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SEPTEMBER 2017 CONTENT CALL: 
CREATING YOUR ROCKSTAR TEAM 

 
Welcome to the new platform that we are rolling out. We heard your requests. Of 
course, I tried in fantastic, role modeling leadership style to resist change for a 
while - not because we didn’t want to move over but because we knew there was 
a lot on the back-end with everything that’s in our system. I’m saying that upfront 
to apologize if we have a few things that are hokey or if we have a few odd links 
for a while as we’re transitioning.  
 
One of my goals for moving over to this new platform is so that we can be more 
interactive and really practical in these trainings. As of next month, I’m actually 
going to add in another way to teach you in here to make things more visual, 
more practical, be able to get feedback from you as we go through things and get 
questions so that we’re approaching this as a two-step process this month.  
 
I thought it was perfect that on the month we’re talking about building a rock star 
team, my team made the decision that we are moving to the other platform when 
I wasn’t around to have a say in it. They were like, “You’re out of the country. 
You’ve got other things you’re dealing with and we’ve just made this decision 
about Zoom. We’ve decided it’s for the best.” Isn’t that just perfect for this whole 
subject on building a rock star team? That’s what we’re going to be diving into 
today.  
 
Let’s just look at this whole idea of building a Rockstar team. I want to start with 
my own personal story of going into business for myself. In full transparency, 
when I started off 12 years ago, it never even dawned on me to think in terms of 
what I was doing as business that there could be other people that could help 
me. All I wanted to do was my coaching thing. I wanted to work with clients. I was 
really enjoying it and that’s where my mindset was with that until such time as the 
business started to take off. I needed more free time. I was starting to make 
mistakes. I was getting burnt out and frazzled. That’s when somebody first said 
to me back then, “It’s time for you to hire an assistant.” I was like, “What do you 
mean it’s time for me to hire an assistant? How am I supposed to go about that?” 
My very first assistant back then was somebody that could help me with 
scheduling on my calendar because it was taking up so much time. I wasn’t able 
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to get back to people quickly enough or get people on the calendar and I was 
doing all sorts of things with that like setting the wrong time of day. Basically, I 
was losing opportunities. That’s where my first assistant came in.  
 
I want to look at just a few of those mindset traps before we dive into this today; 
some of those mindset traps that you might find yourself thinking about. Some of 
you are early on in this version of your business and you might be saying, “It’s 
just going to be me and me. I don’t need an assistant. I can do it all myself.” 
Others are at a stage where you’re working all the hours that god sends and 
you’re absolutely praying for that angel to turn up in your life and lighten the load.  
 
Wherever you’re at in this journey, the one thing I can tell you that’s guaranteed 
is if you are wanting to build a business where you’re going to have a big impact, 
be able to generate great income, enjoy freedom, have free time to live life on 
your terms and do other things, you have to think about building your business 
beyond you. You will never, ever have freedom when it just remains you. Whilst 
you may be passionate in the early days, there will come a point when you just 
start to get burnt out and guaranteed you’ll lose your passion for what you’re 
doing. You won’t have the energy and excitement around it.  
 
Some of the mindset traps I went through myself and I hear with people a lot 
when they’re thinking about building that Rockstar team is, “I can just do it better 
and quicker than somebody else can. I know what I’m doing. Most things that I 
want to do, by the time I’ve explained it or trained somebody up to do it, I could 
have done it myself.” That was certainly one of the mindset traps that I was in.  
 
The next piece that I found myself struggling with was, “They’re going to come 
into my business and discover that I haven’t got a clue what I’m doing.” I was so 
terrified that I’d open up that door to my business and the mess that was behind 
the scenes. I felt like I had to have it all figured out, all perfect and knew what I 
was up to before I could hire somebody. There’s days 12 years on where I still 
don’t know what I’m doing. There’s days when you go, “Really? Do I really know 
what I’m doing here?” Had I fallen into that trap then, I would never have been 
able to advance.  
The other thinking trap I got into as well was, “It’s going to take so long to train 
somebody.” It was happening for me at a point in my business where I was 
working way too many hours. Things were falling in between the cracks and now 
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I just had this concern out there that it would take so long to get the benefit of 
that help. I haven’t got that time to invest.  
 
There were times the doubts were going through my own mind: “Do I really have 
enough for somebody else to do?” That was a big question if I’m taking 
somebody on. I’m talking about in the early days of my business. It wouldn’t have 
been a full-time position. It was this doubt around, “Is there really plenty for 
somebody else to actually work with or am I just going to be giving them a couple 
of hours here and there? They’re not going to engage with me because it’s just 
not enough to sustain them and they’re going to be immediately looking 
elsewhere.”  
 
My last mindset trap that reared its ugly head in a meeting last week and 
somebody called me on it – and I’m so eternally grateful tat she called me on it 
particularly as we’re going into this training – is that, “Good quality people are 
hard to find.” Those words came out of my mouth in a meeting last week and I 
was like, “Whoa – There it is again!” I’ve dealt with other mindset traps that I 
would get into and here was this one lurking there.  
 
Let’s start to break this down and create a process. I’m going to open up the lines 
later on because I really want you to share with me - where are some your 
mindset traps that are coming up for you around this? What do you really need 
help with around developing a rock star team? We can develop the content to 
where you’re at in business.  
 
Irrespective of what you think you need help with, there’s some foundations that 
absolutely have to be in place. This was something back then that once I had 
grasped this I was like, “Ok, this is going to make my life so much easier.” It 
started to naturally resolve some of those mindset challenges that I had. This 
was about starting to think about my business and hiring team playing the dating 
game. Going back to those days – and for me, it’s been quite some time now, but 
I still can vaguely remember. I’m not that good at dating actually. It’s not one of 
my good skill sets because I’m a really long-term person and so I date, I fully love 
and then I get married. That’s what it was like with Robert. The whole dating 
muscle is not something that I’ve really perfected – but I think what I’ve done well 
is I got clear on what it was that I wanted in order to get into that long-term 
relationship. I had to get clear on - what’s my own vision for my life? What do I 
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want for myself? What are my values? What are those things that are really 
important to me? What are some goals that I want to achieve in the course of 
that relationship or in the course of my life? I started to realize that business is no 
different to that. When we’re thinking about attracting great team members and 
building that rockstar team, I want to think about those people if I’m going to be in 
a long-term relationship with that it’s going to be mutually satisfying and that 
honestly – like in any good relationship – we’re going to continue to elevate each 
other to the next level. That’s really what I believe the essence of a great 
relationship is. It’s not that you’re pulling each other down; you’re constantly 
lifting each other up. Whatever stage you’re in, there’s groundwork that really 
needs to be done.  
 
We’ve put this together in our workbook. This is about answering these clarifying 
questions around your “what” before you even start to hire. The trap is often that 
we get so stressed and overwhelmed and we go to knee-jerk reactions. We want 
to hire somebody to get something off our plate, but we really haven’t put the 
foundation in place. It’s just like any relationship. It’s not going to work. We’ll find 
that there are cracks in that foundation and fundamentals that are being missed 
along the way. All of the sudden, you realize that you’re not on the same page 
with people. Things aren’t gelling. It feels like work the whole time and now those 
fundamentals are missing.  
 
We’ve put together a series of questions there for you to go in and clarify your  
“what” before hiring. What is your vision for your business? Depending on the 
length of time you’ve been in your business and depending on the level that 
you’re at in your business, you’ll probably be able to think further out. Depending 
on how long you’ve been in business, you may be very clear on where you want 
to be 5 years from now or 3 years from now. For some of you, it’s just - where do 
you want to be this time next year? That’s totally ok. A vision is about painting the 
picture of where you what to be off of a timeframe in the future. The reason that’s 
so important to be able to clarify is we’ve got to be able paint the picture of where 
we’re heading for somebody else. We’ve got to paint that picture.  
 
Secondly, we want to understand inside of that vision - what are the goals that 
you’re seeking to accomplish? Those are the milestones along the way. 
Hopefully you’re going to have a level of clarity around those things because 
we’re constantly revisiting that through this program and at the ACCELERATE 
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Business Intensives when you’re re-mapping out your 90-Day Big Bold Plan. 
That shouldn’t be that difficult. You’re going to need to be able to communicate 
that to somebody else. Again, we’re looking for: Are they aligned with your 
vision? Are they excited about what you stand for and what you’re wanting to 
create? Are they somebody that can help you achieve those goals? These are 
real fundamentals that it’s so easy for us to step right over or miscommunicate or 
not communicate them at all.  
 
You certainly what to break that down further into what are the 2-3 priorities that 
you’re working on; hot priorities for the business that you’re looking for help with. 
That can start to help you look at who you’re hiring. Then, you’re going into some 
of these business fundamentals. How do you find your clients? How do you 
communicate to somebody else what kind of clients you’re working with? Your 
types of products and services? Who else is on your team? This is really 
important. You’ll see there I’ve even put things like family. A lot of us when we 
first start out it’s us and it might be a husband or a spouse behind the scenes or 
a grown-up son or a child in the business or your sister-in-law. We want to paint 
that picture of who else is on your team so that the person you’re hiring can start 
to see what they are entering into.  
 
Team doesn’t have to mean employees per say. At this point in time, think of it as 
people that are helping you in your business. It may be contractors or other 
vendors who are doing pieces for you. It starts to build that picture of team. 
Particularly, what are those people doing? What is their role? What are the tasks 
that they’re taking on? It’s been really important for people to know as we’ve built 
the team – and especially before Robert was an official team member and 
employee in the business – that he was still always behind the scenes in the 
business. It was important for me to communicate that. Otherwise, people would 
wonder how certain things were even getting done because that was sort of the 
behind the scenes person. Equally so, it’s going to be important for people to 
know: Who else am I listening to? Who else am I consulting with? Particularly 
when it is a family-run business, some of those dynamics are going to be 
important. We are very fortunate. We have a wonderful working relationship and 
a solid marriage, but as other people are coming into a family run business, the 
spouses are constantly fighting and there’s a lot of tension and they disagree 
with one another. If that was going on in your business and you were hiring 
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people, they might need to know that – not that you’d admit it but it’s 
understanding what some of those possible dynamics could be.  
 
This is such an important question that I wish I’d learned earlier because I’ve had 
to learn this through trial and error. It was really getting clear in my mind: What 
do I expect of my team and different members? How does a rockstar team 
member need to show up for me? I’d got that one back to front for a while. I was 
adapting – playing Mrs. Nice girl trying to adapt to the people in front of me and 
to change my style and my way of being so that I could get them on board as 
opposed to me being really clear about, “This is what I expect from you. This is 
how I need you to show up as a rockstar on the team so that we get to do our 
best work together.” Otherwise, you’re just going to find yourself constantly 
apologizing, constantly miscommunicating with mismatched expectations and it 
gets really draining. That’s when you realize you’ve got somebody on the team 
and they’re just hard work. Have we really clarified upfront for ourselves what 
that looks like?  
 
From there, it’s being really honest. I see a lot of women doing this in business. 
I’m guilty of it myself that’s why I bring it up: Get clear on what’s in it for that 
person to join your team. What’s the value of coming into your business? We’re 
not thinking they’re bringing all the value here and I’m going to bend over 
backwards to accommodate them. No, I want you to think of yourselves as this 
cherry on top of the cake so to speak. They’re really lucky to come and work for 
you. It’s a privilege. I think it’s a real privilege to be part of a growing business – 
whether it’s in start-up mode or scaling up mode - where there’s typically a lot 
more opportunities for taking on responsibilities. We wear multiple hats in small 
business. They can learn and grow potentially a lot quicker with you and they can 
be part of something that’s really making a big difference in the community.  
I know a lot of you probably take these things for granted but I also know a lot of 
you are looking to disrupt your space. A lot of other people are out there really 
wanting to do things differently within your industry. You’re wanting to disrupt and 
do something different. Alternatively, you’re wanting to create in your business a 
way to do business differently. It could be a combination of the two. We’ve all had 
bad experiences of poor leadership and poor management practices. We’ve all 
probably had jobs at some point where we’ve experienced that and I think we 
come into this game thinking we want to create something different. I think that’s 
really fortunate for that person that’s joining our team because they’re going to be 
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a part of that. A part of outside of the box thinking and really doing things 
differently. Get clear on for you why you think it’s valuable to be a part of your 
team and part of your business. I want you to think about this in terms of creating 
that energy that people have got to demonstrate that they merit working with you. 
It’s the same philosophy as champagne clients. It’s the same thing: it’s 
champagne team members where we want those clients saying, “This is why I 
deserve and merit working with you. This is how I’m going to show up.” That’s the 
energy you want to create with team members as well. That’s when you’ll get a 
phenomenal win-win.  
 
I remember speaking to somebody who helped me build my team in the very 
early days and was helping me recruit and put together job descriptions. In a side 
conversation, I had to say to her, “I’m really not feeling supported.” They helped 
me hire somebody about five years ago when I first worked in the States. I hired 
somebody who was absolutely delightful. Unfortunately, her mother was taken 
seriously ill and was passing away. She said, “Vanessa, I’d like to be released 
from the business almost immediately. I’m going to spend whatever weeks or 
months are left.” She was moving across the country. Of course, you say, “Of 
course. My heart breaks for you.” It was one of those life-changing moments. 
She said, “I’ve got somebody else that I’d like to brief all about this. Somebody 
that I’d like to propose that I think would be a good fit.” So, I just took that person 
on at face value because I was in a bind. That’s the truth. This happened within 
48 hours’ notice. I took on that person and it just never ever felt the same. In this 
side conversation with the team that had helped me with the hiring process to 
begin with, I’d said, “I don’t know what it is. I just can’t put my finger on it. I just 
don’t feel supported in my business. I really don’t feel supported.” I was kind of 
expecting her to turn around and get me to justify that or clarify that and go into 
this lengthy conversation. She said, “That’s all you need to know. If you’re not 
feeling supported, it’s because you’re not.” I was like, “Wow, really?” She said, 
“Yeah. If you’re just not feeling supported, you’re not. It would feel so different. 
You’ve now got a choice. You’re either going to have a conversation with that 
person about what that now needs to look like so that you do feel supported in 
your business - or it’s time for us to rehire.” As it was, it was time for us to rehire. 
I think it’s such a valuable question for us to really think about. What is it that we 
truly need from our team so that we feel supported and that we will joyfully – and 
I really mean joyfully as this is the massive difference going through my own 
business –cut checks for people and pay them. Whether that’s paying their 
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invoice or writing a check later on. We’ve got employees now that are on payroll 
and it’s the joy that’s around that because you feel so supported and you know 
that they’re a key part to your business growing.  
 
These are some core questions. You’ve got to dig deep. This is not necessarily 
something easy but if you’re going to build a rockstar team without having 
answered those questions, I think you’re going to see very quickly where you 
have fundamental cracks in your foundation.  
 
The other piece for me has been really starting to say now - what’s non-
negotiable? What are our non-negotiables for when we’re hiring people? These 
are the places now where I’ve had to toughen up. I’ve had to get stricter. It’s not 
been, “Oh, that would be nice to have but if I haven’t got it I’ll work around it.” No, 
that doesn’t work. The non-negotiables are an on-off switch. Either they’ve got 
them or they haven’t. These are not my place for being able to negotiate. It’s the 
same thing as ideal clients: it’s those attributes that they must have for you to do 
your best work and there’s simply no negotiating on that. Then, of course there’s 
always the “nice-to-have” but we really can work around it. That comes from a 
more sincere place.  
 
These are taken straight from our own business. I share with you a personal 
anecdote around one of them which is why it’s now on the list. I have a big BS 
meter for when people are not telling me the truth. Honesty is so important. If 
people have messed up, can’t meet a deadline, are struggling with something, 
whatever that is, you need to have an honest conversation. Just be honest. It 
might be uncomfortable but as long as you’re honest about it, it’s ok. If I find out 
that somebody’s trying to hide things, not being honest, or cover up, that for me 
is a red flag because I’m simply not going to be able to trust them further down 
the line. I’m sure you relate. Our mind goes into, “Really? Is this really the truth 
now?” We’re constantly second guessing.  
 
Responsiveness. It’s really important for me. The way we’re running the 
business, if we’ve got team members and I’m asking a question or we have lots 
of different communication, don’t leave me out there hanging for a full business 
day on something that could take 30 seconds to respond to and now I’ve got an 
open book in my mind. Responsiveness is across team so that people aren’t 
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being held up. It’s also responsiveness with our clients and also responsiveness 
with our prospects as we’re growing the business.  
 
Quality of work. People have got to be dedicated to quality of work and 
constantly improving. If it’s sloppy and it’s just trying to get it out the door quickly, 
it doesn’t work for us because that’s part of our brand. People that are really 
proud of their quality of work. By the way, these are places where we always 
acknowledge inside of these qualities that we know full well we’re dealing with 
human beings here. We will all make mistakes. Let’s be correct 95% out of that 
100% of the time which gives us that 5% error. If we’re honest we can omit and 
we can move on.  
 
Professionalism and respect. I think they’re difficult to define. What do we mean 
by professionalism? Particularly in the world of business that we operate in, it’s 
treating people with respect, dignity and compassion.  It speaks to that quality of 
work.  
 
Striving for excellence. Treating other people way that you want to be treated 
yourself. Are you role modeling that?  
 
Positive attitudes. Complainers, wingers and whiners, negative naysayer nellies 
– sorry, can’t deal with that. We all have a bad days and that’s fine. I have my 
bad days too, but I need predominantly positive, gung-ho attitudes. That’s a non-
negotiable.  
 
Self-managed. The last thing I want to do with my team is chase them up. I don’t 
like to nag as a wife. I don’t like to nag as a mother and I’m not going to start to 
nag in my own business. That sucks. The minute I find myself doing that, it’s a 
part of me that I don’t like and I know that something’s missing. For me, that’s 
just because somebody’s not being self-managed. They’re not a self-starter. 
They’re not taking initiative. They may be poorly organized. Whatever it is, right? 
We’re really looking for people that want to be part of that team but they’re self-
managed.  
 
Seeking excellence – that really goes into quality of work but growth oriented. 
We’re a company that’s growing. We’re a business coaching company. The truth 
is really we’re a personal development company too so it’s so important that 
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people coming into our fold buy into that. They’ve got to be working on 
themselves and constantly improving their best. Investing themselves. There’s 
going to be opportunities through us as well but if they’re not growth-oriented and 
they just want to stay the same, we’re a complete mismatch in the business.  
 
Personal responsibility I think for us links into that honesty. It’s about owning 
things. Saying “I’m sorry. I made a mistake. This is how I intend to correct this, so 
I minimize the chances of it happening again,” and not going into blame. 
Excuses, blaming other people, blaming the dog that got their homework or 
whatever other things there are that they come up with.  
 
The very last one on that list which is now a non-negotiable is fun to hang out 
with. It wasn’t on there before. This is why it’s so important to have these things 
explicit and written down. Now we’ve got a screening process. We made a bad 
hire not that long ago. I was already seeing significant signs no sooner was she 
on board – but the day I really realized that she was a bad hire was when a 
couple of team members took me aside and said, “Vanessa, please tell me that 
she’s not coming with us too.” Ouch. What do you do? “Her energy. She’s no fun. 
We’ve had enough.” I was like, “Ok. Message taken.” We’ve always said you’ve 
got to pass the margarita test. That’s become our language inside of our 
company and there’s a lot of truth in that. It’s really become - do we want to go 
out and have margaritas with them? Would we enjoy that? Would we enjoy 
socializing? Would we want to hang out? That’s been our definition of 
champagne clients. You’ve probably seen the video that I did. Would you invite 
your clients around to dinner? That’s one of our tests. It just missed off that list.  
 
What are your non-negotiables? I’m sure there’s probably a few in there that 
you’re saying, “Yes. That’s what I want for my rockstar as well.” Think about 
those things that are important to you. Socializing with your team and people 
may not be something. “I’ve got plenty of friends – You and team, Vanessa – You 
do your thing. I couldn’t bare that.” It’s got to be an authentic expression of you 
and how you want to run your business. When you get clear on these things, 
they will naturally become attractive in terms of having people work with you. 
People will start to see what you stand for. They’ll want to be a part of it. They’ll 
understand your vision and your values and see the team and environment 
you’re building. You’ll naturally start to have people reaching out looking for 
opportunities. That’s when you realize that things are getting clear.  
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Final tip around this: Let’s imagine that you’ve had this conversation with 
somebody around your vision, your values and your goals. In that conversation, 
what do people typically say next? You’re going to see them lighting up. People 
that buy into what you’re doing, they’re naturally going to start to ask more 
questions. You’re going to see their energy go up. You’re going to see that level 
of enthusiasm. A big red flag for me is when somebody then says, “So, what 
would you like me to do to help you?” Now, all of the sudden, it’s putting that 
onus back on me to have to think through that. Now it’s like when I’m busy and 
I’ve got a lot of responsibilities and a lot of balls in the air, that just becomes 
something else on my to-do list. Basically, now I’ve got to think about what you 
should be doing, I’ve got to think that through from my vantage point which is 
probably not as clear as yours because I’ve got a lot going on. I’ve got to 
delegate to you and train you and all these other things. For me, that really 
speaks to an employee mindset. It’s that whole, “what’s my job description? Tell 
me what to do and I’ll do it,” but beyond that, there’s not a lot more vs. the person 
that says, “Wow, fantastic. Love what you’re up to and this is how I see myself 
helping.” Really different conversation. The latter is somebody that’s far more 
entrepreneurial. It’s also somebody that values what they’re bringing to the table. 
They’ve got an inherent sense of their own worth and how they can contribute to 
your business and you want to be listening out for that. Ask direct questions 
around that. Given the picture that I’ve now painted of where our business is 
headed, where do you see yourself being able to add value to this? What type of 
role would be exciting for you? Those can start to be ways that you can see if 
that person is a self-starter. Are they bringing something to the table?  
 
I’ll use Susie as an example because she’s been such a good example of this. 
The time that she was telling me what she could bring to the table, she was 
telling me things that weren’t even on my radar in term of organization and 
systems and structure. She knows that she is somebody that is super organized, 
very systems focused and wants to be efficient. She totally got me. She knew, 
“She’s more creative. She’s more entrepreneurial. She’s got all of the balls in the 
air – and I know how I can help her.” I remember at the time thinking, “Wow, I’m 
not even sure that I need those things.” I probably even said that. Of course, 
because we were in the weeds of the business at that time, once we had taken 
the business to the next level, all of the sudden everything that she was speaking 
about became, “You bet I want that now! Please go do that. We totally need this.” 
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That’s somebody who’s got that different mindset from the outside to be able to 
say, “This is where I see myself being able to add value for you.” Listen out for 
that because it’s really important. 
 
What’s been valuable so far? What are some a-has? What’s resonating for you?  
 
Depending on where you’re at in this process – whether you’re taking on a 
brand-new business and you’ve got to get team, whether you’re just looking to 
hire your first assistant – one of the ways to think about what it is that these other 
people are going to do is to think about an area we work on in the STELLAR 
program: moving more closely into your zone of genius. Every business goes 
through different phases and in the early days, you can be happy to wear 
multiple hats. It’s how we get businesses off the ground. We work on ours and 
we do lots of things. We have to learn tons and tons of different skill sets to get it 
off the ground but after a while, if we really want to be successful and have a 
thriving business, as the leader we’ve got to move more into our zone of genius; 
those things that energize us, where we’re really best and start to get rid of all of 
the extra stuff. This is how we think about delegation and building teams. Even 
when you’re in those early stages.  
I’ve put together this worksheet. Some of you have seen this before. It’s about 
getting things off your plate. It can be really enlightening even to do a venn tree 
for a couple of days of every single thing that you do on a daily basis in your 
business. It’s those things that sometimes you’re doing so automatically you 
don’t even think about them anymore. Loads and loads of minuscule tasks. 
When I think about getting things off my plate, I also think about my personal life. 
I’m one person with daily activities in both business and personal life. Some of 
those things may or may not be energizing or helping me get to my zone of 
genius. My first hire wasn’t in my business directly. I was hiring people in my 
home to support me there so that I could do my business and not feel so 
exhausted that I had to do all the home stuff. I didn’t outsource my kids 100% but 
I had a housekeeper do the house and the ironing, shopping and pick up Olivia. 
She was Olivia’s nanny and picked her up from school. There was a whole host 
of stuff that I was able to hire somebody to do so that I could focus on the 
business and then not feel frazzled going back into my personal life. That might 
be a place that you’d like to look at. Where are those things that you’d just love to 
get off your plate?  
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First and foremost, you want to go through the daily activities that you go through 
not thinking about. Are they good or bad? From those daily activities, what are 
those things that are your zone of incompetence? You’re bad at doing them and 
you find them really draining. We all have those. Just because you can do it 
doesn’t mean to say that you should. I always look at that through the lens of, 
“Ok – I’m actually not really good at it. It takes me forever. It’s probably 
something I procrastinate on massively and I never feel good about it. It’s just 
massively energy draining.” You’re just going to start to form that list.  
 
What are those things you’re good at doing? Good at doing doesn’t mean to say 
that you should be doing them the whole time. Those things that you’re good at 
doing but perhaps you feel neutral about might be things that you still need to 
keep doing for awhile - because you’ve got limited resources and you can’t 
outsource everything all at once and expect to run a profitable business. That 
zone of confidence – Get clear on that. What are you actually good at doing? 
You may feel neutral about it. You may quite enjoy doing some of those things.  
Then on that list, what do you absolutely love to do? It’s where you’ve got your 
zone of excellence and you feel energized by those activities. Ruth, I know one 
of yours is building relationships. That’s in your zone of excellence or possibly 
even in your zone of genius. You love going out and building relationships and it 
energizes you.  
 
Go through this yourselves to start to think about what it is you want to get off 
your plate. This is an ideal world. You could feel so far removed from this right 
now and it’s okay. Where are those three competencies – what we call the zone 
of genius – that you are really great at that energize you and honestly that you 
want to be doing more of in your business? You might find that you love sales 
conversation and business development. I see that so much with businesses as 
they start to get involved in growing. The conversation comes up in STELLAR 
quite a bit where people are saying, “I’m just loving running and leading my 
business now because it’s a very different place to be in. I want to be freer to do 
that because it really energizes me, so I’ve got to get other things off my plate.”  
 
This is how you can start to think really practically about what those things are 
that somebody else could be doing for you. Somebody else or other people. This 
is an exercise Depending, on how fast your business is growing, you could be 
going through this exercise once every 90 days. Easily. If not, I would 
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recommend once every six months because as the business changes, some 
things that previously energized you, you’re going to be like, “I can’t even face 
doing that again.” It can start to really inform who is that next hire and what it is 
now that you want team to be taking over for you.  
 
Remember what I said to you about not feeling supported in my business vs. 
starting to feel more supported and then feeling fully supported? I have a recent 
example of that I’ll share with you: My stepfather is seriously ill back in the UK 
and I needed to get back there for an emergency visit. The timing – I just had to 
get there. To be able to free myself up from the business on the fly like that and 
know full well that business was taken care of – and more importantly that I 
actually wasn’t worrying. It’s one thing letting go of things and going, “Ok. Other 
people are taking care of that,” but if we’re still constantly worrying: Is it getting 
done? Is it being taken care of? Is it happening the way I would want it to? Am I 
really free? In that week that I needed to be so present back in the UK and I was 
in a hospital all day long everyday with my mother and my stepfather, I didn’t 
want to have that worry. This was a great example and a test: Can the team 
really take care of it? There were places where you notice it. I’m being 
transparent here. You were a part of that week. We went over to Zoom because 
it was like, “She’s out the door now! We’re going to shake up a few things.” They 
ran the boot camp. Susie jumped on. She could see me worrying about it and at 
the time I was like, “No, it’s okay. I’ll do it really late at night.” I was struggling to 
let go of that because I kept saying, “They’re my clients. They’re expecting it to 
be me and I have to do this.” I was into my” I can’t let it go” mode until things got 
really bad back in the UK. I would not have been in the right shape to have led 
that and it really was far more important for me to be elsewhere. They were just 
like, “For heavens sake, we’ve got it. Done. Just give us two sentences of 
something we need to know about this. We know how to do this. We’ll take it on.” 
That’s a great example of other things that were happening behind the scenes. 
 
How do we start to know when we’re really getting value from our team? I’ve 
been in both places and I’m sure you have: Are things getting done? Is it 
happening? You’re questioning. For me, frankly that’s a sign that something’s 
amiss. I used to think - was it really a sign that I’m a complete control freak? I 
realized more and more that it’s really that things aren’t happening. I’m picking up 
on something and I’m in a place of doubt.  
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I’ve given a checklist there for you to go through. Are people 
overcommunicating? Not leaving you second guessing? That’s what I love: a 
team that will say, “We’ve got to bring you up to date,” or “We’ve got a lot going 
on right now. I’ve put together a Google document because I know you’re going 
to start to be thinking about these things. I want you to know, we’ve got it 
handled. I’ve actually written it down for you.” In three seconds, I glance through 
this and I’m like, “They’ve got it.”  
 
Communicating about deadlines. They under promise and overdeliver. Always 
good in my books. Things are getting done with little time and energy from me. 
This comes back to me wanting people that are self-managed. If everything feels 
like I’ve got to explain or over-explain or pull teeth or lay out all of those next 
steps, I’m never going to get my stuff done. Part of having that team is not so I go 
lay on a beach and do nothing; it’s so that I can step more fully into my CEO role 
in the business and look at strategically growing it. If I’m constantly dealing with 
team members that aren’t self-managed, then I don’t get to perform my role 
properly and I should be fired.  
 
Stress levels going down. That sense of overwhelm which I know we all 
experience at different levels. I’m not saying that there aren’t days where it’s 
overwhelming because there’s still a lot of moving parts to the business – but the 
overwhelm and the burden feel shared. It doesn’t feel like it’s on my shoulders as 
that team leader. We’re all carrying this. We’re all in it together -  whereas before 
I always felt so weighed down literally on my shoulders with everything I wanted 
to do.  
 
Proud that they’re part of your team is really important. Had I had this on the 
checklist back then, I wouldn’t have made certain hires. Although they were 
behind the scenes, these were people that I probably never would have wanted 
my clients to engage with. What was I thinking? I wasn’t particularly proud of 
them or how they were showing up.  
 
Feeling that renewed sense of excitement about growing the business. When 
you’re feeling too overwhelmed, you’re kind of like, “Eh. I don’t know if I can take 
it to the next level. I don’t know if I even want to right now.” You’re going to get 
that sense of renewal and that energy going up as you start to depend on other 
people.  
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One step ahead. They’re guessing where you’re going to be going to next and 
they’re already thinking about it. Already got a proposal around it. Already taken 
action steps or they’ve given you that checklist of what they’re working on. That 
for me is golden. It does tie into not needing to delegate all the time. Delegation 
can be a lengthy, heavy process. There’s places for it but if you feel like you have 
to delegate everything, now your job has become Chief Delegator as opposed to 
CEO.  
 
The sort of questions that they’re asking. I love questions coming in because it 
shows that people are engaged. The fact that they’re relevant. They don’t feel 
like they’re off on the side somewhere. They feel relevant to where we’re headed. 
It’s important thing that we’re on the same page.  
 
Starting to work on projects that we never thought we’d get around to. We all 
have massive lists of things that we want to get done in our business. For me, it’s 
really joyful when we start to see that those things are no longer nagging at us. 
We’re actually starting to tackle some of those things that have been on the back 
burner.  
 
Of course, enjoying more free time. Working more on the business rather than in 
it. Being able to take that vacation and take that time off without worrying that the 
whole world is going to collapse around you and worry that your business is 
falling apart.  
 
For those of you that are hiring team, you might be going, “She’s right. I’m 
starting to experience all of this and it feels really good.” Some of you might be 
going, “If only. That feels like heaven. Will I ever get there?” I get it. We’ve all 
experienced all of that and a whole myriad of things in between. Those are 
measures of success. Those are markers for you to be looking out for and 
demanding in your own business as you start to build this rockstar team. You’re 
going to get this place where you aren’t worrying so much.You’re freeing up your 
time and energy for other things.  
 
This is the baseline for me of starting to build your rockstar team. We haven’t 
gone into where you find them, how you hire them, etc. We can go into that. 
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That’s quite formulaic – but if you haven’t put this foundation in place starting with 
the other pieces, you’re always starting in the wrong place.  
 
What’s coming up for you around this? What new questions is this now raising for 
you in your mind? Where do you want to go next with this in terms of building 
your own rockstar team?  


