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 00:00

Hi, everyone, welcome to another episode of legendary leaders. Yesterday, we talked
about being in the leadership creation business and creating leaders to help you move
your company forward your business forward,

 00:13

and to serve the clients and the customers

 00:15

that you have been put here to serve. Okay.

 00:20

Now today's episode is focused on

 00:22

the idea of working on your business, not in your business. And I really think that these two
episodes go hand in hand, right? Because the entire point that I made yesterday, in
yesterday's episode was about the fact that you have to create leaders. In order to get
your message out there. You have to create leaders in order to get your product or your
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service out there. Okay, and if you're not doing that, then there's something going on in
your mind that's telling you that either you're not being responsible if you do that, or
there's something in your mind telling you that you have to be the end be all in your
company because you haven't earned the right not to be. Okay, so if you haven't checked
out that episode, go check it out. But if we have the right mindset now, if we agree that we
are in the leadership creation business, okay, that we are here to create leaders, then now
we should be focused on working on our business and not in our business. kind of goes
with that episode that I added, my gosh, probably months ago, called the head, the heart
and the hands, where we all have a role to play in our business. We can't be the hands.
And so I'm gonna I want to tap on that one. Again, I want to meld several of these
episodes together, because that's kind of the point right? As I continue to teach you
different ways to grow yourself in your business. I've got to continue to touch on some of
these other topics that we've talked about because it all goes together. And so the entire
point of today is that I don't want you really focused on working In your business, you have
to sometimes, okay, and I'm not going to deny that. We've talked about defining what a
fire is and what a fire isn't. Okay, when there's a fire, that's it's all hands on deck. But when
it's the day to day business, you've got to work on your business. You've got to work on
things like growing your leaders. You've got to work on your hiring plan, you've got to work
on the training plans. Okay, not just the plans, then you've got to go be a part of the hiring
process. Okay, what is the hiring process that's working on your business? What's the what
are the training plans and who's training right now? And how are you training them? that's
working on your business that's developing other people. Okay, creating the vision,
looking five to 10 years out, that's working on your business. Right? Creating the strategy,
what was the strategy and how are we doing relative To the mission, and you know,
what's a new line of business that we could get into?

 03:06

That goes hand in hand with the vision, right? All of those things.

 03:10

Those are things about that, that I would say that's you working on your business. Now
what's working in your business, you can probably go ahead and name a few things. It's
answering all the emails or answering all the phone calls, or you're doing all the
troubleshooting, solving the problems that exist that are tactical and aren't really
thoughtful. Okay, it's execution of the basic place and not execution at a higher level. You
get what I'm talking about. So, the challenge for you today is for you to think about, are
you working on your business or you working in your business?
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 04:00

What does that look like for you?

 04:03

Because I really think that these two episodes go hand in hand yesterday and today. Do
you have the mindset that no one can do it better than you? Do you have the mindset
that you are responsible for doing those things? Now, let me give you an example. There
are certain things that have to happen within my business like coaching. I have to coach
number one because I'm the primary person right now that is the coach and legend. Will
that change as legend grows, of course, I will definitely add other coaches and I will be in
the leadership creation business, I will train them and I'll work on my business in that
regard because I'll train them to coach and to teach and to guide clients. Just like I would
okay. But when I when I get to I'll be able to do those things right now. There's a couple
things. Number one, I don't feel like the business is where it needs to be to add additional
coaches. I have some milestone and some targets around that. So it's not like I'm saying I
will never do it. The business just hasn't gotten to that point. Okay, that works, right. But
the other reason why, you know, I don't have some other coaches right now is because I
love to coach, I love it. And so for me, I consider that a working on my business and not
necessarily in my business function. Because it's a passion that I have. And I enjoy doing
that. Now, many years down the road, I may pull out and not do one on one coaching. I
may not, that's my choice. Okay, that that's what I want you to see and understand. I am
working in my business, but that's something that no one else can do, because that is a
primary function that I've given myself to do. And it's still true strategic, because it's still
thoughtful it's still the foundation of how legend has gotten started. I am thinking
strategically because I'm helping clients solve problems and I consider it and I've defined
it as more of a working on my business than a working in my business. And when I add
other people to take over that function, so to speak, I'm gonna call it a function Okay,
then then I can pull out of that and it can become more of a working in your business.
Function task responsibility at that point. I hate By the way, I hate calling coaching a task
because it's a it's a task to seems like something you check a box on. And me working with
clients is definitely not check the box. Again, it's most exciting thing that I can do each
day. But this is where I want you to go. I want you to use my example of something that
I'm doing. As you know, in the business right now, but I've defined it more as a working on
my business, because it's how I grow my business. And it's how I serve the people that I'm
here to serve. Outside, though other people may see it as me working in it. So what
matters is how you define what you're working on, you've got to define the functions that
you're doing. Is it a leadership thought, business growth, action that's working on? Is it a
Daily Execution? Is it a true task? Is it a check the box? Could you train someone very
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easily to do it? type of thing that's probably working more in like answering responding to
emails or troubleshooting different pieces of your business. Right, that's more working in
and so what I want you to do is define what you do. Okay, and then decide Are you
working on Your business are you working in your business? That's the first step is defining
it, defining your functions and what you do every day. And then you've got to decide, how
do you become better at just working on your business?

 08:13

And when do you get to pull back and stop working in it?

 08:17

Because we talked about yesterday,

 08:18

the whole reason that you've got to create other leaders is that you are the rate limiting
step. And I'll continue to say that to you time and time again, you will continue to be the
rate limiting step in your business until you find and bring on other people to help work in
the business. Okay. You've got to find employees.

 08:41

You got to stop being an employee.

 08:45

It's a good one, huh?

 08:47

So what are you doing right now?

 08:50

Is it more employee work? Or is it more co
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 08:56

founder work?

 09:00

define them. Where are you spending your time?

 09:06

And then figure out how you're going to start working on your business and not in your
business. And as

 09:13

I'm sitting here thinking about this right now,

 09:14

I'm going to come up with another podcast, I'm going to come up with another podcast
about how to really determine what you're spending your time on. I'm not going to dive
into this one here today, it's going to be too long of an episode. I think. Today, I just want
you to start defining all the things that you do, and I want you to put them in a bucket is
employee work? Or is it CEO work?

 09:39

And I just want you to create your buckets

 09:40

of work that you do.

 09:44

That's what I want you to do today.
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 09:47

That's going to get you one step closer to working on your business and not in your
business. And, you know, probably tomorrow, either tomorrow or the next day. I'll come
back

 09:58

and do another episode around

 10:01

Time audit and then helping you figure out how to spend your time in the right place. All
right. So today, create your lists. define what's working in, you know, the definition of
working in your business versus on your business. Let me try that. Again. I said that way
too fast. Make a list of your definitions of you know, first define what is working on your
business and then define what is working in your business and then create your list of
those functions. That's your challenge for the day. Okay, and then we'll come back later,
different episode, and I'll teach you how to quantify that. And then it gets some additional
help. How about that? I think that sounds good. Awesome. Okay. I appreciate you
listening as always, go and be legendary.
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