situation, and prolonging it is almost never the answer. Last 
category, strategic mistakes. I think this is one of the harder ones, 
because this is what leaders are paid to do is make the big 
strategic decisions and decide where to push the company forward.
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Matt, want to dive into some of our failings in that area?

Matt Wool: Yeah. I mean, I think a big one is always, and probably we didn't 
learn as fast as we probably should have on this one, but-

Bob Glazer: First three times.

Matt Wool: Yeah, exactly, the first three times. The definition of insanity, right, 
is to expect a different outcome by doing the same thing over and 
over again. We just historically, we've, at so many time periods, 
just had too many irons in the fire. We've been trying to do too 
many things, taking on too many initiatives, trying to go in too 
many different directions at once. It, frankly, probably slowed us 
down rather than drove growth, which obviously was the goal, but 
we just weren't able to really focus on the things that we needed to
focus to drive the core business.

I think that was a big mistake that we really have now learned 
from, and I think now we're a lot better at really focusing on what's 
going to move the needle and putting aside some of the other 
initiatives and really saying, "There will be a time for this other 
initiative. It's not now, but let's file it away. Let's remember what it 
is, and then when that time comes, we'll be ready for it," but we 
always have to just keep our eye on the ball. That's been a major, 
major thing for us.

Bob Glazer: In a seminal moment, I think there was, one of our meetings with 
the board of advisors, we have a phenomenal board of advisors 
that we've put together to really sit above our leadership team and
give us critical feedback and guidance. My belief is, you never want
to be the smartest person in the room, so we've tried to find folks 
that are really smart, and I think we were coming into one of our 
board meetings, and we had our, we called it even like a squirrel 
car ... We had come up with a car, a system to rate the priority of 
the seven new things that we wanted to do, and, look, we're an 
innovative company, so there are a lot of new ideas, and based ...

The feedback was like, "You guys, just, every meeting, it's 
something new, a new direction, and how about we finish some of 
these things and get through them?" I can say that at one point, 
we were, when we were just doing too many things, and we started
focusing ... The business started growing so much faster as we 
peeled off a couple of these initiatives. I just don't think we had any
realization of how much some of this stuff, how much this stuff 
really spreads your energy, if you think of sort of a laser and all 
that light is focused, versus it's shining around in a bunch of 
different places. But there were some initiatives we were working 
on that impacted ... You wouldn't have thought about it, but it 
impacted marketing, having to focus on them, and impacted 
operations, having to sort of manage an account for the revenue. 
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Really impacted recruiting. Our recruiting team was looking for 
people that filled lots of different types of roles as we had all these 
initiatives.

When we focused back on our core, it relieved pressure in a lot of 
those areas, and literally, within one or two months after that 
decision, our revenue started accelerating in a pace it hadn't in a 
while. Everyone, I think, hears this advice, and, look, it's a real 
delicate balance, because if you do the same thing forever, it won't
work, but if you're also changing every 10 minutes, it won't work, 
and I think that's where sort of a leadership team earns its stripe is 
how you balance that. How do you make sure that you're focused, 
seeing through the initiatives that you're supposed to do, not doing
too much stuff? I say a lot ...

I'll run into an entrepreneur, and they're running a business, and 
they're starting three other businesses, and when I check in them a
year later, those other three businesses don't exist anymore, and 
their current business is usually not doing so well. It's really 
different when you see these folks who are just locked in on one 
thing, and then when they get that to a critical mass, they then 
start focusing on other things, but I think we've seen a lot of our 
peers and partners and in complementary industries, I mean, they 
got their businesses above 10 million in revenue by doing one 
thing really well, and then they started to think about diversifying 
into a lot more things.

Matt Wool: Yeah. We were like a low-wattage, old-fashioned light bulb, not a 
laser, but we're definitely more like a laser now.

Bob Glazer: A light bulb would imply singular, I thought it was more like a 
strobe light.

Matt Wool: Like firing in all different directions.

Bob Glazer: Well, and do you want to talk specifically about sort of one of the 
initiatives that we launched, and I think sort of how [V1 00:16:24] 
didn't work, but we've come to learn elements of that? [crosstalk 
00:16:26]-

Matt Wool: Yeah, so I think it's a really good point. To this point of balancing 
innovation, but with focus, one of the things that we've always 
known about our business is that we've always struggled to work 
with smaller companies that maybe can't, don't have the budget 
for our typical service level. We've always said, "Hey, wouldn't it be
great if we had a way to work with companies that we'd really want
to work with, but whose budgets are a little bit more limited?"

A couple of years ago, we started a new program in our affiliate 
unit that just had kind of some more standardized elements to it 
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that we were hoping would allow us to work with those companies. 
We all thought it was a really good idea. We put a bunch of effort 
into it. We worked with a partner to get it going, and it just fell 
really flat. What we realized afterwards was that there was just no 
product market fit and that we hadn't, frankly, gone out and talked 
to any of these potential customers and said, "Hey, this is what 
we're looking at doing. Is this a good idea? Would you want to do 
this?" What it turned out was that the offering we were putting out 
was pretty self-service, and that these companies, they have 
limited budget, but they also have pretty limited internal resources 
from a personnel standpoint, and therefore, self-service wasn't very
helpful because they didn't have the time to serve themselves, and
so-

Bob Glazer: Yeah, ironically, we got them to sign on. I mean, we got a lot that 
signed up that we just, we couldn't get them engaged at a level 
where we could be [crosstalk 00:18:02]-

Matt Wool: Right. After a while, it was about a year and a half, we shut that 
down. We moved away from it. We kind of licked our wounds a little
bit, and about a year later, we revived it, but in a different form 
that was much more informed by what people were asking us for 
and I think was a much better product market fit. That's where we 
are now with that initiative, and it's working, to the point before 
about lasers versus diffused strobe lights, it is still very much 
within our core business. It's just trying to access a different 
customer segment. To us, that's the kind of thing that we see as 
valuable. It's not taking our eye off of kind of the overall prize. It's 
just allowing us to get to a different customer. That's the kind of 
stuff that we see as being, at least for our business, the right kind 
of innovation, versus the really distracting kind of innovation.

Bob Glazer: Matt, can you talk a little bit about how, culturally, we try to get 
people to be open about, and acknowledge, and discuss mistakes, 
and learn from ... Because I think that's one of the most important 
aspects. If I think back to the Volkswagen emissions scandal, it was
... If you read and dig into it, it was just that failure was not an 
option, and therefore everyone covered up their failures, and it just
got bigger and bigger. Talk about how we sort of balance that and 
operationalize that on a cultural level.

Matt Wool: Yeah. I mean, it's central, I think, to what we're trying to do. One of 
the things are the kind of, this idea of a debrief that has no 
judgment, but larger than that, I think, generally speaking, we just 
try to be a judgment-free zone about a lot of these things. We try 
to be really open ... The leadership team tries to be really open 
about our own mistakes, right, so that other people will be 
comfortable talking about their mistakes.

I think it's about being really clear, culturally, that as long as you 
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made a mistake that was kind of in good faith, you were trying to 
do the right thing, you were trying to do something that you 
thought was going to work, that you were doing it for the right 
reasons, that as long as the same mistake is not happening over, 
and over, and over, and over again, that that's okay, right, that we 
can learn from that mistake and move on. I think that that's really 
the difference.

When the mistake is made because you were trying to do 
something the wrong way, or did not have either the company's 
best interest or the client's best interest in mind, that's a different 
story, but there's no ... If, as you said before about growth, if you're
not trying new things, you're never going to grow, so we have to 
allow people the bandwidth to try new things and see if it works. 
Frankly, that's what our clients want. Right? They want our teams 
to bring them lots of new ideas, and some of them are going to 
suck, and some of them are going to fall flat. But if they're done 
kind of for the right reasons, and we're trying to get at the right 
results, then you have to do that, because if you don't have those 
misses, then you won't have the hits, either, and that's really what 
we're going for.

Bob Glazer: That's really a good point. It's really where the core values come 
into play. I think we try to operate and, again, act in the best 
interest of Acceleration Partners and not have a lot of rules, but the
core values are clear in deciding decisions. Again, if you're acting 
within the values, and if you made the right decision for the team, 
or for a client, and it just didn't work, that's fine, then let's learn 
from it. I can only think of, really, one case a while back where an 
employee made a mistake that was just not aligned with our values
and that we acted very differently around, but that really has been 
few and far between. It is ...

Mistakes that are because of very poor judgment, those are hard to
get over, I think, sometimes, but, as Matt said, stuff just doesn't 
work. I think if you don't openly acknowledge failure, two things 
happen. You have the Volkswagen example where things are 
covered up to the point where they actually become much bigger 
problems, because not culturally accepted, or two, people just 
won't take any risks, or they won't try anything that can have 
failure. If you act safe all the time or do everything that's 100% 
chance of success, you're probably not going to be in a market 
leading position.

Matt Wool: But I do think it starts at the top. Right? I mean, I'll tell anyone on 
the company that I'll probably make three dumb mistakes this 
afternoon. Right? Nobody else should feel bad if they're making 
mistakes, as long as, again, they're not happening over and over 
again, and they're, because you're trying to do the right thing and 
trying new stuff.
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Bob Glazer: Yeah. I think it, culturally, it's, we don't want to repeat mistakes, 
and that would be the key message. If someone has learned from 
something that someone else does and makes the exact same 
mistake, that, as a culture, you need to call out. Either something's
off with what you're valuing, and promoting, or training, or, again, 
there's ... That's probably a person who maybe is not going to work
out very well in your system if they're not able to take that learning
and act with it. Any other mistakes or high-level themes, in terms 
of, you can think of, Matt, as we kind of constantly reevaluate our 
own performance?

Matt Wool: No, I think we should probably do this again in like two weeks, and 
we could probably talk about a whole new set of mistakes that we 
made.

Bob Glazer: Again, I would strongly recommend, if anyone wants to read this 
book, Mistakes Were Made, But Not by Me, and the quick overview,
Cliff note version of the book is that a lot of the reasons why people
make these mistakes and repeat them is because they're trying to 
protect themselves, and they don't really acknowledge it, and 
there is this bias that, "Well, I'm a smart person, and I wouldn't do 
this wrong," and so they end up doubling down on whatever their 
mistake is. There's a lot of sort of sunk cost.

The book really looks at this and the whole element of cognitive 
dissonance, and I think, again, self-awareness is really important. I 
mean, we put self-awareness as a high priority in our culture, if 
people are willing to assess and look at it, because, again, it starts 
with, kind of as Matt alluded to, if you don't ever think that you do 
anything wrong and aren't aware, you're going to probably do the 
same things over and over again.

It's a fascinating read, and I think it's probably informed some of 
our decision-making on this, and again, just how we approach it, 
and look at it, and try to remove any of the taboo around 
discussing this stuff. Yeah, that is probably enough of learning. One
of these episodes, maybe we'll spend 60 seconds and talk about 
the things that we've done right, but certainly, we can probably do 
a whole 'nother episode in a few weeks of things that we'll have 
learned during that time. Thank you for joining us, and we look 
forward to catching you on the next episode.

Matt Wool: Hope this whole podcast wasn't a mistake.

Bob Glazer: May have been. We'll know soon.
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