
1

Copyright 2011 ~ LM Organizing Solutions, LLC

Lisa Montanaro
Certif ied Professional  Organizer ®

Business & Life  Coach
Motivational  Speaker

Author

LM Organizing Solutions,  LLC℠
www.LMOrganizingSolutions.com

(845) 988-0183

Don’t Go It Alone! 
Building Your Business Team 

1

“Alone, we can do so little; together, we can do so much.”  ~ Helen Keller
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Overview

I. Entrepreneurial Assessment – 3 Hats of Entrepreneur, 
Typical Obstacles, Define Success, Business Mission

II. Delegating & Outsourcing – Virtual Assistants, Local 
Assistants, Independent Contractors & Employees

III. Strategic Partnerships – Coopetition, Networking, 
Business Alliances

IV. Accountability Tools – Board of Advisors, Mastermind 
Groups, Peer Coaching, Business Coaching  

V. Take Action Exercise – Your Customized Plan
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Imagine a group of people that are available to bounce business ideas off of, help you make pivotal business decisions, and serve as a 
sounding board.  Set your business up for success by enlisting the help of others.  Options are plentiful, from using virtual assistants, 
independent contractors, and employees, to brainstorming with business colleagues, setting up a formal Board of Advisors, 
participating in a Mastermind group, or hiring a business coach. Studies show that business owners achieve success with 78% 
frequency when they set up accountability programs. 

You need to build a “team.” A team that supports you, helps you, and is an integral part of your success. As entrepreneurs and business 
owners, there is something within us that fights against help. But in order to achieve your dreams of freedom, flexibility, balance and a 
strong bottom line, you must enlist the help of others and stop “going it alone.”



3

Copyright 2011 ~ LM Organizing Solutions, LLC

The Entrepreneurial Curse

 Are you a solopreneur and often find it lonely? Maybe you 
are a small business owner with employees or 
subcontractors, but find yourself wanting to brainstorm 
with those outside your business? 

 Do you feel?
 Unsure if you are getting the most out of the business?
 Unclear as to whether your business is going in the right 

direction?
 Realize that you can’t do it alone anymore?
 Know that you’d be more fulfilled and productive if you 

delegated and outsourced some business duties?
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Greatest thing about owning your own business is that you are your own boss. Hardest thing about owning your own business is that 
you are your own boss!

No accountability except to yourself unless you set up accountability system and checks.
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The Three Hats of a Small Business Owner

 The 3 “hats” a small business owner must juggle (The E-
Myth Revisited, Michael Gerber) 
 The Technician
 The Entrepreneur
 The Manager

 If equally balanced, extreme competence results.
 You start a business to do your “thing” and then realize you 

are in the business of marketing your thing.
 Most people start a business as the technician, and forget 

about the Entrepreneur and the Manager.
 If businesses operated according to what the business needs, 

as opposed to what the owner wants, they would all be more 
successful.
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The Technician
Lives in the present.
The doer, worker-bee.
Quantification phase.
Takes the work he/she loves to do and turns it from a job to a business.
Misconception – If I understand and am good at the technical work, I will be able to run a business doing it.
The “product” is what’s delivered to the customer.

The Entrepreneur
Lives in the future.
The innovator, strategist, visionary.
The business is the product.
Innovation phase.

The Manager
Lives in the past.
The pragmatist, implementer, overseer of back-end operations.
Orchestration phase.
Maintains the status quo.

Wearing all these hats eventually leads to a state of burnout or overwhelm, and the love and passion for what made you start your own business 
in the first place drowns in all the details.
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Entrepreneurial Growth Obstacles
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 Control Freak Syndrome
 Lack of Affordability/Failure to Invest in Business
 Failure to Create Business Systems 
 Too Busy Working to Strategize
 Not Making Time to Delegate
 Making the Work Seem More Complicated Than It 

Is

You need to be working ON your business, not just IN it.

As a business owner you need to have a well-rounded knowledge of every aspect of your business to succeed. But
you don’t have to know it all. And you certainly can’t do it all if you want to build your business and deliver quality results for your 
clients. Do you remember the reason you started your business? Do you remember the passion you had when you first started your 
business? You ARE an entrepreneur at heart. Replace that burnt out feeling with renewed enthusiasm and stop doing everything 
yourself!

If you want to grow your business AND maintain your sanity, there are two things you need to accept: 
  
1.   It's not just okay to delegate, it's essential to your survival. 
2.   Delegating is an investment in your business -- not just an expense. 

The word "cost" is based on a simple premise. If you are fixing your website, for example, you are not making money. You could 
otherwise be engaged in billable tasks or you could have completed the new client proposal that brings you a $10,000 client -- neither 
of which is possible if you are fixing your website.
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Define Success for Yourself
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 How do you define success?  What is it that is 
propelling you forward in your business?  What drives 
you?  What rewards have you set up for yourself along 
the way as you meet business milestones?  

 In order to be successful, most entrepreneurs 
usually need help in one or more of the three hats/
areas.

 Other choices are to stay small, to self-destruct, or 
to just survive in a perpetual state of chaos.

Best entrepreneurs do it out of passion. They couldn’t not do it.  
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What is Your Business Mission?
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 What is the mission of your business?  For example, 
my mission is to marry my passions with my profits.

 Conscious choice to step into a bigger purpose to help 
people around the world.

 Personal decision to take my business to the next level 
to reach a wider audience, establish a strong online 
presence, and to do it without any full time 
employees.

 You can make your business be whatever you want it 
to be, but you may not be able to “go it alone.”  

Do you want a “lifestyle” business?  Being a business owner has great lifestyle advantages.

Amazing opportunities to travel, for example, and write off the travel as a business expense.

Our society overvalues hard work.  A lifestyle business is great if that is what you consciously want.

Timothy Ferriss – “The 4-Hour Workweek”

Dorothy Breininger & Debbie Gilster – “How We Make Our Lifestyle Businesses Work” – Session 4-3, 2009 NAPO Conference
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 Smart Business Growth

 Identify opportunities and decide which to pursue.
 Engage in strategic planning.
 Set up for success by enlisting the help of others and 

creating systems for your business.
 Identify different ways to partner with others to 

improve your organizing business.  
 Determine which accountability tools are the best 

match for your business, and how to implement them. 
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If you listen to the stories of most successful entrepreneurs, you’ll often find they experienced a turning point after which their business took off. 
Sherri Garrity of Corporate Fugitive recently held the “Best Business Advice Ever” teleseries, during which she interviewed 15 successful women 
entrepreneurs. She identified 4 categories of success: 

Clarity – Success comes from being crystal clear about the vision you have for your life and your business. It can come in the form of one defining 
moment that simply cannot be ignored, or in a series of increments. Clarity often sends you signals, like nudges of intuition, acceptance or 
resistance in your body, and a deep inner knowing or gut instinct that something is right or wrong for you. Clarity also means getting very specific 
about your market and what you have to offer.

Commitment – Success comes from ultimate commitment and a refusal to accept anything less than the vision you have. It is not about muscling 
your way through and pushing harder and harder, necessarily! Being committed as well as clear, and being willing to shift and adjust your approach  
as needed is equally important. It means finding the healthy balance between being committed to success and being addicted to the notion of it.

Help – Success comes from accepting help and building support structures. I have yet to speak to a successful entrepreneur who says it’s possible to 
build a successful business alone. It means being willing to accept help in the form of mentors, coaches, professional advisors, as well as hiring the 
help you need to support yourself and your business operations.

Acceptance Mixed with Action – Success comes from taking consistent action, and being able to adapt and implement advice from the right people 
at the right time.



9

Copyright 2011 ~ LM Organizing Solutions, LLC

Accountability = Success!
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 Set yourself up for success through accountability.
 Being accountable to yourself, your business, a 

Mastermind group, a business coach, etc. is a great 
way to stay on track.

 Studies show that business owners (and individuals in 
general) achieve success with 78% frequency when 
they set up accountability checks.
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Delegating/Outsourcing
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 Virtual Assistants
 Local Assistants
 Independent Contractors
 Employees
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Virtual Assistants (VAs)
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 "A Virtual Assistant is an independent entrepreneur 
providing administrative, creative and/or technical 
services. Utilizing advanced technological modes of 
communication and data delivery, a professional VA 
assists clients in his/her area of expertise from his/her 
own office on a contractual basis.” - International Virtual 
Assistants Association (www.ivaa.org)

 Many projects can be completed via phone and email. If 
VA needs access to your documents, use programs like 
www.gotomypc.com, www.logmein.com, DropBox.com, 
Google Docs or Webex.com.

 Expect to pay between $15 and $60 per hour.

Websites: www.assistu.com, www.getfriday.com, www.elance.com

Not sure you can afford a VA (support team)?

You parse out responsibilities to already highly-trained individuals and only pay for services when you need them. You will most likely 
not need someone full time. 

You would pay a traditional employee a salary, sick time, vacation time, holiday time, provide a desk and office space, pay for training, 
pay payroll taxes, provide software and equipment.

With a VA, you are paying an independent contractor who owns her own business, has her own office and equipment, pays her own 
taxes, and is already trained in multiple software applications.  VAs are self-motivated and focused on getting things done FOR YOU. 
This will greatly free up your time to focus on marketing your business, attending to your clients and generally growing your business.

The key is to start at a level where you feel comfortable: both financially and delegation-wise. Anything that you can give to someone 
else will give you more time to do what you do best and grow your business!  
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Virtual Assistants – What Can They Do?
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 Website upkeep
 Article marketing
 Newsletter/ezine publishing
 Blog updates
 Copy writing/proof reading
 Contact database management
 Shopping cart administration
 Transcription
 Audio and video editing

Make a list of all those tasks that you either shouldn't be doing (not worth your time given the sacrifice/opportunity cost) or that you dislike doing. 
Here are a few additional items to the ones on the slide above:  

• Setting up and managing your online forums
• Managing your social networking accounts
• Spending hours on the phone with any type of support vendor
• Handling all your travel arrangements -- business and personal
• Scheduling meetings, conference calls, etc.
• Providing you with website and sales reports
• Designing presentations (e.g., formatting in PowerPoint)
• Managing client mailings - promotional, holiday, sales, birthdays, etc.

Your list will be unique to you. You may love the clarity of mind you get stuffing envelopes but run at the thought of reconciling your checking 
account.

And don't stop at the above. What are those personal things that you're doing that you could contract out so you can focus on growing your 
business? 

* Grocery shopping
* House cleaning
* Dry cleaning and laundry
* Mowing the lawn
* Plowing the snow
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Independent Contractors
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 Advantage of using workers only when you need 
them. 

 Independent contractors can provide administrative 
or technical assistance.

 Can only train in company policies, not actually how 
to perform work.

 Independent contractors should have own business, 
maintain own insurance, and pay own taxes.

 You “retain” the services of an independent 
contractor, not “hire” them.

Text

Examples of Ind K’ors
POs that work for you on a project basis
Virtual Assistants
Local Assistant
Webmaster
Graphic Designer
Photographer

Make sure you specify who owns the intellectual property in writing, or the default is that the independent contractor owns it (draft a 
“work for hire” clause to transfer ownership of IP to the hiring company, i.e., you).
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Employees
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 Entails hiring and supervising worker (sometimes 
firing one too!).

 Training time and expense.
 May only be able to afford to pay part time, but many 

workers want and need more hours.
 Must pay requisite taxes.
 Can exercise behavioral control over employee.

Fear: I don’t want to hire employees as then I am required to give them a certain amount of hours of work. 
Reality: Employees can only get paid when they work. Do not need to give employees a set amount of hours. 

Fear: I must offer every benefit to my employees.
Reality: Once you meet federal state requirements (they differ by state, but usually are SS, disability, workers comp, etc.), you can then 
offer a menu of benefits and other perks based on what you can afford to offer and what is important to your employees (e.g., cell 
phone, mileage/gas reimbursement, etc.).

Realize that you may not be able to find an employee to work for your business if you don’t give them a certain amount of hours or offer 
certain benefits.
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Accountability Tools
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 Business Friends and Colleagues
 Networking Events 
 Strategic Partnerships
 Coopetition
 Peer Coaching/Accountability Partner 
 Mastermind Groups
 Board of Advisors
 Business Coach

Also, don’t forget:

• Friends and family members that serve as your “believing eyes” – Martha Beck term
• Mentors
• Associations, groups forums, group coaching, membership sites
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Business Friends & Colleagues
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 Have you been spending social time with the same 
colleagues for years because you’re comfortable with them? 

 Are they at the same level of business you are? 
 Cultivating business relationships is like playing tennis. If 

you “play” with people who are better than you, your game 
will improve. If you associate with people at your level or 
below, your game will plateau and there’s no forward 
motion. 

 The people you’re meeting for coffee, lunch, and so on 
should truly add something to your business and vice versa.

Think of your successful business colleagues as industry experts. 

Technically, they are your competitors as they do what you do. But they can be vital to reaching the next level of business success.

Industry experts help you stay informed, remain innovative, strengthen your expertise, polish your own business skills, grow and 
improve, and be more creative.

Just be careful that you don’t fall into the negative Comparison Trap – “How Does She Do It?” teleseries hosted by Gina Bell of IAWBO 
(International Association of Women in Business Online)
 
Model success is a great piece of advice, but model it in a way that is authentic to you and your business!
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Networking Events
17

 If your goal is to improve the overall caliber of your clients, 
you need to be at events where you’ll find better ones. 

 Don’t continue your memberships in organizations out of 
habit. The smarter option is only to participate in those that 
provide great contacts and actual business. 

 To figure out which networking events are most worth your 
time, ask yourself, “How many events do I attend where the 
majority of the attendees are my ideal clients?”

 Don’t be afraid to be the only one in your industry at a 
networking event. 

 Learn from people outside your industry.  Good to network 
with your peers, but do some cross pollination.
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Strategic Partnerships
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 Develop resource groups as opposed to networking 
groups.  

 Develop relationships with business owners offering 
complementary services and refer to each other.  

 Also, referred to as Power Partners.
 Examples: Handyman, closet company, accountants, 

financial planers, interior designers, home stagers, 
insurance agents, antique appraisers, movers, 
realtors, relocation specialists, estate attorneys, etc.

These complementary service providers share your target market, but they serve that market in a way that is complementary as 
opposed to competitive. Perfect to share referrals with each other, set up joint ventures, co-promotions, information sharing, etc.
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Coopetition
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 Engage in Coopetition = Cooperation + Competition
 Develop a joint venture project together
 Share a booth at an expo, tradeshow or business 

showcase
 Make money from each other’s products and services 

(referral or affiliate programs)
 Co-present with a competitor/colleague
 Advertise with a competitor/colleague
 Refer leads to each other
 Co-author an article or book together
 Offer a teleclass or webinar together

My article: Coopetiton: A Fantastic Way to Boost Your Business

Examples of strategic partnerships and/or coopetition.
• 2 organizers partner together on a project basis (large projects, ones where you need someone else’s skills or expertise, etc.). Own 
their own companies, not affiliated with each other in any way. = Joint Venture
• Take referral fee – too much work to handle, but no interest in managing people or having team members. Refer to colleague and 
work out a mutually agreeable referral fee. 
• 2 organizers that realize that they are referring so much work to each other that they decide to form an actual partnership instead of 
hiring employees or independent contractors for each of their separate businesses.
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Peer Coaching/Accountability Partner
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 Consider peer coaching with an accountability partner 
(co-organizer or co-entrepreneur). 

 Affordable way to brainstorm & stay on track.
 Be careful not to choose someone that pushes your 

buttons, saps your energy, or is competitive. 
 Choose someone that will challenge you to stretch 

your entrepreneurial muscles.
 Choose parameters such as method, frequency, etc.
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Mastermind Groups
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 “A mastermind is the harmonious alliance of two or more 
minds that create a friendly environment to gather, classify 
and organize new information for fast and effective 
implementation.” ~ Napoleon Hill, Think and Grow Rich

 Made up of like-minded business owners that support and 
challenge each other, while also serving as an accountability 
check.  

 Often, the business owners are in the same industry, but a 
group can also be a CEO Mastermind where business owners 
are in different, non-competitive industries.
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Board of Advisors
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 Similar to a Board of Directors for a corporation or a 
Board of Trustees for a non-profit.

 Made up of select colleagues in the same industry, top 
clients, friends or business associates with special 
talents and backgrounds.

 A good number to strive for is 5-8 members.  
 Not to be confused with paid team of professionals.
 Can provide market research, feedback, act as 

sounding board, etc.

My Article – “Don’t Go It Alone: It Takes a Village to Run a Successful Business - Meet Your Board of Advisors”

Jeff Tobe of Coloring Outside the Lines (professional speaker and teleclass leader for Speaking SIG in Jan 2010) uses a Board of 
Advisors made up of 6 key clients. He takes them to dinner, with their spouses, a few times per year and bounces ideas off of them. He 
says it helps him in his business, and is a great marketing tool as they refer him and feel invested in his company.



23

Copyright 2011 ~ LM Organizing Solutions, LLC

Business Coach
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 If you want or need one-on-one attention, consider 
hiring a business coach.

 Can be someone in or out of your industry.
 Make sure that he or she is a good match for what you 

need: disciplinarian, cheerleader, consultant/expert, 
etc.

 Consider a group coaching environment if you learn 
well in that environment.

5 Signs You Are Ready for Group Coaching Program (Ali Brown)
1.Buy a lot of stuff but have no real plan/system. “Shiny object syndrome.”
2.You’re bored or feeling outdated.
3.You’re frustrated with work-life balance. You’re working for your business, rather than it working for you.
4.You’re not moving forward consistently. No leaps in your business.
5.You know you need to get out of the box. Want more than people around you. Want an incubator or think tank to swim in.
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Business Systems = Delegate to the Business
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 Can delegate/outsource to the business by setting up 
systems that are easy to follow and deliver results.

 Most businesses are lacking in systems.
 Develop systems so that the business can run 

automatically. 
 Provides structure and clarity. 
 Helpful when things get busy and you are 

overwhelmed.  
 Working action plan is vital to a business (not the 

same as formal business plan).

“97% of all failure is due to the SYSTEM and not the person.” ~ W. Edwards Deming
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Take Action – Create Your Team!

 Develop a Take Action Plan to enlist the help of 
others in your business in a way that makes the 
most sense for your business model, stage, and 
needs. 
 Delegation/Outsourcing Plan
 Strategic Partnerships
 Coopetition Plan 
 Accountability Tools Plan
 Business Systems Plan

25

“We must all hang together, or assuredly, we shall all hang separately.” ~ Benjamin Franklin
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Additional Resources
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 Teleclass Recording - Classifying Your Team Members: 
Independent Contractors vs. Employees, available on LMOS 
website. Covers differences, 20 IRS factors, and includes a 
pdf handout. $30

 Articles written by Lisa Montanaro available on LMOS 
website
 “Coopetition: A Fantastic Way to Boost Your Business”
 “Don't Go It Alone: It Takes a Village to Run a Successful 

Business – Meet Your Board of Advisors”
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About the Presenter

 Lisa Montanaro is a sought-after business expert due to her background as 
an attorney, mediator, and trainer of entrepreneurs.  She is the owner of LM 
Organizing Solutions, LLCSM, a professional services firm created in 2002, 
which offers organizing, business and life coaching, and motivational 
speaking to individuals and organizations. 

 Lisa is an inaugural Certified Professional Organizer® and a member of the 
Golden Circle of the National Association of Professional Organizers.  In 
addition, Lisa is a member of the National Speakers Association, and was 
ranked the Number 1 speaker of the 2008 NAPO Conference. Lisa’s 
presentations focus on organizing, entrepreneurship, and life-work balance 
issues. Lisa’s workshops are informative, interactive, and despite the 
sometimes weighty subject involved, entertaining! 

 Lisa publishes two free monthly e-zines, “DECIDE to be Organized” for the 
general public, and “Next Level Business Success” for entrepreneurs.  
Subscribe today at www.LMOrganizingSolutions.com.  Lisa also publishes  a 
blog at www.DecideToBeOrganized.com.
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If want to reinforce what you learned today, you can sign up for my free monthly e-zine, Next Level Business Success for 
Entrepreneurs. Always includes a great article, and calendar of events with upcoming teleclasses and speaking engagements. 

Products and services for NAPO & IRIS members (coaching, legal consulting, teleclasses, audio programs, working on a client 
agreement template package and mastermind group/entrepreneur bootcamp).
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Contact Information

Lisa Montanaro, JD, CPO®

LM Organizing Solutions, LLC℠
P.O. Box 113

Warwick, NY 10990
(845) 988-0183

www.LMOrganizingSolutions.com (website)
www.DecideToBeOrganized.com (blog)

Lisa@LMOrganizingSolutions.com (email)
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Connect with me on LinkedIn, Facebook and Twitter under @LisaMontanaro, or become a fan of my Facebook Fan Page at 
www.Facebook.com/LMOrganizingSolutions.

Visit my blog at www.DecideToBeOrganized.com and leave me a comment. I blog about organizing issues, of course, but also business 
and entrepreneurial issues too.


