
Roadmap To Replace Yourself



3 QUICK TIPS

1. Use LastPass for managing passwords
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3 QUICK TIPS

1. Use LastPass for managing passwords
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3 QUICK TIPS

1. Use LastPass for managing passwords 

2. No email for team communication (use Convo / Slack)
3. Fair rate for new N.American VA is $15 - $20/hr



THANK YOU!



Tim Francis

• Austin, TX 

• Profit Factory: Operations & Finance 

• Great Assistant: Over last 2 years, have 
helped 95 virtual business owners all 
get a N.American Assistant



2008: LOST $10K ATTEMPTING 4HWW

• Indian Assistant (corruption!) 

• I was poor at delegating





LONG DARK ROAD

• Lost $100,000 in Real Estate 

• Lost $20,000 to “Mentor” 

• “Mentor” a leader of $12M 
pseudo-Ponzi scheme



2011: CRIPPLING ILLNESS





“ALL YOUR GREATEST 
SUCCESSES WILL COME 

THROUGH OTHER PEOPLE”  
- $114M MENTOR



HIRING & COACHING



GRADUATE

From Lottery Mindset to “Craftsman” 

From Doing the Work to Leading the Work



HOURGLASS LEADERSHIP

Thank-you Mike Rhodes!

10%

10%

80%

Lead

Do

Review

“360 Delegation”



2013: MY GREAT ASSISTANT

• Sarah, a stay-at-home mom 

• Lives in San Diego 

• Formerly a legal assistant



SINCE SARAH…

• Gone from charging $40/hr - $1,000/hr+ 

• 80 hour workweeks down to 50 

• 100% vacations: no phone, no email. 

• Time, energy, money to launch second 
business, pursue new opportunities



NOT LEGAL OR FINANCIAL ADVICE

• Check with your lawyer(s), accountant(s), and other 

professionals where appropriate



YOUR TURN



WHAT’S YOUR #1 QUESTION OR 
FRUSTRATION WITH DELEGATION?







MOST COMMON 
FRUSTRATIONS

1. Trust and Control 

2. Time to Train 

3. Time to Manage & Fix 

4. What to Delegate? 

5. Best tools & rhythms? 

6. Clients expect ME



ROADMAP TO REPLACE 
YOURSELF

• Right Tasks 

• Right Order 

• Right People 

• Right Tools 

• Right Accountability 

• Right Expectations



BY THE END OF TODAY’S SESSION

1. You’ll find an extra 10+ hours per week 

2. You’ll see the $100/hr - $10,000/hr opportunities 

3. You’ll understand the right mindset for new freedom 

4. You’ll have a toolkit for “permanent” delegation



80/20 - HOW DOES IT FIT?



5 LEVELS OF 80/20

5. INVESTOR

4. EXECUTIVE

3. MANAGER

2. SKILL

By Tim Francis
SM

SM

HIGH RISK, HIGH REWARD
HIGH LEVERAGE, HIGH CONSEQUENCE

LOW RISK, LOW REWARD
LOW LEVERAGE, LOW CONSEQUENCE

1. PERSONAL



5 LEVELS OF 80/20

5. INVESTOR

4. EXECUTIVE

3. MANAGER

2. SKILL
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By Tim Francis
SM

SM

ABILITY QUESTIONS NUMBERS TOOLS



FANTASY



REALITY



GOOD NEWS & BAD NEWS



TROUGH OF SORROW



PROFIT FACTORY METHOD



THE 80/20 RULE



Client Care 
Email Inbox 
Scheduling 

IS: Setup Email Brdcast 
IS: Processing CCs 

IS: Creating Invoices

Speaking 
Networking 
Consulting 
Financials 

80/20 Time 
Mentors 

Updating Websites 
Uploading to YouTube 

Uploading to iTunes 
Setup Webinars 

Domains, Hosting 
Events: Book Hotel

Events: Fr. Desk. Reg. 
Events: Setup Room 

Events: Book Video Guy 
Events: Direct Mail Mktg 

Events: Text Msg Mktg 
Events: meetup.com

Create reports for clients 
Embed Vids, Forms, Pixels 

Writing Procedures 
Filing Receipts 

Coord. Dinner Parties 
Upload to Members Area

CLIMB THE 80/20 CURVE

?
Delegate

Hire
Train
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CLIMB THE 80/20 CURVE
“Climb Cycle”

Delegate
Hire
Train

WHAT
WHO

HOW

80/20



TASKS YOU CAN DELEGATE

• Email Inbox 

• Scheduling 

• Travel Planning 

• Invoicing Clients

Operations Marketing Sales

• Booking sales meetings 

• Reminder calls pre-meeting 

• Pre-meeting prep notes 

• Post-meeting mental download

• Upload podcasts, blog posts 

• Infusion: Add contact 

• Infusion: Send email broadcast 

• Book guests for interviews



WWW.PROFITFACTORY.COM/
100TASKS/

“100+ TASKS YOU CAN DELEGATE”



YOUR TURN



IF YOU HAD AN EXTRA 10 HRS / WEEK:

PART 1: WHAT WOULD YOU 
START - PERSONAL?



IF YOU HAD AN EXTRA 10 HRS / WEEK:

PART 2: WHAT WOULD YOU 
START - BUSINESS?



IF YOU HAD AN EXTRA 10 HRS / WEEK:

PART 3: WHAT TASKS COULD 
YOU DELEGATE?



Opportunity Cost Every time you say YES to lower level task, 
you’re saying NO to higher level task.



“Hell is meeting the man I 
could have been, living the 

life I could have lived.”  
 - Unknown



Often Entrepreneurs die death 
by a thousand paper cuts!



THE 22 MINUTE CHALLENGE

• Full Day of Rest 
• Long Weekend for Vacation 
• Full Family Day 
• Full Day of Deep Work

Delegate 22 minutes / day = One free day per month



ROADMAP TO REPLACE 
YOURSELF
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By Tim Francis
SM

SM

THE MAGIC MATRIX

S t r a t e g y

Maintenance 
& Reporting

High-level Skills 
& Access

Set-up 
& Coordination 

Customer 
& Tech Support

Common Skills



80/20 SCAFFOLDING
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3 STEPS TO DELEGATION

1. Magic Matrix 

2. 7-Yes Test 

3. 360 Delegation



WHAT TO DELEGATE FIRST?

• Death by a Thousand Paper Cuts! 
• See “10 Hours” exercise 
• https://www.ProfitFactory.com/100tasks/



By Tim Francis
SM

SM

THE MAGIC MATRIX

S t r a t e g y

Maintenance 
& Reporting

High-level Skills 
& Access

Set-up 
& Coordination 

Customer 
& Tech Support

Common Skills

TASK / TOOL / PROJECT



YOU ARE THE SURGEON

• Strategy 

• High-Level Skill 

• High-Level Access

You Keep You Delegate

• Everything else



YOUR TURN



7-YES TEST

1. Is it a $10/h - $20/h task? 

2. Does it happen at least once per week? 

3. Is there room for error? 

4. Can it be completed in 20-60 mins? 

5. Does it require you to create little training? 

6. Does it require minimal learning by Assistant? 

7. Are you already doing it?



YOUR TURN



360 DELEGATION

Vision 

Resources 

Definition of Done

More info at: 

www.ProfitFactory.com/360delegation

http://www.profitfactory.com/360delegation








YOUR TURN



3 STEPS TO DELEGATION

1. Magic Matrix 

2. 7-Yes Test 

3. 360 Delegation



How We Can Help



How We Can Help

My teammate Peter does consultation calls. 

Peter will to do a 45-min session with you. 

In this session, he’ll help you find your first 3 tasks for delegation. 

The cost? Absolutely FREE. 



Why We're Doing This...

• You might become a client. 

• Love to help others find the speed, ease, and freedom I have.



GReatASsistant.Com/APply
Peter has limited spots available - schedule call now



Q & A







THE END



BONUS CONTENT, 
IF WE HAVE TIME…



98.7% HAD THESE 
“BIG SIX” CONCERNS

1. Trust and Control 

2. Money 

3. Startup time to Train 

4. Ongoing time to Manage 

5. Where to Find? 

6. What to Delegate?

149 Entrepreneur-Respondents, surveyed Fall 2015



ONBOARDING



TIPS

• Iterate Versions… Small, Medium, Large 
• Better Job Now = Easier Scaling Later



ONBOARDING

1. Agreements to sign 

2. Accounts to create 

3. Access to grant 

4. Apps to download 

5. Payment



1. AGREEMENTS TO SIGN

• Confidentiality 
• Payment terms



2. ACCOUNTS TO CREATE

• Start by creating email, Support@YourCompany.com 
• Then create accts for online tools you use:

• CRM: Infusionsoft, Ontraport, 
Salesforce, HubSpot 

• Content: YouTube, Libsyn, 
Wordpress 

• Project Mgmt: Asana, Teamwork 
• Comm: Slack, Convo, WhatsApp 

• Passwords: LastPass 
• Ads: Facebook, Google 
• Marketing: CrazyEgg, 

LeadPages, WuFoo forms 
• Cloud: Dropbox, Egnyte 
• Financial: Quickbooks, Xero

Create using the Support@ email addy you just created

mailto:support@YourCompany.com


3. ACCESS TO GRANT

• Access to documents:

• Core Values 
• Decision Making Guidelines 
• Vital Staff Info 
• Any SOPs, checklists



4. APPS TO DOWNLOAD

• Look back at Accounts you just created 
• Consider other desktop and mobile tools

• Jing or Canva 
• Skype 
• Evernote 
• Audio, Video Editing



5. PAYMENT

• Employee vs. Contractor 
• How Often? 
• Via PayPal, Direct Deposit, something else? 
• Wage vs. Flat Fee 

• How to Track time 
• How to Get Paid / Invoicing Tim for your Time



The Winning Strategy



Hire The Right Person



Hiring: Abysmal Success Rates

Unfortunately, 50% of all hourly employees quit or are 
fired within their first 6 months (Humetrics). 

…and that’s PRO managers and HR leaders who have 
professional training in hiring!



Most Entrepreneurs Hire Their  
Sister-In-Law!



Pro Tip #1: Expand Pool Of Applicants

“Only 10% of your applicants (at best) will be top 
performers.” - Laszo Block, world-renowned Google 
Executive 

At Great Assistant, we hire less than 5% of all applicants. 

Most Entrepreneurs hire… their sister-in-law? The first 
person referred to them on Facebook?  Someone from 
Craigslist or Upwork? 

Aim for minimum 50 - 100 applicants for your one spot.



Pro Tip #2: Go Beyond Interviews

Do interviews to assess personality and chemistry 

Use a Strategic Testing Process: 

- Conation - working instincts 

- Cognition - intelligence & problem-solving 

- Affect - personality and goals 

- Live work tests 

Every test narrows more and more your pool down to the 
few true winners.



It’s Worth It!

89% Stick Rate 

Sarah’s been with me for 4 years



3 PARTS OF THE MIND



TYPICAL ENTREPRENEUR



TYPICAL ASSISTANT

“It Depends”



BRIDGING THE GAP


