Systems Protect People Better Than Late Nights

There’s a familiar pattern that shows up in organizations right before high visibility moments
such as board meetings or executive updates.

It usually starts with a request for data. Sometimes it’s a simple check in. Other times it
becomes a scramble for data that was never tracked. When that happens, urgency quickly
replaces planning.

I’'ve lived inside both versions of this moment.

When a broad set of data is reflected in the KPls, and those KPIs are clearly tracked and
paced over time, the conversation stays calm. Questions can be answered quickly. Trends
are visible. Context already exists.

When systems are missing, the same request creates chaos. Emergency reporting. Late
nights. Manual analysis built under pressure. Then comes the second wave. A mad dash to
fix whatever the last minute reporting has exposed. Data gaps. Inconsistent tracking. And
the uncomfortable work of trying to explain results that were only just discovered. Not
because the team failed, but because the structure was never designed to surface issues
gradually.

| often call these late night, high anxiety data gathering sessions heroics. They can feel
Herculean. On good days, when the reporting doesn’t uncover gaps or inefficiencies, it’s
easy to feel proud and productive. Those are the moments when teams are praised for
saving the day.

But heroics aren’t a strategy.

They rely on individual endurance instead of strategic clarity. They reward exhaustion
instead of foresight. Over time, they quietly teach teams that stress is normal and
preparation is optional.

Strong systems change that dynamic.

This isn’t about micromanaging. It’s about keeping accountability where it belongs. And
that starts with leadership and the strategic plan.

When reporting structures are clear, teams are protected from unnecessary urgency. When



metrics are tracked consistently, no one has to panic when leadership asks for answers.
When expectations are documented, teams aren’t left guessing what matters most.

That system might be a dashboard, a shared reporting file, an automated pull, or a well-
maintained process. The specific tool matters less than the fact that the work lives
somewhere stable and accessible.

Systems hold the work so people don’t have to.

They allow leaders to ask better questions. They allow teams to focus on improvement
instead of defense. They reduce the emotional tax that comes from operating in constant

reaction mode.

Late nights will still happen sometimes. But they should be the exception, not the
infrastructure.

That’s one of the quieter responsibilities of leadership. Building systems that absorb

pressure before it reaches people.

Note to self: Heroics are not a strategy.
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| documented a practical example of this in action here:
https://bit.ly/4a2joXm


https://www.linkedin.com/search/results/all/?keywords=%23marketing&origin=HASH_TAG_FROM_FEED
https://www.linkedin.com/search/results/all/?keywords=%23leadershipinaction&origin=HASH_TAG_FROM_FEED
https://www.linkedin.com/search/results/all/?keywords=%23opentowork&origin=HASH_TAG_FROM_FEED
https://bit.ly/4a2joXm

