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Presenter
Presentation Notes
While I was pulling Elyse around on a red wagon... She was handling it all, cool calm and collected. She was fielding questions fro my team, emailing prospects, and engaging with customers the way I would if I weren't trapped in a 9x13 room with a very cranky toddler. 



Presenter
Presentation Notes
Because I’d made some hard decisions. 



Presenter
Presentation Notes
you see, when I was still straddling the fence.... 
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Presentation Notes
of the idea that I could do it all. 
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Presentation Notes
I read all the books, and had all the head knowledge, yet I kept telling myself I could keep muscling through, and "do it myself" 
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Presentation Notes
the truth is.... the amount of time to "DO" it, vs the amount of time for it to "GET DONE" is often VERY different.
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Presentation Notes
because I've built a team of 83 Virtual assistants that serve clients just like you around the globe. Clients that want to feel confident that they can step away from their business for a day, a week or even a month and feel confident that the ship isn't going to sink. Today, I'll show you how. 



Presenter
Presentation Notes
In the next hour or so, I'll show you how to establish SOPs, optimize processes, some great tools you should be using in your business... and we'll dive into what it's like to work with a virtual team and how you can delegate outcomes



Presenter
Presentation Notes
Back to Kim. She's my person. My EA for the past 4 1/2 years, Kim is the glue to all things keeping me sane, both in my personal and professional life. She's the one I called when I had major trauma in my personal life, and the one I called squealing when I got asked to speak at a Dave Ramsey event. We joking call her "the therapist" in our slack channel, because she's the level head in our highly unpredictable business. 



Presenter
Presentation Notes
while you're building YOUR DREAM... you often are pushed beyond your limits - whether it's out of your comfort zone to rise to new challenges, or seek different opportunities, we're often forced to reconcile who we say we want to become, with who we are in the present moment. Building a business to run without you means facing your role in setting up a system that works without you. 
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Presentation Notes
So, who do you need to become to build a biz that operates without you? That's right. it actually starts with you. 



Presenter
Presentation Notes
I hear all the time from even 7 figure businesses that they don't have the right people, no clear projects, and no processes 
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Presentation Notes
And I totally get it. You're creating selling and delivering on your offers. It's exhausting, and a ton of work. 
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Presentation Notes
Then you have he hustle mentality folks like Gary Vee griping at you to hustle more, work harder... Hell even my coach, todd herman says "get on the field of play"... but many misinterpret those mentors to mean we have to put in 15 hours a day instead of 8. 
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Presentation Notes
The truth is, (and I can tell you this because I've been there).... You CANT build a sustainable business (and have an in tact family, thriving health and scaling business) if you're going it alone. You literally can't. 
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The main reason to outsource is to build a team to take care of the things you don't know how to do, what you don't enjoy doing, or what you don't have time to do, 



Presenter
Presentation Notes
So you can focus on your prodigy zone. 
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Presentation Notes
You see, the right VAs can help in so many different ways in your business. the secret sauce to any scaling business is the support the founders put around them. For our business and many of our clients, that sauce is a remote team of virtual support. 
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Presentation Notes
They can answer calls, reply to emails and be the customer service filter you need to ensure a great experience for your clients despite the emotional highs and lows of entrepreneurship we face. 
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Presentation Notes
They'll help center you, tell you what's next and help you remember where you're at in your next project. 
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Presentation Notes
I say this to our clients all the time. our team looks out for potholes down the road, and helps you avoid them. 



Presenter
Presentation Notes
I can't tell you how many times our clients tell us that they have a newfound appreciation for themselves, and that like never before they value themselves, and their time. Finally, most say... they understand what their time is worth. its like a real life entrepreneurial score card helping to see what $10 tasks don't need to be done by you anymore. 
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Presentation Notes
it comes down to having the right processes, and people, working on the right projects ... Step One is 
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They'll be the backbone you need while you take a vacation, get sick, or have a mental breakdown. (Because yes... that does happen from time to time). But what could they do for you if they had the process to do it? 



Presenter
Presentation Notes
the possibilities are endless, but we've start somewhere. We created the 4D Strategy to help founders Prepare for the newfound freedom a team can give them. 
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Presentation Notes
First, you'll need to decide what to work on. Well, how the hell do you do that? You'll definitely want to take notes here. 



Presenter
Presentation Notes
We're going to make a list of all the tasks you do in your business. This can be anything from answering customer service emails, posting on social media, onboarding a new client, to looking for a conference to present at. 



Presenter
Presentation Notes
1 - doesn't make your customers happy, to 3, they are jumping for joy. Same thing with money and repetition. How often do you do it? Weekly? Yearly? Then it's a repeatable process. 



Presenter
Presentation Notes
THAT task... that process with the highest number is what you need to offload asap. How do you offload it? Step 2 of the 4D strategy. 



Presenter
Presentation Notes
Document. You all know what I mean right? Every step of every task you do in your business is tied up here between the 6" space right here. If you ever want your business to run without you, you can't keep all the details trapped in the vault of your mind. 



Presenter
Presentation Notes
Use FREE tools like Loom, Jing or ViewedIt (or perhaps you have paid tools like SnagIt, Camtasia and Screenflow) - and literally record yourself doing whatever process you need to offload. People say they don't have time to document and I say "BS" you're doing it anyway right now! Might as well record it and get it documented and passed on to someone else, 



Presenter
Presentation Notes
(Pro Tip - this is a great test for a VA)!!! Once you document the process in video, have them simply create a checklist for you. that's it. Watch the video and make a robust list. Anyone on Fivver can do that for you. :) 



Presenter
Presentation Notes
it's a process and workflow management system, that has a built in accountability tool so you can know who is doing what, and when (if you micro manage like that). 
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Presentation Notes
Then. Have someone else (a tertiary person) - (another test for a VA)  DO THE PROCESS. 





Presenter
Presentation Notes
There will be missed steps, or questions, so at that point, refine and add clarity. Once that tertiary person can DO THE PROCESS without asking for help... you're ready for step 3. 
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Presentation Notes
It's the ENTIRE OUTCOME. Not just one portion. 
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Presentation Notes
many people know my mantra is "outsource outcomes, not tasks" and I'll say it again here. 
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Presentation Notes
there are a jillion things that need to be done. YOUR JOB is to cast the vision. It doesn't mean abdicating responsibility for the final product, but it doesn't have to be you that is sourcing products, drafting a mood board, researching specs, following up on order delivery, posting to social media, or sketching preliminary design plans. Are you feeling me? What portion of activities in your day could be done by someone else? 



Presenter
Presentation Notes
Ari Miesel believes that there aren’t just 5 levels to delegation, there are 6. If you go to Priorityva.com/6levels, you’ll see all the levels and what it means to delegate in each. 
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Presentation Notes
Outsourcing outcomes like: I want to have a fully drafted layout of the Johnson's kitchen remodel with all pricing pulled and itemized by vendor availability to ship in two weeks or less 
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Presentation Notes
Once you've outsourced the outcome... that plan for the Johnsons... you need to detach from the outcome. 
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Presentation Notes
There will be spilled milk. Just like we can't get things right 100% of the time, your team won't either. Your contractors will mess up. It's up to you to optimize and automate as many things as we can to ensure you fix the process problems, instead of always thinking you have a people problem. 
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Presentation Notes
Much like the self driving car is no longer something from the jetsons, optimizing and automating your business has never been more within our reach.   In fact, there three simple things you can do today to optimize systems in your business right now, some using Virtual Support, and others using software to streamline communication AND help you move faster. 
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Presentation Notes
These are the biggest challenges any of our clients face when growing their business. Communication/ Scheduling / onboarding of new clients. 
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Presentation Notes
using automation, combined with personal interaction from your team, BombBomb can solidify communication w/ prospects & clients. Just got in a new fabric that the client has been wanting? Send them a bombbomb showing the reveal, and get them just as excited as you are to keep the project moving. 
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Pick.co is my new favorite tool for scheduling meetings. It integrates with so many platforms, that you'll no longer have to be pulling up your calendar while sitting in traffic to find a time to connect w/ a client. They can simply "pick" a time to meet with you using Pick.co and viola, reminders and scheduling, is done! 
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Presentation Notes
How many meetings do you have that are simply a waste of time? Gathering information and details that if you had in advance, perhaps you could have skipped the meeting all together? Using tools like typeform, or even Google Forms to automate data gathering will allow you to spend your times in meetings productively, allowing asynchronous details to be sent at a better time. 
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Do you guys like hearing about software and tools you can use to simplify the business? 
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Presentation Notes
The goal is to pick something, and keep moving forward. Paralysis by analysis is real. So… don’t get stuck. Pick a tool and move forward. 
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But but… I can’t find anyone. No one cares about my business like I do. I just want things done. – I hear this alllll the time. 
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Presentation Notes
So let’s dive into the people part of organizing your business to run without you. 
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Presentation Notes
This is how most people build their team. 
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Presentation Notes
To build it based on what I feel are the most important qualities in a solid team. 
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You can do that with a few different virtual options…. 
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Presentation Notes
This is the 1:1 person who has your back, like Kim has mine. 
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Distributed teams can be general support or super specialized focusing on ONE thing in your business, and are typically more task based. For instance, PHP, or UX design, etc. 
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Presentation Notes
Whether you’re using hire my mom, or an offshore support like Virtual Staff Finder… getting referrals or hiring from your email list people always want to know this…





Presenter
Presentation Notes
If you're looking for offshore support, you can expect to pay anywhere from $3-12 an hour. Domestic support on the cheap side will cost anywhere from $15-75 an hour depending on the skill of the person, where they live and how much work you plan to give them. A rule of thumb for most clients we coach is "don't pay less than $25 an hour, and don't pay more than $50 for generalist support...) Specialists as you all know can cost well over a hundred dollars an hour. 
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Presentation Notes
So how do you find the RIGHT People? 



Presenter
Presentation Notes
See, some people hire for skill. Which is fine. But I've found that hiring for FIT allows for a longterm collaborative relationship. If you've found the right VA (I'll show you how to do that in a minute!) - then you might have a relationship with your VA like a client of mine, Brian. 
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Presentation Notes
Do they care about what THEY do… do they care about what YOU do? 



Presenter
Presentation Notes
Alignment of passions will help equal a lasting foundation for you to work from. There will be room to grow when you build a team with people that are passionate about what YOU'RE doing, and passionate about supporting that goal. 



Presenter
Presentation Notes
 The VA doesn't have to be a "mini me" - they need to have their own personality, but finding someone who is on fire for what you're creating will give instant ROI for you when you're not trying to "sell" them on your mission. 



Presenter
Presentation Notes
We all want to know that what we're putting out there into the world. In a sense, it's what fuels us as entrepreneurs and that innate need to feel value is what drives us to keep creating and taking risks. the same is true for your support team. 



Presenter
Presentation Notes
Cameron Herold has something he calls a "Vivid Vision" - it's a 3 year plan for who and where you want to be. Share that vision, those 90 Day goals with your team, and help them SEE THEMSELVES in that plan... if they feel a sense of purpose in what you're doing... you'll get more buy in than money will ever get you. 



Presenter
Presentation Notes
Create your list of non-negotiables. For some (legit someone told me that they didn't care if their VA was nursing their newborn on a video call, but please, please don't give him someone with a Boston Accent). Figure out what yours are... and be steadfast in adhering to them. We have a hiring funnel that asks some specific questions to figure out how applicant's will treat people.... it's literally one of the first three questions asked... and it's on automation - so if they answer incorrectly, I don't even SEE their application... so I'm not woo'd by their rate, their resume or their references... put safeguards in place to protect you from that desperation you feel when you're drowning - so you don't end up hiring someone with differing values from yours. 
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Presentation Notes
What I'm certain is MORE IMPORTANT than skills is to ask yourself this after you interview a candidate.... ARE THEY 
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Or are they 
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Presentation Notes
I have to plead with you now to STOP hiring the first person you come across that is interested available and affordable. Your business is worth more than that, and the customers you serve deserve to have a top notch team behind you. Your customers are paying you good money and they deserve your best, not simply your cheapest support, that happens to be eating Tide Pods to amuse themselves. 
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Presentation Notes
we actually test this in process we call "the gauntlet" - we give folks an opportunity to steal from us just to see if they are honest. 



Presenter
Presentation Notes
You can create your own version of the gauntlet to test the non-negotiables you have in your business. Yes. Make them jump through hoops. Anyone that passes through our gauntlet looks at it as a right of passage and they actually got pissed off when we looked at making the process simpler for others. :) 



Presenter
Presentation Notes
So, test them. Interview them. And review them. Give them feedback on why you chose to move forward or not, because it's our responsibility to give feedback, plus it helps you develop the leadership skills you'll need to actually work with a virtual team.  Because your job is to…. 



Presenter
Presentation Notes
You've got to set them up to win. Hence documenting the hell out of your processes before you even think of hiring. :) 





Presenter
Presentation Notes
Send them to a conference or event related to the work they do for you. Pay for a mastermind for THEM TO JOIN. We have our events, our peer groups. Face it... often our support comes from rural idaho and your team would love nothing more than to have a group to engage with and get support from. Don't be cheap. Pour into your team. Give them what they need to excel. 
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Presentation Notes
I'm totally not a cheerleader. I often tell my team "I'm not giving you a parade for doing what you're supposed to do".... however...
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Presentation Notes
Gary Chapman wrote a book called The FIVE LOVE LANGUAGES... and it's been adapted for the business world into the languages of appreciation. 



Presenter
Presentation Notes
we survey'ed our VAs and 76% of them said that words of affirmation were their language of appreciation. So, what that means for you is it's not the lame $5 gift card you send them for Starbucks. It's the NOTE you write on the CARD that they'll save on their desk. 
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Presentation Notes
Most forget that you also have to EMPOWER YOUR TEAM. 
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Presentation Notes
Decide how frequently you’ll check in - Solicit feedback:  What can YOU do better as a leader
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Presentation Notes
Whoa… this is a lot of information, right? What have we covered? 
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Presentation Notes
Projects are the lifeblood of any organization. They are the ideas turned into products, the intellectual property turned into online courses. Anything you want to do, needs a project to get done.  
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Presentation Notes
you have a vision for where you want your business to go, right? Most of us do. 
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Presentation Notes
The problem though, is that our brains are wired much like this pinball machine... 
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Presentation Notes
we are focusing on everything right now. we bounce from project to project and never really get much completely DONE 
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Presentation Notes
we call this context switching and it is code for "Crazy making"
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Presentation Notes
Studies show that we can only focus on the next 90 days before our vision for the future gets muddy. We're too impatient, and need constant stimuli to keep us headed in the direction of our dreams. 
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Presentation Notes
90 Days is the perfect amount of time to work toward your goals, and not get so caught up in your 5 year vision that you don't actually get anything accomplished. 
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Presentation Notes
I’ve spent the last 4 years learning from Todd Herman and his 90 Day Year program. I fell so in love with the concept and saw my business skyrocket after implementing it, that I became a certified coach. I’m proud to say I’m the only speaker to be invited back three years in a row to talk about team building. 
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90 day year focuses on 
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Sounds easy right? 
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And implementation means
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That’s where it can get a bit muddy. ;) I know it used to for me. We work like crazy but feel like we’re just running around a track w/ no end in site, right? 
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What if you could have CONSTANT progress toward your goals? 
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Presentation Notes
Is pretty simple – I’ll use our remaining time to explain that to you here and then show you where you can learn more. 
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you've got a list of goals you want to achieve... that connect to your theme for the 90 days... but now what? 
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Presentation Notes
projects are the bridge between your outcome goals, and the tasks needed to make the goals reality.
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which can mean projects never get off the ground. Let alone, done. 



Presenter
Presentation Notes
so to help you decide if a project is worth pursuing -  go to Priorityva.com/gaildoby and we have a tool to help you determine if you're willing to put in the finances, effort required, and if you have the team and time in place to make your project real. 
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Now, I don't have time to tell you all the details, but I've put together a series of training videos on how to map out your entire project at Priorityva.com/gaildoby and here you'll find our project plan and other tools you'll need to map out your project entirely. 



Presenter
Presentation Notes
Because you’ve been patient enough to drink out of a fire hose with me today… I’m also going to throw in here- priority project   - preparing for a VA   - protecting  your DATA  - doing a virtual review  - setting expectations for success. 
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Look. The bottom line is… 
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Presentation Notes
Oh, and in case you were on the edge of your seat wondering…. Probably sliding down the stairs on a pizza box right now (my tom boy)… 
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Presentation Notes
you can ensure your business keeps running, when you need to focus on what matters most. 
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