Wendy Byford

The $10K Run - Episode 008 - The Accidental Entrepreneur

Wendy: Hello there and welcome to The $10K Run. I'm Wendy Byford and in this
podcast, we’ll explore what it takes to makethe ﬁrst $10,000 per month in your
business and beyond. Whatever business you're in, however long you've been
struggling in this podcast, you’re home. So, settle in and let's get started.
Wendy: Hello everyone and welcome to this episode of The $10K Run. Today, I have as
my guest - Barbara Lancaster. Barb is the co-founder and manager of a company
called Parallel
Planet where she’s building a neat consultancy around something called a GC Index.
That’s a personal and team assessment tool that helps you understand not just what
you like to do, but also why you like to do it. So, you can build more effective teams. But
before that she had a company called LTC International, which was
telecommunications consultancy company and became very well known. In fact, Barb
had a chance to testify in a telecommunications case at the world court in
The Hague. So, very exciting things that you’ve done in the past. Welcome Barb.
Barbara: Thanks Wendy. Great to be here.
Wendy: So, can you explain to me a little bit about what got you started in being an
entrepreneur because you started in the W-2 world working for Bell Canada.
Barbara: That’s right. And I actually did that for 23 years and it's kind of interesting
because during that time, I don't think I had anyone position in the company for more
than two years. So, in a sense I was changing jobs a lot, but it wasn’t until I had the
opportunity to go out to Bell Canada
International and work on two start ups in Asia Paciﬁc, that I realized how much
depended on the knowledge and expertise that we could bring to the table to help new
start companies succeed. So when I came back I thought, huh! – there might be
something fun to do with that when I get old.
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Wendy: Spoken like a true entrepreneur. So, you decided that there were some things
that were kind of outside of corporate America that you might want to explore. What
was impetus to actually make you jump out of the – nice cozy nest of having a
retirement plan and all of the other beneﬁts that go along with working for a large
company into some place where you had no safety net at all and into a job that just
look like it might be fun.
Barbara: Yeah, that’s a really great question because on one hand my transition was
sort of painless and seamless because I was going from being a member of the
leadership team in a large telecommunications company to consulting the leadership
team of a large telecommunications company. And in fact, people I knew well and so it
was just, yeah, no one was going to auto-deposit any money in my account. That was
probably the only really big difference initially. And to be honest, I didn’t even think
about that. I signed on for a 90-day contract and didn’t give any thought to what was
going to happen on Day 91 and thank heavens. I didn’t have to worry about that.
Wendy: So, thanks for obviously successful right from the start and you were able to
just start to grow the business from that ﬁrst contract. What were some of the things
that you did at the beginning to help accelerate that growth? To make sure that there
was money in the bank coming in on a regular basis.
Barbara: Yeah - we, became very aware very quickly. So cast your mind if you can, all
the way back to the mid-nineties when deregulation hits United States competition in a
big way, that taking apart of AT&T. There was total chaos in the world of
telecommunications. And chaos is the probably the thing that an entrepreneur should
ﬁnd fastest. If there’s chaos, there is opportunity. If that dust is ﬂying you can create
your own way forward to say, I can help you make sense of this mess. So that’s where
we were. And in that 1996,97,98 time period. And that’s what we brought to the table
was all of those years working in a well-deﬁned structure that worked pretty perfectly
and brought that - to bear to help make order out of chaos.
Wendy: So, you understood your client well. You understood their pain really well and
could say, I understand what this is and I can help take this away.
Barbara: Exactly right.
Wendy: Perfect. So, you had unlimited opportunity, it sounds like given the times that
you were stepping into.
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Barbara: Yeah, that’s very true. So, we were in that fortunate position of there was just
way more demand that we could ever meet and way more demand than I expected
when I set out on this adventure everywhere, we turned. So not just the company to
whom we were contracted, but also their end clients who are the ones actually, you
know buying equipment and setting up new phone companies. They were desperate
for people who are actually knew what they were talking about.
So, we ended up very quickly in a situation where we could hardly ﬁnd enough
experienced people to ﬁll the demand.
Wendy: That sounds like a great situation to be in, but also kind of a nightmare
because you take on this contract and now you’ve got to ﬁll it and you’re scrambling for
the right people to put in the right positions to get the jobs done.
Barbara: And that’s so critical because you’re, as a consultancy – you’re selling
yourself. If you mess up, you’re done.
Wendy: Yup.
Barbara: Right. So, it’s credibility, credibility, deliver, deliver, credibility. And so, bring on
the wrong person and, do huge damage.
Wendy: Right. You can take down your company overnight.
Barbara: Yeah, you really could.
Wendy: So, you did that for a number of years.
Barbara: Yup!
Wendy: And then you decided that you were going to go back into corporate America.
Barbara: I did – deﬁnitely need to consider that and with some psychological help. But
what happened, it was one of our clients that we had been helping them with their go
to market strategy with their beneﬁts features for the software package that they were
selling in the telecommunications world. And they were struggling with a lot of
different issues. A lot of them actually how to grow successfully, which I know is
something that you focus on with your folks at carefully in so important.
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So, they were stumbling as they tried to grow and so I was helping them with that on a
consulting contract basis and the Chairman of the Board asked if I would step in to the
company as a member of the leadership team and see if I could make a difference
from the inside. I thought that sounded like a good idea and to be honest I was getting
really tired. We'd survived the downturn of 2008 – was very painful. We had still a very
small management team so everybody was getting rather exhausted. And for someone
to say, here, sit at this this desk and here’s a paycheck, here’s some beneﬁts and here’s
some stock options. Sounded amazing. I took it.
Wendy: Actually, you bring up a really good point that as an entrepreneur, because there
is no safety net, you can really burn out over time. chasing new contracts, building
things. Constantly growing with all of the worries of being an entrepreneur. At some
point you might want to step back and take a breather. And it sounds like that was
what you were doing.
Barbara: It really was. And what it did is help me understand that I never wanted to be
an employee ever again. Yeah. So, so that was good. And actually, what we ended up
doing was we ended up doing was we determined that the best way forward for this
excellent software to survive and ﬂourish was to sell that on to a much larger company
with an established market share and a much better infrastructure for taking the
product forward. So that's really what my job became, was to help package it up and
sell it, which we did. And then I went back to being an entrepreneur.
Wendy: Now this new company that you're building sounds really excited and I've
talked to you a little bit about what you're doing. I know that there's a lot of energy there
and a lot of excitement because the consultancy that you’re growing has nothing to do
with telecommunications per se.
Barbara: That’s true.
Wendy: Has a lot more to do with people and what motivates people and why they do
the things they do. So, give me a little bit of background on your GC Index and why you
think that this is going to be kind of your next big thing.

(c) 2019 Chrysalis Business Systems, LLC

The $10K Run - Episode 008 - The Accidental Entrepreneur

Barbara: Yes, it is really exciting. So, the GC part stans for Game Changer and it really is
a system developed to ﬁgure out who are the people that you can work with that can
really make a change here. You know, companies will say, I need somebody to come in
and shake this place up. We need to turn ourselves on our head. We're never going to
compete, you know, in this new digital world if we don't make some big changes.
So, the psychologists originally started looking for what are the characteristics of these
disruptors that can do that and quickly realized a couple of things. One, is there is a
slim difference between a disruptor and a troublemaker. So, you want disruptors, but
you don't want troublemakers. And the other thing that came quickly apparent is there's
no point in having a disruptor if you don't have a team around them that can take those
disruptive ideas and turn them into things that can be implemented that can be
successful. If you can't do that, you're just increasing the frustration in the company. So
that's where the GC index comes from. And my connection was, I've focused for so
long now on why some companies succeed and some fail, why projects succeed and
others fail.
And the numbers are horriﬁc. And I'm sure your listeners all know, but two thirds of
projects fail to deliver on the expected business beneﬁts.
Two thirds and the number has been the same for 30 years. And Standish Group tells
us that $140 billion a year in just the US alone that’s wasted. Think of what you could
do with $100 million.
Right, so that's been an annoyance, obviously, not just for me but everybody. So, I
started to under stand more and more clearly that it's people. We’ve spent a ton of that
money on project management tools, the project management institute, all kinds of
software, all kinds of books, all kinds of training course, and the numbers don’t change.
So what's going on here and that that's the missing piece. One of the missing pieces
that the GC
Index ﬁlls is making sure that we understand we're putting people into these roles that
they love, that they're enthusiastic about, that they're passionate about, where they can
contribute everyday, all day and be happy campers and can say well duh! Well, of
course we all do better when we do what we love, but for most of s, we don’t know
exactly why we love what we love and that’s what the index helps us do.

(c) 2019 Chrysalis Business Systems, LLC

The $10K Run - Episode 008 - The Accidental Entrepreneur

Wendy: That's really important because I think a lot of us make assumptions about
what we love and not really what gets us out of bed in the morning. So we might think
that there’s a speciﬁc thing that we love talking to people or we love doing marketing
campaigns or whatever. But if we really had to sit down and think hard about what truly
gets us out of bed in the morning, it could be something completely different.
Barbara: That’s it! Exactly. That’s really well said because what we are ﬁnding is that
you’ll bring these natural proclivities, your inclinations to bear and you’ll kind of twist
and turn them. And even if it’s something that you're not very good at or you don't want
to do, but you'll ﬁnd a way to bring your power to the table, right? So that you, you keep
most of your hair and you sleep better at night.
Wendy: Right! Well that, that sounds like this could be just a really great thing to bring
to particularly large teams in corporate America who, as we know are not doing all that
well and give managers another way of being able to put things together with a better
chance for success.
Barbara: Absolutely!
And you know, it's interesting when people, you know, just list the reasons why projects
don't succeed. Top of the list is, is executive sponsor. So, either missing or whatever,
but tying back to executive sponsor, budget, skills, people, resources, scope creep, you
know we can just blast them out there – executive sponsor is right at the top of the list.
Well, let’s look at that executive sponsor. Should they be the executive sponsor? Do
they actually love being a sponsor? Maybe, that’s the problem right there. You know,
give it to somebody who is passionate about that project, not who sees it as sort of a
pain in the neck to be dealt later.
Wendy: That's a fascinating point because one of the things that I discovered about
being an entrepreneur is people keep telling you, you got to know your why, because
your why is what’s going to push you through in those really bad moments.
But it's not a matter of just knowing your why you can soldier on in something you
absolutely hate because your why is really huge, but you're never going to love it and
you're never going to be as creative about it. You're never going to have the same
desire to grow what you're doing if it's simply because you've got a big why. You have
to have a passion for it.
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Barbara: Yes, absolutely
Wendy: And that passion is actually at the top of the list. And your why is number two.
Barbara: Yup. That's perfectly said. Yes, I agree with that.
Wendy: So now that you’re growing this business and you have a chance to kind of look
back at all of the stuff you’ve done. What was the biggest mistake that you made in the
past? What are you doing to make sure that it doesn't recur this time around?
Barbara: It's really the thing that you mentioned as well, which is the burnout. So if I
didn't, I did not prepare myself for the amount of work it takes. So during the day you're
consulting, you're, you're delivering your service during the evening, you're preparing for
tomorrow's service delivery.
That leaves the weekends to do invoicing and to pay your people and oh yeah!
Prospect for next contract.
Right. It's really tiring. So, ﬁguring out earlier how to share the load, that would have
been really helpful.
Wendy: And that's a really great point. The interview that we did with Rob Nickell a little
while ago.
Rob has a VA service service and they hire people with college degrees and then they
put them an extensive training program and then they train them to work the way you
want to work so that they can be real helpers. And people are very reluctant a lot of
times to let go of something because they think nobody can do this as well as I can.
Barbara: Yeah, yeah, that's true.
Wendy: But there's that 80% rule that says, if somebody else can do it 80% as well, why
am I doing it?
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Barbara: That's it. And, and it's coming to that realization. So I suspect that on one
hand, while I can look back now and say that was a mistake and, and I really, you know,
one with a heavy toll, could I have been smarter about it, seeing it coming more quickly
I'd like to think the answer's yes, but I'm not so sure right? Because you’re so stuck in
the moment. You're so overwhelmed, you’re busy, busy, busy. You're making money,
things are good. You almost feel like you're not entitled to whine about not having ﬁve
minutes to ﬁle your nails or watch TV or do anything.
Wendy: Right.
So, getting a team behind you to help is really, really critical. And one of the things that,
that we tell people when they set up their companies is to make sure that you, you put
a team in place, because if you're burned out, you can't help anybody, not your family,
not yourself, not your clients, nobody.
Barbara: Well, and I think that's a kind of where it's important to be able to reach for
services. Even the kinds of things that you do for people and the kinds of services you
point them towards because that's half the battle. Who do you trust with your books?
Right?
Wendy: Right.
Barbara: And do you go as far as letting them write checks - Oh my gosh, no, I don't
think so!
Right. So where, where is that? So you'll need somebody that can do invoicing and call
follow up asking for payment and things like that. You can see that that's a service that
you could perhaps easily outsource. You don't need to hire somebody to do that full
time. And that's where we were in itially is we thought we had to hire to do that. We
didn't think about trying to ﬁnd an outsourced way to do that. So today I would
deﬁnitely do that.
Wendy: Right. And I think our, our entrepreneurs today have many more services that
they can look to then in the past because more and more people are ﬁnding these
niches where people where people need help and setting up businesses to, to answer
the call. If you like, whereas in the past there weren't as many of those.
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Barbara: I mean, if we think about it you know, that's again the late 90’s – the cloud
services were not hardly available at all yet. Right? So that mean - meant you had to
have people physically close to you, you had to be able to send them paper and have
them send you back paper. Well, that's all gone now. So yeah, taking advantage of
today's tools and services is just fantastic.
Wendy: So, if you had this all to do over again..
Barbara: Yeah, I'm doing it all over again. Yes. Right.
Wendy: And you are doing it all over again, just different industry. What are three things
that or however many things you can think of, what are things that you would do
differently
Barbara: You now, the ﬁrst one, I think it ﬁts with this outsourcing thing and it's setting
up an advisory board now what's interesting and, and do different aspects, setting up,
inviting a small group of people whose opinions you trust, who have credibility, who are
interested in what you're doing. So you've got some of those common terms of
reference, right?
But be pretty selﬁsh about it. Find some people whose egos will be tied to your
success because they can't let you fail because that'll make them look bad. You'll say,
well, you are an advisor. Like what good were you So if you ﬁnd people that are
trustworthy and pleasant to work with and all that stuff, but also have need of your
services.
Wendy: Right.
Barbara: Now you’re starting to build a, a built in pipeline. So that's something I would
do much earlier as the advisory board.
I think the other thing is the get organized now again, and decisions around tools. It's
expensive even today to change accounting systems, or even if it doesn't cost a
fortune, it's painful, right ?
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So do a little homework on what your options are, what the cost differences are, what
the functionality differences are. And even if you can't afford to have the ideal service
from the beginning, you can make decisions that are based on that longer term. When
my billings get to this point, I'm going to turn on that feature. When I get to that point.
I'm going to add the payroll part when I get, you know, so have a plan.
Wendy: Right.
Barbara: I think is probably, something else that I would strongly suggest. And the third
thing is if you have any international aspect to business at all or plan to have, get a tax
attorney's opinion early so that you don't ﬁnd yourself in a tangle with the, your friendly
neighborhood IRS agent right off the bat.
Wendy: That's really important. I think that, in our ﬁrst interview with Michelle and Bill
Pescosolido, Michelle had said, you know, we were running, running, running, and
making money and making money and making money. In the third year we went, oh my
God, there's taxes.
Barbara: Yeah. Yeah. And she was lucky they weren't saying that from a presents cell
someplace.
But yeah, absolutely. So, and the tax laws, even though there's been lots of attempts to
kind of streamline them, they're still very complicated and hundreds of pages long. So
you really need an expert. And so the difference, I guess at something took me a little
while to ﬁgure out the difference between an accountant and a tax attorney. And
they're very different skills and I'm a good accountant. It's going to tell you too right off
the bat that they are not a tax attorney and, and maybe point you in the direction of
someone they know and trust.
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Wendy: Right, And the thing is that there's a difference between accountants and CPA’s
who are strategists because sometimes you'll ﬁnd that the person you're speaking to,
what they're really doing is collecting information so that they can do your taxes.
Whereas a good CPA who's a strategist is gonna want to know what you're doing, how
you plan to grow, what you're going to be expanding into. What sorts of things are
going to give you bigger tradeoffs? What kind of structure would help you to save on
taxes. So there's a lot of different levels of people out there. And the thing to
understand is that the ﬁrst person that you hire is not going to be the last person that
you hire. Every person, every professional has a sweet spot and you will outgrow that
sweet spot. And it's ﬁne to say to somebody, you know, you've helped me along this far.
I am really, really pleased with the work you've done. I now have decided to kind of
move off into this direction with, with a different person. But if I ﬁnd anybody who was
like me when I ﬁrst started,
I'd be happy to, to refer them over. And that's perfectly ﬁne.
Barbara: It's fair enough yes.
Wendy: Don't be afraid to, to move from your accountant to a CPA, to a tax attorney.
Don’t be afraid to talk to people who maybe have better software than what you're
currently using or change your IT person or your designer or anybody else. They’ll
respect the fact that you’re upfront about it and that you're expanding, you're growing,
and you've kind of gone past where their sweet spot is and that you're being
professional enough to tell them and to move on.
Barbara: Yeah. And there's, you know, this is a tough one, right? Because most of us are
not passionate about being confrontational,right? So,most of us are more interested in
calm and happy and peaceful relationships. But it's your business and its of your life.
And at some point, exactly as you're saying, you have to say, hmm, this isn't the best
thing for me anymore. And if you can do that professionally, diplomatically, honestly,
that should be okay. But the longer you leave yourself in a relationship that's not really
meeting your needs, all you're doing is increasing your own blood pressure. The other
person doesn't even realize you're unhappy and you're getting nowhere.
So, you're asking that, that thorny rose bush and saying yeah, just as you said for these
reasons, I need to make a change. Thanks for your service. You know?
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Wendy: Yeah! And they’ll be happy if you refer people who were, who are where you
used to be and they can serve them well.
So, Barb, you've had a, a very long and winding path and, and met a lot of really
incredible people along the way. Who's been your biggest mentor?
Barbara: Huh! I guess there's a few people that have been really helpful. Both the
people that are giant pains in the neck and the people who are actually genuinely
interested in helping you move forward. Uh, probably one of the most interesting
pieces of advice came from a venture capitalist and we did, we used to do a lot of
technical due diligence for venture folks looking to put their money to work. And as an
entrepreneur you work really hard on your, on your mission statement, on your values,
on your vision, on focusing your elevator pitch, all that stuff. And we were chatting with
some people at an event someplace in my favorite venture capitalist standing right
next to me an entrepreneur you work really hard on your, on your mission statement, on
your values, on your vision, on, on focusing your elevator pitch, all that stuff. And we
were chatting with some people at
an event someplace in my favorite venture capitalist standing right next to me and he
introduced m e to this other person and he said, Barbara's company is great. They are
experts at, and he described something that I didn't think we were experts in it all.
And I'm looking at him like, wait a minute, I've been working on contracts for you for
ﬁve years and you say that we're the very best at this. And his other buddy noticed I
was getting ready to argue and he pulled me aside. He said, never argue. He said if
they have a place for you in their brain at all, take it. And then you know, you can gently
work your way around to, Oh and by the way, in addition to the, the washing windows
thing, we also do IT due diligence. But uh, anyway, so
I think that was probably two things. One is the never argue with a client cause you'll
never win.
You might win today, but you're not gonna win tomorrow. Right,
Wendy: Right
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Barbara: And the second thing is that notion of, okay if they took away a slightly
different message but they think you're delivering value and they're continuing
continuing to use your services, then maybe you should think about that too.
Maybe the services you offer really do ﬁt a slightly different niche than you thought.
Maybe it's time to change your elevator pitch to tune in with what your customers say
about you. And maybe that's a naive, maybe that's a third lesson from my mentor
saying don't argue with them, is that test what your customers think of you. And we did
that at LTC. We did that with a formal marketing study and we had a team of people
that interviewed every one of our consultants in everyone of our customers. Looking
for what did they think of us, what did they think of our values as well as our
deliverables and that was a fascinating exercise, a bit pricey, but on the other hand, it
helped us tune our marketing messages to really target the right kind of clients much
more quickly, and we grew the business much more quickly. So that's that constant
battle of cost beneﬁt. Right?
Wendy: Right.
Barbara: It's not necessarily clear, but I guess that's my other big piece of advice is test
what your
Customers think of you on a regular basis.
Wendy: Good point. So if you had to give one piece of advice to new entrepreneurs,
particularly those who perhaps have decided to take the leap out of corporate America
into their own
consulting company, or lean in what they're really good at, what would it be?
Barbara: I guess be true to your core strengths, especially to start, right I mean, it’s a
big enough leap. You’re changing enough things in your life when you're walking out
the door of the oﬃce for the last time. So be in control of something and that
something is likely. What are the services that you're offering What's the product you're
going to sell, you know, who are you going to be?
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So be clear that you are offering services in which you are an expert or the product
you've created is based on your expertise. Don't take a ﬂyer on on saying, I've always
wanted to have the best macrame planters in the world. I don't know how to tie a knot,
but I'm going to start. That's probably not going to work. So if you ease your transition
by capitalizing on what you do know and then you can grow there from there to just
about anything you want to do.
Wendy: Great! Well thank you so much. I really appreciate your being here.
Barbara: This is delightful. Thanks Wendy!
Wendy: Take care. And if you are interested in the GC index that Barb was talking about
that it might be good for you or a team that you know, then we will put how to contact
Barb in our show notes. So make sure that you go to www.biz engaged.com look at the
show notes for this episode and they will be there for you.
Wendy: Okay. That's it for this episode of The $10K Run. Please remember to go
www.biz engaged.com see the show notes there. You'll ﬁnd the links for any products
or programs that we’ve discussed. Take care everyone and I will see you next time. Bye
Bye
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