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MAY 2017 CONTENT CALL: 
ONBOARDING SYSTEMS 

Recording Transcript 

Welcome to our Content Call for this month which we’re going to be focusing on 
systems for scalability. This is Vanessa bringing you this recording from London 
at the moment. I’ve been here for my brother’s wedding. It was absolutely 
amazing: a massive family reunion. We realized that it’s been 8 years since 
many of us have even seen each other and considerably more than that that the 
whole family came together this weekend. It was a big deal - plus it was my 
youngest brother getting married. He’d been a bachelor boy for a long time.  
 
Once of the things that it got me thinking about as I was preparing for this – 
because as you’re listening to this I’m going to be on a flight from London up to 
Vancouver where I’m speaking and we’ve got a booth and we’re exhibiting at a 
women’s event there for a few days – is just the importance of building systems 
and structures into the business so that we can take some time away without 
things completely falling apart and more importantly have other people be able to 
carry on the business in our absence. I can say a few years ago this is something 
that really would not have been possible for me. We had to build the systems, the 
structure and the processes to a point where other people can handle things and 
at times, we’ve also got automation handling parts of the business.  
 
I want to use this call especially before we go into our ACCELERATE Business 
Intensive in just a few short weeks to talk about a really important part of 
systems. Just to do a quick update on systems for those of you that are new to 
the program and perhaps listening to this for the first time. I always used to 
struggle with the concept of systems. What really does that mean? Look at some 
of the really successful franchises. Something like McDonald’s or a fast food 
chain is a brilliant of example of how a system has been used for scalability. 
Whichever McDonalds you go into, the quality – I don’t want to call it that 
because it’s McDonalds’s – but there’s a quality there that you can expect to 
receive at any McDonalds, right? You can work in a McDonald’s and move to 
another one and you will quickly understand the system and be able to slide in as 
a new team member really quickly. A system is a series of repeatable steps that 
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are needed to perform a business function to serve a client that can be carried 
out by either a real-life person or machines – automation. Think about something 
like McDonald’s and that franchise: the way the french fries are made, the order 
that they’re made in, the temperature that the oil is cooked in, the portion sizes, 
the temperature that the fries have to be served at, the salting that happens after 
the fries have come out of the hot oil. They’re put to one side and they’re all 
salted. The next part of that system is that they’re all lined up into the paper bags 
or the carton bags ready to be served to the clients. That is a system that is 
documented so that if you go to work at McDonald’s, you will be taught the same 
system as everybody else. It’s not the case that you would work at McDonalds 
and decide to do things back to front. You’re going to salt the potatoes before 
you put them in the oil and then you would drain them from the oil and 
individually take some fries out when you need them.  
 
There’s a system there that everybody follows. What that means is it’s very easy 
for the business to scale. Once those systems are documented and in place, 
anybody else can come in – as long as of course they’ve got the basic skill set 
and the willingness to do the job, competency and that willingness – and perform 
those functions. When I started thinking about systems, really what did it mean? I 
had to understand that it was a series of steps that we follow consistently to 
perform a business function and obviously that’s typically in service of the clients 
as well. Of course, interestingly enough, this is probably the place that most 
entrepreneurs fall down. For most entrepreneurs - unless we’re system geeks 
and that’s the type of business that we’re building - we are more creative. We 
don’t necessarily think in terms of these step-by-step processes. Perhaps every 
time you go to do something, you see an opportunity to improve so each time 
you’re going through that system it’s sort of re-invented. That doesn’t mean to 
say you can’t create the system and then improve it. That’s the whole point. It 
becomes easier to improve on something when you have the basic system in 
place. 
 
Once you’ve got those systems in place, you’re going to see that you can start to 
scale your business. There are certain functions and tasks and projects that 
become a lot easier to delegate to other people or for you to think about: “Okay. 
Where can we use automation as part of this process?” You’re going to have far 
fewer frustrations and breakdowns in your business. Often what’s going to 
happen for any small business – any business, frankly it doesn’t matter what size 
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– if you haven’t got those systems in place to begin with, just imagine that all of 
the sudden you land 10, 15, 20 new clients all at once. You end up doubling, 
tripling your business overnight or five times or ten times in your business. 
You’ve always got to think about - where would be those first breakdowns? I 
actually saw this question asked on Facebook or LinkedIn recently. Most people 
were responding with, “I would be the one to break down. Me as the business 
owner.” A lot of people were saying,” I’d just have to work harder. I’ll have to work 
all around clock.” Most of the them were saying, “I would be the person to break 
down because it just wouldn’t be feasible and scalable.” 
 
Yet, if we have some good systems in place and we take on a bunch of new 
clients, we don’t have to reinvent the wheel. I’m not saying it’s going to be 
completely smooth and seamless, but it would certainly be a lot easier - and 
more importantly it would be easier to start to recruit people to help you with the 
systems that have already been created. Truth is for most people, it’s not the 
sexiest piece in the business. We often refer to them as “sexy systems for 
scalability.” I used to have a mentor that would say, “Systems will liberate you.” 
It’s systems that will give you that freedom that you’re craving. Michael Gerber, 
the author of E-Myth, is all about systems and creating them in the business. He 
says getting those systems in place is about getting your business to run for you 
rather than being run by your business. You really do feel like that business is 
serving you and you’re not a slave to your business. I don’t want you think, “Oh 
my gosh. This seems really difficult. I haven’t done anything. I’m constantly 
reinventing the wheel or looking at ways to improve.” That’s probably a lot of how 
you will feel especially on that path to the first 6 figures and first quarter of a 
million dollars. The good news is a lot of other entrepreneurs go through this as 
well. The even better news is if you can start to think about this a lot earlier on in 
your business, you’re going to be head and shoulders above a lot of your 
competitors. You will have far less stress in your business. Things will just start to 
flow more easily. It’s going to free up energy, creativity and time to be able to 
focus on other aspects of your business.  
 
Just a couple of pointers to start to think about: Have we got systems that are 
working in the business? Are they set up well already or are there significant 
areas for improvement? If you haven’t got systems working in your business right 
now, you possibly feel like you are constantly reinventing the wheel each time 
you go to do a certain thing in your business. Perhaps it is something that you’re 
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not doing that frequently in your business, from sending out a newsletter to your 
sales process or processing payments to onboarding clients to your prospecting. 
All of those things can be systematized – but if you constantly feel like you’re 
reinventing the wheel and/or winging it and flying by the seat of your pants – it’s a 
sure sign that you haven’t taken that time to think about what the necessary 
steps are we need to go through here.  
 
Today I want to specifically talk about multiple systems across a business. I want 
us to really think about systems for onboarding new clients. That’s where the 
focus of this call is going to be today. I want to circle back to this. The reason I 
want to focus on onboarding clients is we’ve been talking about sales. We’ve 
been talking about marketing. A lot of you have gone through some 
supplementary training that we’ve put in the ACCELERATE program with one of 
our own partners to really dig in to sales processes - but it’s not good talking 
about lots of sales and marketing if we then start to lose the client when we come 
to the onboarding process. Serving that client starts at the minute or even before 
they’ve said yes. We can’t drop the ball the minute they’ve said yes to working 
with us. We find ourselves saying what do I do next? What is the next thing? 
What should I do with this client? Then, we drop the ball. That’s the perfect 
breeding ground for that client to have some second thoughts. You’ve got to 
remember that in that place where the client has said yes, they’ve made that 
commitment, they’re excited and they want to move forwards, they’re 
subconscious mind is also at play. It’s going, “Oh my gosh! This person’s about 
to change here and wanting to do things for the better and this feels scary. 
There’s going to be that voice of fear, doubt, and worry and questioning coming 
up. It’s rare that we go into something with 100% certainty - particularly when it 
involves a lot of money. If you’re selling something that’s higher ticket and people 
are investing a lot of money, there’s a real breeding ground that’s present for that 
new client to have some second thoughts and to start questioning and going, 
“Did I really do the right thing?” If we drop the ball now with that onboarding 
process with that new client, this is where we can have that client quickly backing 
out and not be able to hold that sale.  
 
If you’ve found that that’s been happening - you’ve got people saying yes and 
then there’s some clunkiness that’s happening – this is another place to be 
looking at what your system is for onboarding those clients. Equally so, I 
appreciate that a lot of you are operating as solopreneurs. It might be a 
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solopreneur plus an assistant at this point in your business - but you also are 
feeling that you are the only person that can onboard a client and it’s difficult to 
delegate. It feels like it’s really your thing. It’s probably more that you haven’t got 
a system in place rather than it absolutely has to be you. There are some gray 
areas particularly depending on the nature of your work and when you’re the 
expert. It might well be that part of that onboarding process does have to be with 
you but there’s other parts of that process that can easily be handled by 
somebody else. If you find yourself thinking it’s only you and only you can do the 
whole process, it’s possibly a place to look for lack of system.  
 
Another piece is if it feels confusing. If you find yourself thinking - what do I do 
next? – and feeling clunky and hesitating once that client has said yes, that client 
is also going to pick up on that and feel that too. It’s a sure sign that the system 
isn’t in place.  
 
Let’s flip that around and look at what happens when it’s done well. When that 
onboarding process is seamless and smooth, it’s going to reinforce back to that 
client that they made a really good decision to work with you. You’ve got to 
remember that this is the first impression. These are the early impressions at the 
beginning of that working relationship that really do count for a lot. It’s going to be 
reinforcing that this was a great decision. Those clients are also looking at that to 
justify their decision. When you have smooth onboarding for that new client 
getting them into your services and your programs, it’s helping them to tell 
themselves in their own mind, “I am so pleased I walked through this door and 
said yes.”  
 
You’re going to know that you’ve got a good onboarding system when it’s 
repeatable. It’s a process that you can follow time and time again. The caveat to 
that is you can quickly look at that system and say, “Ok, we’ve got x amount of 
steps in it.” Let’s just say seven steps now. You can look at the system to say, 
“It’s around Step 5 that there seems to be a bit of a breakdown. There seems to 
be something that is just a bit clunky and it doesn’t flow smoothly into Step 6.” 
When you’ve got that clear, repeatable process in place, the beauty of that is that 
it is a lot clearer for you to analyze where those improvements need to be made.  
 
Oftentimes, we’re putting this in place with a view to improving because we’re in 
those earlier stages perhaps of our business or putting the structures in place. 



 
 

 
BE BOLD. PLAY BIGGER.® 

© SIMPLY ZEST LLC • ALL RIGHTS RESERVED • VANESSASHAW.COM • PAGE 6 of 20 

It’s going to remove the need to really think things every time. We’re all busy. 
We’ve all got plenty to do in our business. If you’ve got to constantly second 
guess yourself, it drains energy so you’re going to remove that. Equally so, it 
means you’re going to get that sense of peace that even if it’s not for now, later 
on down the line we’re going to see pieces of the process that can be delegated 
to somebody else. Even if I know full well that I’ve got to do something for a 
while, when I can see that at some point it’s going to come off my plate, that 
gives me a great sense of hope and optimism. It’s something to look forward to 
and something to set a goal towards that I’m going to feel is a next milestone for 
taking that business to the next level.  
 
Last but certainly not least, we’ve talked about this in the sales process. We’ve 
talked about it particularly through the quick audits. Jim will have spoken to it as 
well at some of the bonus training. You’ve certainly heard me talking about it 
throughout the sales process. The sales process really is about you 
demonstrating good leadership. We do that through asking great questions, 
having that process, helping that client to feel understood, listened to and see 
you as the expert that can help them solve their problems.  
 
If we’ve got that working for us in our marketing and sales and then we have a 
clunky onboarding process, we start to undo the good work that we’ve been 
doing previously. When that onboarding is smoother, we are continuing to 
demonstrate good leadership. There are times when we’re all leaders in our 
business. We all have to lead at different points in our life. We’ve all got to be 
honest; there are times when we want to be led - especially if we’re looking to 
another expert to help us. We’re able to sit back a little and let somebody take 
that lead and be able to follow those steps. That great onboarding process can 
carry on demonstrating good leadership.  
 
One of the things I thought might be helpful is for me to unpick our process. A lot 
of you have gone through this or certainly gone through parts of our onboarding 
process. I’ll share you with what our model is so you can look at that and say, 
“Okay, which parts can I adopt and then adapt? What is not relevant? What 
might be missing from here?” rather than having to create something from 
scratch.  
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One of the first things you’re going to really need to think about is creating your 
checklist of what all of the different things that need to happen are within your 
business once somebody says yes to becoming a client with you. How do you 
now move them from that prospect to onboarding them as a client? Again, I’m 
just going to give you some examples of some of the things we need to think 
about in our checklist so that they serve as a memory jog for you.  
 
If you can create your own checklist, I love checkboxes where you’ve got 7, 10, 
12, 15 things that need to happen to onboard a client. Then you can literally have 
somebody check them off as they’re done so that that you’ve got that peace of 
mind. It’s really important if you start to scale that business rapidly and you’ve got 
lots of new clients to be onboarding. Some of the things that would be on our 
checklist: Immediately, one of the very first things that happens is going to be 
payment of a deposit or the payment in full and a program agreement. You’ve got 
to think about that for your business. How are you processing payment? What is 
the contract or the working agreement or the expectations letter of engagement? 
It might look like that instead of actually starting to work with you. Those are 
probably going to be the immediate things you’ve got to get started with: getting 
the paperwork out the way.  
 
What are some of those things that then happen next? What do you need to 
have in terms of information that perhaps you might need to get from the client in 
order to start working with them? What are some of the steps that they have to 
go through? Some work or some assignments or some assessments? We have 
things like a business assessment and a coaching questionnaire that people 
need to fill in. We will also have things like some quick start training modules. 
When you join the ACCELERATE program, there’s a series of training modules 
that you have to go through. In order to even get access to those training 
modules, one of the first things we need to do is make sure we get you set up 
with log-ins, usernames and passwords so that you can actually access that 
system – the portal – where we have a lot of that information.  
 
Once we’ve got you onboarded, the payment plan is worked out and the contract 
is back, the next thing that happens is we send off a welcome email. It’s got a lot 
of information in it that’s needed to get started and it’s all in one place. You may 
also want to think about instead of a welcome email - or to support a welcome 
email - having somebody have a welcome call to the program to explain how 
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things work and what those next steps are. We tend to do both of those. Having 
a welcome gift if that’s appropriate - something that says, “We’re really excited to 
welcome you as a client!” A welcome gift could be like a pack of information and 
goodies and things that people need to get them taking those first steps with you.  
 
For some of you, when you’ve got a bigger team it’s not only just welcoming 
them to work with you; it may be welcoming them to work with different team 
members and introducing the different people and personalities that the client is 
going to be liaising with on different things. It’s might be that Susie’s going to be 
handling your finances. Robert’s going to be handling the technical aspects. 
Vanessa’s going to be your coach for the program. Think about who’s handling 
what so your client is familiar with those different roles and responsibilities on 
your team.  
 
Something else which I think we can so quickly overlook is to think about what’s 
the best mode of communication. That might be something you want to think 
about upfront in your onboarding process. I’ve got a lot of people in 
ACCELERATE who one of their challenges often is they’re beginning to scale 
their business and they find that clients have got access to them through multiple 
different communication channels. They’ve got their cellphone, Facebook, email, 
etc. They feel like they’re getting bombarded through all those different 
communication channels. You might want to think about explaining 
communication – what are the boundaries of it? When do you typically respond? 
When can they reasonably expect to have a response? What are your operating 
hours and the best way to get ahold of you? If they can’t get ahold of you, who 
should they be contacting? Is there a back-up? If you’re in agreement that 
they’ve got your cellphone with direct access to you, that’s the point that you’re 
going to give it - but if not, you’re going to be giving email or perhaps a phone 
number where a VA or an office manager is going to be managing some of those 
phone calls and starting to establish some boundaries for you. Think about 
communication. It’s a great thing to get clear upfront. What are those 
expectations?  
 
In our particular case, of course, we use Facebook as a place for our community. 
If you have any other tools that you’re using like that or tools that support them 
working with you, upfront in that onboarding process is the time to introduce them 
to those. That may require some brief training. You could even automate that. 
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There could be a quick video as to how those tools are used and how they can 
best serve the client inside of the program.  
 
Some of the other early onboarding things that we would go through for our 
group clients: They have their one-to-one game plan kickoff call with me. We’re 
going to be getting that one on the calendar for the group program. For private 
clients, there’s those early calls they’re going to get with me to kickstart the 
program. Then we might be scheduling a VIP day and subsequent calls and 
sharing how the client can get access to my calendar to book some of those calls 
directly themselves.  
 
Those are just some of the high-level pieces that we have to think through on our 
client onboarding checklist and how these things happen. Think about what those 
are for you. There’s some things here that I haven’t’ mentioned. Start to build out 
a checklist.  
 
The good news is as you start to build that checklist you probably will start to 
realize that there are a lot of moving parts to onboarding a client - from the 
payments and the agreement which you want to run smoothly to then welcoming 
them into your program and starting to get them up to speed. What you’ll see 
when you start to put together that checklist is there’s a natural order that these 
things need to happen inside of. That can start to help you formulate the system 
for onboarding because now you have your checklist and you’re going to say, 
“Okay, it makes sense. We really shouldn’t be onboarding them into a program 
when we don’t have a contract or a program agreement in place, so it makes 
sense that that’s going to be one of those first things.” Those next steps don’t 
happen until that piece is taken care of. This is a great way for you to clearly 
outline that system and what it’s going to look like for you in your business. 
There’s a series of those steps that will happen pretty quickly once a client joins 
one of our programs.  
 
The good news is it’s the same for every client. We’re not reinventing that wheel. 
It took time to set up the system. It took time to set up the back end so that we 
had those logins and passwords. It took time to think about all of the pieces that 
needed to go into that welcome email just so that there was one place where 
there was an overview We didn’t’ just rustle that up in 5 minutes. The beauty is 
that once those pieces were put in place, short of us doing some updates and 
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some improvements, we’ve then been able to just literally plug and play each 
time we have a new client because it’s the same process for everybody.  
 
As I’m saying that aloud, of course I think of Infusionsoft. That’s the system that 
we use for our CRM. You probably have some kind of Client Relationship 
Management tool as well where you are going to keeping your clients’ 
information. You may be using something like Drop Box where you’re going to be 
keeping relevant information. You’re setting up that system right from the get-go 
so that it’s very easy to repeat and build upon.  
 
Following on the example within ACCELERATE, we’ve got our checklist for 
onboarding. There’s a series of things that have to happen first before clients are 
going to have their one-to-one session with me. That was something I felt really 
strongly about. We wanted to have a streamlined onboarding process whereby it 
made it easier for me to have that private session with everybody coming into the 
program and make sure that they had that personal touch and we’re very clear 
on their next steps. Their game plan for the next 30, 60, 90 days. We’ve got a 
program that’s called rolling enrollment. It means you can join the program at 
multiple times in the year which means that people are at different stages. Now in 
terms of onboarding that presents certain challenges. If you have a program 
whereby everybody is starting at the same time, you don’t necessarily have to 
always be thinking about getting clients up to speed because everybody could be 
going through the same modules at the same time. In our program, there were 
certain basic modules that we knew people really needed to have gone through 
first. It really didn’t matter what level they were coming in at. That was what was 
needed.  
 
Once they’d gone through those kickstart modules and completed their business 
assessment, they would have a new level of clarity. I would have a lot more 
information and a newer level of clarity to work with the client. Then we can end 
that process and begin the launch into the program with that one-to-one session 
with me. The client would go through that business assessment. Once that’s 
complete, we say, “Great! Let’s get you on Vanessa’s calendar,” and we’ve got a 
90-minute session. I wanted to share with you the break down now of how we’ve 
structured and systematized that game plan session. For a long time, those 
game plan sessions were very custom. They would be very different for 
everybody. What it meant was that sometimes it was tricky. It was even tricky on 
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timing. How much time is really needed? Sometimes we needed a lot longer 
because the system wasn’t in place and there’d be a lack of focus at times. All of 
the sudden, people might be working on lots of different things and we didn’t 
have the same vocabulary to be able to use with all of our clients. We’d have that 
one-on-one call but there was still a consistent vocabulary that was lacking - and 
a vocabulary that was lacking inside of our team as well.  
 
It was at that point that we started to say, “Ok, let’s take this piece and have a 
system that gives me flexibility for those one-to-one sessions.” Its not that every 
session inside of the system is actually highly custom, very unique. It’s not as if 
everybody’s coming out of that session with exactly the same action steps – not 
at all. It’s very customized and catered to the person but the system stays the 
same. That again is the beauty of it. Once we have a system, it gives us that 
flexibility to riff – a jazz term – within a structure. We can go off track, but we’ve 
got the system to support us. We can make some different choices inside of it 
and be creative and still be consistent as well.  
 
If we are at an event where we might be onboarding, there are times when we’re 
onboarding one or two clients but because we have an event-based business, 
we could be onboarding a lot of clients at once. That’s when that system really 
comes into play. I can lean into that system. It’s been created. We know it works 
well. Clients have said, “This is great. I’m really clear on my next steps. It was 
kind of foggy. I know what to do next.” We know what their next step steps are 
and it works a lot smoother than it would have done previously.  
 
I want to share the breakdown with that. What we’ve created inside of ours is I’ve 
created a system for even the welcome. You know when you get on a call with 
me, I’m straight down to business. Those 90 minutes that we’re gong to spend 
together are really precious. I always say we don’t need to have those niceties. 
We’re going to have 90 minutes to spend together and we’re going to cover a lot 
of ground during this time. Let’s get straight down to business so we can really 
create some great value during this time we’re going to spend together. I’ll start 
off by welcoming that client to the program and say how excited we are to be 
working with them over the next 12 months. Th purpose of today’s call is for us 
both to get clear around what those 12-month goals are: what the goals are for 
the client for the next year. Then, we start to break that down into an immediate 
action. That’s going to be their initial 90-day projects.  
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What’s happening there in that welcome is I’m taking the lead. I’m saying, 
“Welcome to the program. Super excited to have you here. Here’s the purpose of 
today’s call. Here’s what you’re going to be leaving with. This is what I want to be 
able to understand and know about you as your coach for this program. This is 
what you’re going to be leaving with. You’re going to have some clear action 
steps and that 90-day plan.”  
 
Sometimes, there may be things that are going to come up when a client is 
coming to that game plan with an immediate question. I’ve got my agenda so to 
speak - but we don’t want this to be just one-sided. It’s co-created. The client 
may well have a question or several questions that they’re coming to that call 
with that are really top of mind. They want to have them answered or clarified. It 
might be, “You know what? That’s a great question but it’s just not for now. 
That’s further on down the line. That may be for the second quarter of the 
program. I want you to park it to one side and then let’s revisit and see if it’s still 
relevant later on.” In that initial welcome when we’re creating that game plan, I’m 
going to be saying, “These are the things I’m going to be covering - but what 
would you like to cover as well?”  
 
A lot of times, clients are going to say, “You know what? That’s absolutely great. 
This sounds perfect. This is exactly what I need.” We’ve done a lot of them, so 
it’s been tested. Sometimes they will say, “There’s this, this and this. I’m really 
not clear on those things. I’d love some answers, or I’d love some help.” Clients 
might say things like, “I’ve gone through those initial modules and what it’s 
thrown up for me now at this point is I really realize that my pricing structure 
needs help. I’m very unclear. I’ve got some idea because I’ve done my 
homework, but I want to be able to run that by you.” That’s totally what we should 
be discussing and going through at this point if our clients aren’t clear on their 
own pricing structure at this point. That’s our place where we’ve got to work with 
them to get them clear. They may have joined the program and they’ve got an 
opportunity that’s coming up immediately: “Absolutely! I really need that 90-day 
game plan, but the reality is, Vanessa, I have got this amazing opportunity that’s 
coming up in the next 10 days. I would love your help on that.” We might dive into 
that and say, “Let me find out more about that and let’s address that.”  
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It’s still a co-created agenda at that point. What we have to remember here is 
we’re not here to solve. It’s an initial game plan. We’re not here to solve every 
single problem for our clients. It’s about getting those priorities. It’s really about 
core priorities in this session. I think sometimes when we’re earlier on in business 
and working with clients, this is a place where we can fall down – thinking we 
need to solve too many things at once instead of helping that client set some 
clear priorities and moving through some initial action steps. This process should 
start to help you with that.  
 
My flexibility inside of my system that we’ve created: There are parts of the 
system where I might go, “I don’t always need to go through these pieces.” 
Sometimes, we will have a bit of a background segment in that game plan where 
I’m wanting to know a little bit more about what’s brought them to this point 
today. Perhaps the business assessment that our clients have gone through – 
some people are just giving a ton of information in a business assessment so 
they’re really sharing a lot. Other people are just shorter, bullet points. It might be 
that I’m thinking I actually do want a bit more background on this client and to 
understand what’s got them to this point today. It’s giving me that context so that 
I can really understand what they need next.  
 
Sometimes particularly in our line of business and probably the same as yours, 
the background has been they’ve tried something. They’ve failed. They’ve 
previously had a business or they’re new in business so there’s kind of the 
scariness that’s going on for them. Alternatively, there’s a personal reason as to 
why this is really important right now. Perhaps they’ve not had to be the bread 
winner in their family before but now all of the sudden they do need to be. 
Financially, they’ve really got to make it work. That background can be really 
important for me to understand as the coach motivators but also relevant 
background information. We’ll go over that but without needing to dive into 
decades and decades of experience and all of the details. It’s that high level 
overview.  
 
Where we’re going to next is always thinking about starting with the end in mind. 
This is going to be relevant for so many of you in your line of business. It really is. 
It’s a tried and tested principle from Steven Covey. There’s 7 habits of highly 
effective people but it’s really looking at the vision. The vision: Where does the 
client want to end up? I personally think it’s really difficult to work with a client if 
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we don’t have the context and some of the background in the context of - what 
does success look like? Where do they want to be 3 months from now, 6 months 
from now, 12 months from now? Start with that end in mind with whatever you’re 
working on with your clients. That is often hugely valuable because it’s helping a 
client clarify in their own mind what that vision looks like. Perhaps they’re not 
coming into it crystal clear. A lot of people don’t. That’s why the process is there 
to help them really get that next level of clarity that’s going to help them be able 
to move forwards.  
 
We’re starting to look at what those 12-month goals are in the context of 
ACCELERATE. We’re always looking on the business side - the professional 
side - and on the personal side because the program’s going to help them get 
there. We want to be able to pull out as well - what are some the obstacles? 
What do they perceive is in their way? You know this because you’d have gone 
through this with me. Sometimes the clients are already starting to share: “The 
problem with that is I don’t see how I’m to get there. I tried something previously 
and it didn’t work, or I just know that I get in my own way.” Whatever it might. A 
lack of strategy. A lack of focus. Lack of the right tools to get to a certain place or 
the mindset that’s not aligned are going to be the classic types of examples we 
will hear around those obstacles. We want to have those out on the table. When 
we get them out on the table, it’s a different level of clarity for myself as the 
coach and the client. Often those obstacles aren’t quite as scary when we get 
them out on the table. Then, we start to see them as problems that are going to 
need to be solved.  
 
One of things that’s really important – and I feel it’s important to add at this point 
– is this isn’t me doing a lot of teaching in this onboarding. It’s very much a 
coaching consultative process working with the client. This isn’t me telling at this 
point; it’s me asking a series of questions. The client is giving me a lot of that 
information. That’s why having that system becomes really easy because it is 
jogging my memory for the sort of questions that I’m going to be asking next. It’s 
like the client is filling in the blanks for me with that information that we deem is 
necessary to work with us. I want you to see this so that you can adopt it and 
adapt it for your own business particularly when you’re onboarding that client. 
What are the questions that you need to be asking? What is the information that 
you would need to know? Equally so, what is the information that they could be 
giving to you beforehand – remember I talked about that onboarding checklist – 
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that they don’t need to be on a call with you or a team member to share. It could 
be answered through a survey, an assessment, an online questionnaire. The 
client is actually doing the work and as they are doing the work they are buying 
into the process. They’re also buying into the process of how you work together. 
It’s really important. You are continuing to demonstrate leadership through this 
onboarding and you are demonstrating implicitly in a way this is how we work 
together. It happens upfront. You’re establishing that working relationship from 
the get-go through this onboarding process. I  
 
That’s really important: To take a pause and think about if you had a clear 
onboarding process whereby you were asking the questions, the client is doing 
the work and thinking through things, giving you answers, giving you information, 
how would that improve things for you as the service provider? How do you think 
that would change things for the client and for the results that they’re going to get 
from working with you – the outcomes they’re going to get from working with 
you? Something to ponder on.  
 
We’ve done some background information at this point. We’ve gone through the 
vision and obstacles. Some of you have seen my notes on this because we send 
you them afterwards. I’m taking bullet points that I can easily follow. I’m not 
writing down everything that the client says and massive paragraphs. I’m actually 
following the template that we’ve created and putting those answers in there so 
it’s really easy to see that information at a glance.  
 
From there, we might be addressing some of the pieces that the client has 
brought to the table – some of those immediate things that I say, “You know 
what? This really is a priority. Let’s dive into that now and do some deeper work.” 
Some of you know that in those game plans some of the things that may have 
happened is we really helped you nail who your ideal client is going to be or at 
least your ideal client that you’re going to get started with. Sometimes, you’ve 
come to it going, “I like these and this and this and I’m really finding it difficult to 
settle in on somebody.” So, we’ve got to agree. Let’s do some deeper work 
around that. Sometimes it is pricing. You’ve gone through one of those modules 
and you’ve said, “I’m still struggling with my offer,” and we’ve helped you clarify 
that and piece that together in this game plan session.  
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Often that next step is that we’re getting down to some work – immediate work – 
that needs to happen. We’re working together in partnership with you. After that, 
based on those goals we’re going to start to chunk that down into - what would 
be some projects now for the next 90 days? In our particular program, we’re 
business coaches. That’s what we do, so our focus is often around 90 days. 
Yours might not be. Depending on the nature of your business, it could be 
something very immediate. It could be the next 30 days. You’ve got to think 
about what’s really appropriate for your business.  
 
When we get into the game plan and putting together that 90 days, it’s aligned 
with what we’re teaching in the program as well. There aren’t any real surprises 
later on because we put together 90-day plans at our ACCLERATE Business 
Intensives. You often will have heard me speak about 90 days. You’ll have often 
heard me speak about thinking about three main projects for a 90-day period to 
work on. Sometimes it’s less. This is aligned with how we are working with our 
clients. That onboarding is really onboarding the client into our approaches, our 
way of working and the kind of language that we use. What’s really interesting is 
a lot of time – you’ll know this because you’ve been on the receiving end – by the 
time you have come to that session with me, you’re often using the vocabulary 
that we already use. You’re saying things like “ideal clients” or “champagne 
clients” or “I’ve realized I’m undercharging” or “I’m really not clear on my offer” or 
“I’ve realized I’ve got too many vinegar clients” or “I’m stuck in the weeds and I’m 
hiding out behind my computer.” This is very much language we use in our 
programs. We’re getting that shared vocabulary as to how we work together so 
it’s building a relationship and we’re starting to speak that same language. This is 
going to be powerful and create that sense of belonging as opposed to one 
person is speaking the equivalent of Chinese and the other person is speaking 
Russian and we’re really not connecting.  
 
In our game plan, we’ll typically be putting together three projects but sometimes 
I have said to clients depending on where they’re at there might only be two 
projects. They’ve a ton on and some big things already in the works. There’s no 
need to overload you. At this point, we’re outlining what those key priority 
projects are and we’re agreeing what they would be. We’re also starting to look 
at what those actions steps would be. What would those next action steps be? 
We might be providing some content and some pointers or some tips. We’re 
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working with the client at this point. They’re going to have the name of a project. 
They’re going to have different action steps that they’ve got to walk through next.  
 
The place where we’ll also provide some time and some extra tools is I might 
say, “You know what? We’ve got a training on that in ACCELERATE and this will 
be a perfect time for you to go through something like value-based pricing or the 
quick audit,” or “We’ve got some basics around marketing so that you can start to 
choose that language and think about that.” Different trainings that we might be 
pointing them to. Otherwise, tools could be simply some of the tools that we use 
in our business that have come up in that conversation. We’re going to write 
those names down there. I might be giving the URL for where to access those 
tools inside of our program or it might even be sometimes – again I’m just 
thinking of different clients that we’ve worked with – we’ve been working with a 
client and I might have said something like, “I know somebody in this field and 
I’m going to make an introduction because I think it would really make sense that 
you speak and see if you can get a meeting or a phone conversation.” Tools 
might be Vanessa’s making an introduction or it might be some websites that we 
know of that we say, “There’s some great resources over here.” We’re basically 
padding out that action plan so our clients have got some really good next steps. 
I hope that that makes sense. Should do because most of you will have gone 
through this process by now as well and/or you’ve got it coming up.  
 
What I tend to do in the process here is I’m writing down. I’m taking the notes.  I’ll 
even say to the client upfront, “Would you like a recording of this session?” 
because we do it via conference call. Sometimes we just know that the clients 
want the peace of mind to be able to listen back to certain things especially as 
we’re working together. There may be a time where I’ve said to the client, “Oh my 
gosh - that sounds amazing! That’s exactly it,” and they haven’t been able to 
write it down but they know full-well they can go back to the recording and find it. 
We’re going to say you can review the recording afterwards and I’ll even say, “I’m 
going to take notes as well. Feel free to take yours – the things that you think are 
important to you, but I will be sending you the game plan afterwards so that 
we’ve both got a copy of what we’ve been talking about today and those next 
steps.” That’s really important to me because I’m tracking each of our clients. I’ve 
got a really, really great memory for people and their business and what they are 
working on probably because that’s the thing I love to do. It’s kind of easy for me 
to retain that. If there is somebody that’s been stuck with something, I’ve got a 
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game plan that I can go back to and refer to and go, “We agreed it was this. How 
come we’re going off in a different direction now? Is that just being forgotten? 
Was there something that shifted that means that it’s a good decision to be going 
off in that new direction?” It gives us both that overview of what’s been agreed.  
 
What I’ll be doing then is summing up that process at the end. We’ve got a 
process to really think about. Let’s now bring this to the end. Let’s wrap this up 
with a bow. It’s been 90 minutes. We will have covered a lot of ground in that 
time. We’ve got their game plan together. We might say, “Priority one, priority 
two, priority three – does that make sense?” Often at that point, I’m checking with 
the client. “How does that look? How are you feeling about this?” It’s not the first 
time I’m checking in with them right at the end – but I really want to know - does 
this make sense? Do they feel good about their next steps?  
Then, I’m going to let them know what’s going to happen next. What are the next 
steps? In our particular case, they’re going to receive the copy of the recording, 
my notes and any links to resources or tools that we’re going to be sharing. I’m 
also going to use this as an opportunity to reaffirm how best we can work 
together. It’s really about being able to say, “Listen. The people that are going to 
get the best results from this are those people that are going to be quick to 
implement and move forwards with these action steps - but also quick to ask 
questions. Now you’re going to go into action and something might not be clear 
or a problem or a challenge is thrown up that you’re not going to be sure about.” 
We also want to encourage people to share. Share their successes, share what’s 
working for them because that benefits the whole community as well. I’ll give a 
summary there of how to get the best out of the program, but I’ll want to reiterate 
to clients about reaching out for support. You know full-well entrepreneurs are 
great at wanting to figure things out for themselves and perhaps thinking at 
times, “I should know this,” and are not necessarily going to ask questions. We 
want to reiterate then, “Reach out. Ask the questions.” “If you get stuck, will you 
promise to tag me in Facebook so that I can answer that question?” “Make sure 
that you’re on our weekly calls and make sure you raise your hand so you can 
get those questions answered.”  
 
Often, I’m going to ask the client at that point - is there anything else that they 
need right now? Typically, at that point the answer is, “No, I’m super clear,” and 
those clients are really quick to implement. They want to get straight off the call 
and actually do those very first action steps. That’s when I’ll share how excited I 



 
 

 
BE BOLD. PLAY BIGGER.® 

© SIMPLY ZEST LLC • ALL RIGHTS RESERVED • VANESSASHAW.COM • PAGE 19 of 20 

am that they’re going to be part of the program I really can’t wait to help them 
and witness them achieving their goals. I encourage them to play full out and 
really bring their A game and to not be shy about if they hit some challenges. 
“Please reach out for help because that’s really what we’re here for.” We can’t be 
mind readers.  
 
That’s the send-off and that completes that process. The clients have got their 
steps to work on. We’ve agreed we know what we’re supporting them with. 
They’re going to be working through their game plan until that next touchpoint 
which could be a call that’s coming up: one of our Content Calls or a Q & A call 
or a Success Circle Call. It could be that there’s a coaching gym that’s going to 
be coming up soon or one of our Business Intensives. We now know that the 
client has the initial plan to be working on and implementing.  
 
I know that’s a lot. I’ve unpicked our process there for onboarding clients. I want 
you to think about what value having that clear onboarding process would bring -  
first and foremost to your clients and secondly to you. What value do you think it 
would be to them and to you? What now needs to shift and change in order to 
improve your own onboarding process? Think about that - not just through where 
you’re at today but where you want to be in your business. It’s difficult for us to 
think sometimes outside the box that we’re in but 3 months, 6 months, 9 months 
from now, what do you want that onboarding process to look like?  
 
Just a quick tip I thought of before we bring this call to a close today. As you’re 
going through creating your own checklist for your business - even if you don’t 
have these people helping you right now - you might be going through different 
items in that checklist and putting your name against the pieces that only you can 
do. Start to think about what a virtual assistant could do for you. What could an 
office manager do for you? What could an associate do for you? Start to think 
about on that checklist who else could be helping you?  
 
That is it for today. Sexy systems for scalability. The reality behind this is there is 
work to do in growing your business but you do not have to do every single step 
of it the whole time. You won’t be able to scale the business. You can start to 
make your own life easier for yourself by having some repeatable processes.  
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Please ask any questions in the Facebook group as we’re not going to be able to 
do live Q & A on the back of this today. I will be on a flight to Vancouver. That’s a 
system that’s been put in place in automation whereby we can still bring this to 
you and I can be on a plane at the same time. So, again, that’s a system. I look 
forward to getting those questions on Facebook or just some insights and a-has. 
Share with me what did you find valuable? What are you going to do next?  


