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Praise for Get Over Yourself

“Delegation is one of the most important lessons every leader must learn. Get Over Yourself maps out how to build a loyal and self-sufficient team so that you can focus your energy on the big picture without burning out.”

—Barbara Corcoran, founder of The Corcoran Group and shark on Shark Tank

“Get Over Yourself is a game changer. Now, for the first time, there is a blueprint on how to grow an enduring business by delegating the right way. This book will inspire you to dream bigger, think differently, and, most importantly, give you the action steps to gain freedom in your life.”

—Jesse Cole, owner of The Savannah Bananas and author of Fans First

“Delegation is one of the hardest lessons a new leader must learn. Get Over Yourself maps out how to cultivate and support a team that is trustworthy and self-sufficient, so that you can focus on the big picture without burning out.”

—Pat Flynn, cofounder of SPI Media and Wall Street Journal bestselling author of Will It Fly? and Superfans

“Dave Kerpen is one of the smartest people I know when it comes to business strategy and creating a good life. The tips in this book have helped me tremendously. By using them, I had enough time to write this endorsement and also watch two episodes of Lincoln Lawyer!”

—A.J. Jacobs, New York Times bestselling author of The Year of Living Biblically and The Puzzler

“A must-read for business owners and other leaders! Dave Kerpen offers a practical model for delegating, maintaining a healthy work-life balance, and assembling a smart and capable team in any modern business setting.”

—Dorie Clark, Wall Street Journal bestselling author of The Long Game and executive education faculty at Columbia Business School
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INTRODUCTION

There Is Always Another Way




Heidi was by all accounts a “successful” entrepreneur. At the age of 39, she had built a million-dollar business that provided for her family and her every year. She took home over $600,000 a year, a number that even in luxurious NYC was more than enough to live comfortably. She was held in high regard in her field and looked up to as a true expert.

I was on a vacation with her and a few other family friends when her phone rang. As we were literally pulling into the beach, I expected her to hit “Ignore” and get back to our vacation. But no, she took the call. Was it a family emergency? Couldn’t be—her family was with us!

No, it was a client calling her. “Go ahead to the beach without me; I’ll meet up with you in a little bit,” Heidi told me.

Forty-five minutes later, she emerged and met me on the beach. “Client emergency?” I asked.

“No, just a demanding client that pays good money,” she replied.

“Is there anyone back home at the office that could handle them?” I asked.

“Not really,” Heidi said. “I just don’t trust them.”

“Could you give them a chance? Wouldn’t it be nice if you could shut your phone off and enjoy the day at the beach with your friends and family?” I was pushing, but I meant well.

“They’ve failed me before, and Dave, I’m afraid if I give them another chance, they’ll fail me again . . . and worse. I can’t afford to lose a bunch of clients while I just hang out at the beach.”

Heidi ended up taking four client calls that vacation. Back home, she was working nearly 80 hours a week, and even on vacation, she felt trapped and controlled by her clients. She was a successful entrepreneur to the outside world, but, in reality, she simply didn’t have the freedom to live the life she wanted.

George was a 35-year-old product manager for a software company. He had been at the firm for several years and moved up the ladder steadily. Now, he led a team of 11 people, including developers and associate product and project managers. He seemed to be killing it and was pretty happy.

But after he missed five weekly poker nights in a row, I was concerned, so I texted him.

“Everything okay, bud?” I asked. “Missed you at the poker table.”
 
“Yeah, work’s just been crazy. A lot of late nights. A team member quit, and I can’t replace him, and I’m doing extra work. Should be back soon.”

Another three weeks passed and George’s seat at the poker table was still empty. So this time I called him.

“Hey, man,” I said. “I know it’s a little forward, but I coach and mentor a lot of people on delegation and leadership. Happy to help you if you want to dig in a bit further on this.”

We looked into this more deeply, and as it turned out, George was a classic micromanager. When things were going well, and he really trusted his team members, it was relatively smooth sailing for him and his team. But it took years to earn that trust, and when things changed (like an employee leaving), George got anxious, lost trust in the whole team, and began checking and double-checking all his team’s work.

He was so afraid of the missing team member impacting his team’s performance that he was working nearly twice as many hours as before to get the same amount of work done.

“I know I need to change,” George confessed to me. “I just don’t know how.”

Sean was a young entrepreneur in Brooklyn just starting out. Three years out of college, he had started his own digital marketing agency, and things were starting to take off for him. He had been hiring freelancers to do the creative work necessary for the accounts he sold, but he found himself really struggling with all the time it took to manage them. That’s when he came to me for a coaching session.

“The problem, Dave, is that I can’t afford to hire anyone full-time to assist me yet,” he complained. “I really want to; I just don’t have enough money in the bank.”

“What are your options?” I asked him.

“Well”—he paused—“I could try to borrow money to hire someone. But I don’t want to go into debt. I guess I could keep doing it all, and maybe one day I can make enough money to hire someone?”

I wasn’t going to let him off the hook that easily. “Any other options?” I asked. “Is there any thought about taking on a partner?”

“That’s a great idea!” Sean replied. Then he looked down and shrugged. “But I wouldn’t know where to even start looking. I’ve got to keep doing the work until I build this thing. Twenty-four seven hustle, baby!”

Jen had been a killer salesperson for one of my companies. She was consistently a top producer, someone who paid for herself and then some, and someone who instinctively knew what to do to get the job done well, needing little guidance from me.

But when she was promoted to a sales manager, everything changed. She expected all her team members to be like her, and she struggled massively in managing them.

“Why can’t they just do their job, like I tell them to, like I did?” she asked me in a one-on-one meeting.

“Could they do their jobs well, even if they didn’t do them exactly as you did?” I replied in coaching Jen.

“Well, I suppose,” she replied. “But how would I know what to tell them to do then?”

I had a tough choice as a leader: try to coach Jen to success as a sales manager or try to demote her back into a sales role. What made the choice so difficult was that she thought she wanted to manage. But as a brand-new manager, she simply didn’t have the tools or instinct to do it . . . yet.

Heidi and George and Sean and Jen’s stories are not unique. In fact, of the thousands of conversations I’ve had with entrepreneurs, small business owners, and leaders over the years, the single most common thread is one about delegation. Folks I’ve talked to:


	Are afraid if they delegate work, it won’t get done right

	Are afraid if they don’t do the work themselves, they’ll fail

	Don’t trust the people on their teams to get the job done on time

	Feel a need to control how the work is done in order to do it well

	Have a need to get the work done perfectly rather than well

	Don’t have a delegation system they feel good about

	Have issues letting go of things that may be outside of their control

	Simply don’t know how to delegate work properly and coach others to greatness



Does this describe you at all? If not, this may not be the book for you. If you feel totally confident in your leadership and delegation skills, if you trust others with your work, and if you’re able to successfully build teams and give yourself the gift of freedom of your time, then I salute you and ask you not to buy this book. (Heck, if you’ve already bought it, send it back to me for a full refund—email me at dave@chooseapprentice.com.)

But if those bullet points or Heidi or George or Sean or Jen’s stories resonate with you, you’ve come to the right place. If you want to become a better delegator and give yourself more time, freedom, success, and money (yes, even money!), I can help.

There are so many things I’m not good at. I can’t code. I have little to no artistic ability. I literally can’t change a light bulb on my own. The last two times I’ve tried to change a light bulb led to me getting a shock and a lot of broken glass. At this point, I’ve come to terms with the fact that I can’t do these things. My poker buddy Tony now changes my light bulbs.

Because I can delegate.

My Story

I started my first company with my wife, Carrie, in 2007, a marketing agency called theKbuzz that would become Likeable in 2010. We got off to a fast start by selling work to a bunch of great clients, but we didn’t have anyone to execute the work. All of a sudden, what started out as an opportunity to spend more time at home with our young child became a trap that made us feel like we both had to work long, late hours. It was grueling and it felt unfair, yet we felt pressure from everyone around us to hustle, grow, and sacrifice.

Many entrepreneurs, especially agency owners, struggle to scale because they’re too busy executing client work themselves to focus on growth strategy. But, like so many other agency owners, we didn’t think we could afford to hire full-time staff to execute the work.

So we built a massive internship program. At one point in 2009, we had more than 50 interns working for us—and only seven full-time employees. It was terrifying, putting our client work in the hands of college students. But they rose to the occasion most of the time, and when they didn’t, we solved problems as needed.

Eventually, we had the money to invest more in full-time employees. We grew to a team of more than 60 people before selling our agency to a global consulting firm in 2021 for eight figures.

Throughout my time leading Likeable, and a subsequent software company I started, I continued to hire college students to work for me part-time while they were in school. They were driven and eager and happy to work flexible hours, and I could teach them and mold them to become great future employees and leaders, perhaps working for me, perhaps for others, and perhaps even working for themselves.

One such student, Rob Berk, worked for me for two years while at Hamilton College before coming to me in 2019.

“Dave, you know how you delegate to me lots of tasks so you can focus on the big picture?” he said. “Well, I know you’ve done that with other students for years. And I don’t know about them, but I’ve learned more from you about business than I’ve learned from four years at college. And, well, I think there’s a business model here.”

I agreed with Rob, who quickly went from being my intern to being my business partner and CEO of my latest venture, Apprentice. Throughout the book, you’ll see me refer to apprentices because I’m proud of the results our clients have seen, but of course they apply to employees of every sort.
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Apprentice is a marketplace that connects entrepreneurs and leaders at small- and medium-sized businesses with rising stars at the top colleges in the US. The company has created thousands of opportunities for leaders to delegate their work to eager, ambitious students, even throughout a pandemic and a recession.

Apprentices work on a wide variety of tasks and projects across operations, sales, marketing data and analytics, and coding and AI. Leaders get access to top talent that would cost them 5–10 times as much after the students graduate. For more information, please check out ChooseApprentice.com (mention this book for 50 percent off your first month!).



[image: ]

My Life, Thanks to Delegation

Delegation to others allowed my wife and me to scale up Likeable and eventually sell the company, making us enough money to take care of our family’s future and never worry about finances again.

But frankly, I’m not one to worry about finances ever. For me, much more important than the money and the so-called success I’ve been privileged to enjoy is the freedom. While I watch my peers working 60- to 80-hour weeks, I live a life that allows me to pick up my son off the school bus every day at 3 PM and help him with his homework. I live a life that allows me to play tennis twice a week and poker once a week and have lunch and go for a walk with my wife almost daily. I live a life that allows me to write books and travel around the world for speaking engagements. I recently pulled my son from second grade and brought him down to Charlotte, North Carolina, for a speaking gig and daddy-son adventure.


There’s always a way to delegate work to others so you can focus on the most important things.


Each week, I meet with CEOs I coach as their executive chairman on Mondays. I meet with portfolio company CEOs I’ve invested in on Tuesdays, and I write on Wednesdays. Thursdays, I mentor a couple dozen people and keep open office hours (ScheduleDave.com) to meet with anyone on the planet who wants free coaching. (Feel free to reach out anytime to chat as you read or after you finish this book.) And my children have known Fridays to be “Daddy Day” for as long as they can remember.

I constantly feel grateful and privileged to enjoy this freedom—and this life. And I owe it all to delegation.

It’s Not Only Me

Gallup conducted research of Inc. 500 CEOs in 2015 and identified a set of traits they called “Delegator talent.” Remarkably, those CEOs high in delegator talent had revenues 33 percent greater than CEOs who did not score high on delegator talent. Those with high delegator talent also grew their companies faster than their counterparts—at nearly twice the rate of growth! Perhaps unsurprisingly, those with high delegator talent also created more jobs than their counterparts. It literally pays to be good at delegation.

The World of Work Is Different Today

In the six years since I wrote my last nonfiction book, The Art of People, quite a bit has changed about the business world as we know it. Obviously, the global pandemic accelerated the trend toward remote and hybrid work. Many companies today have shed their offices and gone “all remote” or have employees come into the office two to three times per week. “Jumping on a Zoom” feels much more typical today than “hopping on a call”!

But that’s the tip of the iceberg when it comes to shifting attitudes about how we get work done. Millions of people have left their jobs over the past several years to become entrepreneurs or freelancers. Large companies such as Upwork and Fiverr have provided unparalleled access to people who compete on both price and reviews for your tasks. Artificial intelligence (AI) tools such as ChatGPT have quickly changed access to getting tasks done such as coding websites or creating content.

While there are more options than ever before that answer the question “How do I get work done?” the question also spurs more questions than ever before:


	Can I hire people I’ve never met?

	What can AI do and not do for me?

	When is it time to work and when is it time to shut off?

	How can I trust my employees who are working remotely?



(Hint: The answer to that last question is not, as one of my mentees suggested, to install software on their computers that monitor their every move online.)

Yes, the new world of work is complex and potentially overwhelming, but it’s also eye-opening and provides massive opportunities for those eager to leverage them with the right mindset.

What to Expect from This Book

Speaking of mindset, if there’s one theme throughout the book, it’s that your mindset determines your ability to delegate effectively and reap the benefits of that delegation more than anything else. Sure, there are systems to help you delegate, and they’re covered in the Resources section. But just because you understand how to use a system doesn’t mean you’ll be able to execute.

In order to execute well and become a better leader and delegator, you’ll have to tackle your issues around fear, trust, control, and perfectionism. You’ll also need to have a clear understanding of what it is that you really want. (Hint: The answer isn’t money, though it might feel that way. It’s what money can bring you, whether that’s time, freedom, or feelings of success or accomplishment.) We’ll cover all of that throughout Part 1. In Part 2, I’ll introduce the SHARE model of leadership and delegation, which allows you to focus on the three most important aspects of your business or job: setting strategy, hiring the right people, and accessing resources for the team to succeed . . . and delegate the rest. We’ll also review the 5 Cs of Empowered Delegation: choosing the right person, communicating clearly, coaching and cheering, checking in, and celebrating. In Part 3, we’ll talk through leadership and delegation in the context of the changing workplace and help you solve the challenges you’ll surely face on the road to success. Part 4 pulls it all together, covers finish-line pitfalls, and envisions a brighter future.

One note about names and stories: All the stories in this chapter and throughout the book are based on real people and real accounts of conversations I’ve had and work I’ve done with hundreds of small business owners, entrepreneurs, and leaders over the years. But some of the names have been changed (whenever you don’t see last names), and some accounts are amalgams (combinations of multiple people’s stories put together). Hopefully you see yourself in some of the stories. If you see people you recognize by their first name, I assure you, it’s a coincidence.

For better or for worse, there’s lots of work to be done throughout the way as well:

If you haven’t taken the Delegation Quiz online yet, strongly consider pausing here and heading over to GetOverYourselfQuiz.com. There, you can take a 10-minute assessment to help you understand what your current strengths and opportunities for improvement are when it comes to delegation. That way, as you read, you know what to pay most attention to (and what you can perhaps skip).

And in the book, every chapter will end with “Immediate Measures,” a few questions to think about and things to jot down as you go. Now for the good news! By the end of the book, you’ll feel fully equipped to become a much better delegator and leader than you are today, and you’ll have a strong mindset to turn your plans into reality. You’ll be on your path to whatever’s most meaningful

 





	Write down at least one challenge you’re facing right now that you hope reading this book can help you overcome.

	Write down two or three measurable goals you have for reading this book and putting the content into action.

	Bookmark ScheduleDave.com to schedule time with me if you have any questions or concerns along the way.
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