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About the Author: 
 

 
 
Melody Stevens believes that the best teachers in business and life are the ones who have made 

the most colossal mistakes and have lived to tell about them. A singer, pianist and music teacher 

by trade, Melody Stevens left the world of public school music teaching to pursue 

entrepreneurship. Ms. Stevens is the owner since 1997 of Academy of Music on Main Street in 

Spotswood and Old Bridge, New Jersey. Her music schools have a total enrollment of more than 

500 students and 30 employees. She owns a seminar company (MB Seminars. LLC) for business 

professionals and women and also has a coaching/speaking business and her own brand of 

seminar called “Time Millionaire” which teaches people how to have a life of freedom and ease 

AND be a successful entrepreneur.  

 

To earn her status as a “time millionaire” Ms. Stevens has given up such things as obsessive yo-

yo dieting, overeating, gossiping, complaining, participating in unhealthy relationships, and 

people-pleasing. She has promoted herself to true CEO of her music education company; having 

delegated all day to day operations and teaching. She doesn’t even do the cooking in her 

household. Instead, she spends her time working ON her businesses, raising her 9 year old 

daughter Sarah, dating her husband Michael, meeting with advisors, Time Millionaire clients, 

and key employees, exercising, speaking at conferences, corporations, and events, and spending 

time with the friends and family members she most enjoys. 

 

 

 

 

 

 

 

 

 

 

 

 



 

3 
 

Acknowledgements: 

 

To my husband Michael for all his love, support, and patience 

To my daughter Sarah for just being the best kid ever 

To my editor Gay Edelman for her encouragement and expertise 

To my family, friends, Savor the Success sisters, and BNI buddies for believing in me harder 

than I believed in myself 

To my staff of Academy of Music on Main Street for truly being a “dream team!” 

 

All my love and appreciation. 

Melody 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 
©2012. MB Seminars, LLC. All rights reserved. 
 



 

4 
 

Introduction:   
  

You are a business owner with a passion, a vision, a strong work ethic—and you are 

exhausted from working yourself to the grind. Maybe you’re doing administrative work, 

service work, sales, marketing, even sweeping the floors. In fact, you’re doing, well, almost  

everything. Sound familiar? Not to worry. I understand. I’ve been there. 

 

There was a time when I worked in my business until my brain was raw and I could barely 

see straight. Based on that experience, I’m predicting that you feel you have to work like 

that for a multitude of reasons:  

1) You are barely paying yourself (or not paying yourself at all) and you can’t afford to get 

any help. 

2) You believe that there’s no one who can do what you do as well as you do it. 

3) You think that if you just suffer through this one more thing, the money will come. 

4) You feel you need to lead by example. 

5) You believe that if you’re not physically present, your staff will be unproductive or 

dishonest, costing you time, money and peace of mind. 

6) You’ve been burned in the past, so you feel you really need to do things yourself. 

7) You think that training someone is a waste of time. It’s faster to just do it yourself. 

8) You believe that no sales will happen unless you are present. 

9) You are secretly embarrassed that your company isn’t making any money, and you work 

so many hours so no one could possibly blame you for not trying really, really hard.  

10) Marketing, selling and making strategic commitments are too much of a pain in the 

neck and you’re simply too exhausted. 

 

Did you notice a theme here? All these reasons have to do with one thing, and one thing 

only: Inability or unwillingness to delegate!  I call this the “overemployed boss dilemma.” 

(OBD) 

But please don’t feel bad. You are not alone. I have personally known hundreds of business 

owners who suffer from OBD for the same reasons. And, I also know that in order to have a 

more effective business—one that runs smoothly and profitably without you providing 

slave labor—you need some answers.  

 

This e-book will guide you through each of the ten reasons why you may be stuck in an I-

have-to-do-it-all-myself rut. And you’ll receive practical guidance to get yourself unstuck 

from OBD and grow your business enterprise with peace and joy.  
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Even if you don’t recognize yourself in every one of the scenarios, I recommend that you 

read them all. For one thing, the advice and tips in each section can work for any and every 

business owner.  (And, with respect, I must also point out that you may be doing counter-

productive things without even realizing it. Everyone does.) 

 

Finally, please note that when I say “employee,” I am also referring to independent 

contractors, and other outsourced help. They don't necessarily work in your place of 

business, but they are part of your team.  

Are you ready to face your OBD demons, and learn do more with less effort? All right! Let’s 

go!   

OBD Reason #1:  

I’m barely paying myself. I can't afford to hire anybody.  

 

Okay, let’s get real here. How’s your math? Have you actually written out a list of necessary 

business expenses, and does your pricing support your ability to meet those expenses plus 

a significant profit, plus an additional 20% for what my father would call the “stuff happens 

factor”? If you haven’t yet sat down to figure this out, do it now.  

According to Mike Michalowicz of The Toilet Paper Entrepreneur don’t bother to go into 

business unless it has these three things: 

1) Passion: defined as if you have more mental energy when you’re done 

2) Other people care about having your product or service 

3) Scalability: when you are sleeping can your business land a client, generate the 

revenue, and get raving reviews 

Secondly, he advocates a “profit first” formula where, not including your salary, you put 

away at least 2% of your company revenue, slowly getting up to 20% or so. And, you do 

that first, before allocating any other money. 

Are your projected or current profit margins less than stellar? That’s fine. All you have to 

do is raise your prices accordingly and/or change your business model. Oh, and if you’re 

freaking out right now because you just realized your math isn’t solid, congratulations for 

getting out of denial.  
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Don’t be scared of change, be scared of stagnation. Constant change is crucial to growing a 

thriving business. Stagnation, on the other hand, will slowly suck your life away. The cool 

thing is you can always implement change, and gain valuable experience and lessons along 

the way. 

 

Is your math in order but the finances are still not saying “Yes!” to hiring help? Perhaps 

you’re not making much money because your products or services just aren’t selling. If so, 

have you done your market research? Are you out there actually marketing your product or 

service? Is your product or service something people need or really want at this time? Take 

a look here. Do you know how to sell stuff? If not, or if you feel your sales skills could stand  

to improve, I recommend The Effortless Yes by Julie Steelman. Or pick up some sales and 

marketing pointers from Carolyn Herfurth at www.thebiztruth.com.  

 

But what if it’s not your math or sales ability, you’re marketing the heck out of your product 

or service, and you’re not selling stilts to basketball players? The problem may be 

something else.  

 

Maybe you’re just plain scared. To get out of your rut, make the leap, write a job description 

that includes all the tasks you could pay someone 10 or 20 dollars per hour to do, and 

promise yourself that you’ll only do the work that is worth your hourly rate, say $200 an 

hour or more. (I know of some entrepreneurs who value their time at $5000 an hour.)  

One way to figure out your hourly rate is to determine how much you’d expect to pay someone 

with your exact experience, education and qualifications. Make a resume for yourself if you 

think that would help you get clearer. Keep in mind that you aren’t working for someone else, 

so you’re taking on all the risk. That’s one of the reasons you have to value your time 

monetarily more than your workers. Sorry if that sounds mean. 

 

OBD Reason #2:   

No one can do it as well as I do. 

 

Do you want to know the truth? You’re right. No one will ever care about your business as 

much as you do. Another person can’t possibly be as emotionally invested, unless he’s your 

formal business partner and sometimes not even then.  

© 2012. MB Seminars. All Rights Reserved. 
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A great employee or coach can come close, but even someone who works with you or for 

you can’t treasure your business as much as you do.  

The answer here is simple: You can’t expect other people to give their heart and soul like 

you do. But you can have faith that they’ll care enough, and you can trust them to do their 

jobs and contribute to you and your business. You’re the heart and soul. Let them bring 

their skills to bear so you can do what you really do best.  

 

Business isn’t meant to be done solo, at least if you want a large enterprise rather than a 

very small solo practice. 

 

But if you think no one can do what you do as well as you and that’s the reason you aren't 

delegating stuff, then you need to tame your inner control freak and listen to me.  

 

To decrease your stress and improve your business including your money, here are some 

things you can do: 

 

-Hire someone with similar expertise to yours, who shares your values (I’ll call this a 

“clone”) and have her do some or most of the technical work. Then, if you want to keep 

doing some of the work yourself, charge higher for your own services. 

-Do the sales yourself or delegate to sales people that you pay on a full- or partial-

commission basis. 

-Delegate the admin, sales, and customer service, and keep doing the technical work 

yourself. (Think typical doctor’s office.) 

-And then there’s my personal favorite....delegate the admin, sales, customer service and 

clone yourself, while simultaneously doing only activities that bring high dividends (joy 

and money) to you and your company.  

 

High dividend activities may include: promoting your business, motivating and inspiring 

your staff, creating strategic partnerships, networking, learning about trends and new 

developments in business and in your industry, adding new services or products that 

complement your core service or product, training your staff, planning, finding better deals, 

and starting and building other ventures. 
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To clone yourself: 

Get someone—a coach, friend, spouse or family member—to ask you questions about how 

you do what you do. As you talk, record the answers. You want to end up with details about 

your system or formula. (You are after your particular business procedures, not how to do 

the actual technical work. These business procedures will ultimately be a section in your 

employee handbook.) A clone is generally someone with prior training, experience and 

talent in your industry and is usually paid higher than your administrative staff. Once you 

have documentation of what exactly you do, you have an idea of what skills you’re looking 

to hire. 

 

To delegate the admin, sales, and customer service, same as above. Get someone to help 

you get your policies and procedures out of your head and into someone else’s. And your 

protocols need to be written (or in the form of a spoken recording) clearly and simply so 

that the average person would understand. 

 

I suggest you start out creating the policies and procedures that are closest to your money. 

So begin with collections, sales and customer service, in that order. 

 

Then, hire and train. Don’t worry, the time you invest in training someone will come back 

to you and then some…even if an employee doesn’t work out. You gain the skill of training 

someone. Each time you train someone, you become more efficient at it, and you develop 

and polish your systems.  

 

Eventually you will have someone—a manager, a personal assistant or other worker—who 

can train new people. Or you can make training videos along with your manuals so you 

don’t need to personally train your staff. (Or both.) You have to trust me on this: Hiring and 

developing a staff is like building the finger calluses you need to play a steel string guitar. 

Once you’ve gone through some hard knocks and achieved a certain degree of proficiency 

at hiring, your inner calluses will protect you and make it easier to do over and over again. 

 

OBD Reason #3:  

If I just suffer through this next thing, the money will come. 

 

You may not like what I’m about to say, but I have to say it because it’s true: Suffering is a 

choice. It’s an attitude. A state of mind. Hard knocks and mistakes, yes, they happen, and  
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often the circumstances are beyond our control. But not suffering. Suffering is an anxiety- 

and depression-ridden state of mind that is unhelpful at best and destructive at worst.  

What’s more, it exists separate and apart from income. People with or without money may 

choose to suffer. Money is a result of our positive efforts and actions, not of our inner angst. 

Strife is a necessary part of business, and pushing through it is often what brings big 

returns. 

Sometimes people suffer as a defense mechanism to make sure that others “can’t bring 

them down any further.” Or, sometimes employers want to be “part of the crowd” with 

their employees and/or friends. If this resonates with you, you may think: Sure I’m a 

business owner with all the privileges that come with it. But, see, I’m suffering for all those 

advantages, so it’s okay for everyone to like me. In other words, suffering is the equalizer. 

Problem is you are the boss whether you like it or not, so in fact there is, inherently, a 

hierarchy. There needs to be a leader in your company and you’re it! 

Thing is, if you really want an effective team, you have to stop suffering. Really, most people 

won’t get inspired to do their best when you’re whining and complaining. And do you really 

want to work with people who enjoy all that negativity? No, you don’t.  

 

Instead, the idea is to be happy, period. This is a lifelong mission. Remember, your business 

is ultimately there to serve you...with joy and peace and money. Enjoy the challenges and 

the puzzles that business brings you to solve. 

 

Know, too, that a positive attitude earns time and money, and negative energy wastes time 

and money. Suffering drains your spirit and thus drains your life and business. 

 

And, another thing: If you are suffering in your business, take a step back and evaluate how 

you are using your time and where your boundaries are. To that end, consider reading 

Melody Beattie’s The Language of Letting Go, which talks about escaping the unhealthy 

ways people mentally and emotionally merge with others. Or, perhaps you can get yourself 

to a good therapist who will guide you psychologically past your suffering and into your 

freedom and fun. Or, maybe hire a good business coach who will help you find the answers 

to create the business you desire that makes you happy and earns you money. (Or maybe 

all of the above!) 

 

And, please know that no matter how stuck you feel, you are never, ever really trapped.  
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There are always options, always ideas you can generate and always actions you can take.  

You heard right. I said “always,” because possibilities are infinite. Actions that truly get you 

out of suffering may feel scary, but these actions are absolutely necessary if you’re going to 

have a thriving enterprise. 

So, tell me, what are the tasks that you are suffering over? For me, early on in my music 

business, it was the accounting, the scheduling—not to mention promoting the business, 

teaching students, selling services, writing paychecks and more. And, guess what? A wise 

business coach told me to hire a bookkeeper and an office manager. I had no extra money, 

or so I thought, so I hired them and paid them at first on credit cards. Guess what 

happened? Six months after hiring them I had my dream salary and no credit card debt.  

 

Sound like magic? Really it wasn't. All I did was delegate what I was suffering over and 

focus on what made me happy....teaching music and selling/promoting music lessons. All 

the administrative work was taken over by my new staff. 

 

Years later as I found myself suffering over the teaching (I wanted to be out networking 

and promoting more) I gave it up and cloned myself with voice and piano teachers more 

skilled than I. My company grew to be one of the largest single owner music schools in the 

country.  

 

Then, as recession hit in fall of 2008, I found myself suffering over promoting music lessons 

as my only product and feeling like I was banging my head against a brick wall. I knew then 

it was time to expand, so I formed my company MB Seminars, LLC. I started out promoting 

speakers and bringing motivation and self-improvement courses to my fellow business 

owners (many of whom were suffering). It was okay but not bringing me that much joy or 

money at first. 

 

And so, I decided that what would bring me the most joy was to be the speaker of my own 

seminar company. I wanted to share with the world my knowledge about growing a 

business and being happy. And Bingo! With the help of friends and mentors, Time 

Millionaire was formed. True to my past pattern of success, six months later I had my new 

and improved dream salary. More than double my past dream salary. 

 

Just to be absolutely clear here: Staying in suffering mode will not grow your business. 

Correction. Your business may grow despite your suffering, but you’re still not wealthy. 

Being miserable and having money isn’t wealthy in my mind. 
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Notice what you’re suffering over and take the leap to delegate. Know what makes you 

happy and do that. 

 

OBD Reason #4: 

 

I need to lead my employees by example. 

 

So you stay in your business working really, really hard, because you wouldn’t expect 

anyone to do anything you wouldn’t do yourself. And, you make sure your employees 

constantly see that you are working so hard. You are all in this together, after all. 

 

Here’s the problem. When you lead by this kind of example, you run the risk of two things 

occurring. One, you wind up being friends with your employee(s) in an unhealthy way. I 

mean, you wind up mistaking your business for a social life. And what happens is you’re not 

free to pursue the very things that will help your business progress quickly. (Often, the 

highest-dividend activities are done off your company’s premises.) 

Secondly, you run the risk of being a hovering, micro-managing boss. And that will actually 

drive your staff crazy and lower productivity. You’ll tend look over their shoulders 

throughout the day and ask detailed questions about what’s going on. Now you have a 

distracted staff. Not to mention a distracted self.  

Not a recipe for success. Success comes when you are in action pursuing your highest 

dividend activities—the tasks that bring you big joy and big money. 

 

What to do? First, make sure you have at least one friend who has nothing to do with your 

business. (That may sound pathetic, but many business owners including me in the past 

don’t have any real social/non-business friends.) So, find someone and socialize with him 

or her, not with your staff.  

Conversely, meet with your key staff members in regularly scheduled meetings. Your 

purpose is to keep yourself and them informed of what is going on, and to share ideas for 

the company. Also, develop a system of reports to remain connected to your business. 

 

Train your staff, watch your numbers and read your reports. Notice how you are feeling 

during your recurring staff meetings and hire a coach or advisor to help you stay in your 

high dividend activities.  
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Decide who on your staff you need to keep on board, who needs a little extra motivation, 

who is a dream team employee, and who needs to go. 

 

I like to say, “wind ’em up and watch ’em go.” Hire and keep people with great attitudes, 

interest and competence, and train them in your systems. 

 

Finally, if you really want to lead by example, go ahead and do whatever will move the 

company forward. Get yourself happy and stay happy. Do whatever you’ve got to do. Your 

staff will catch the action and follow suit. They will start moving your company forward, 

too. If, of course, they truly are your dream staff, which I’ll talk about in the next two 

chapters. 

 

OBD Reason #5:  

If I’m not physically present, my staff will be unproductive or dishonest, costing me 

time, money and peace of mind. 

 

Here’s the reality. If you are growing a sizable business with people working for you, some 

of them will let you down. Yep. That’s an inevitable part of doing business. At some point 

you’ll probably have an employee steal something. Some workers may lie to you. And you’ll 

definitely have some who make mistakes and do things that mess you up. 

 

I will start by saying that lying, cheating and stealing are grounds for instant dismissal, and 

this should be stated in your employee manual. So be prepared that you are going to have 

to fire someone at some point. 

 

Typical employee mistakes range from customer service blunders, to shipping errors, to 

accidentally breaking equipment or products, to absenteeism and tardiness and more. So 

considering that the inevitable will happen, how can you let go and trust that your business 

will be okay without your constant presence? 

 

Here are some steps you can take: 

 

1) Know that mistakes (and all of the above) can and will most likely happen with or 

without you on the premises. Remember, one of your main jobs is to make yourself 

happy and to stay happy. You can’t do this while feeling like a slave to your business.  
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And as your company grows, you will need to work more and more on your 

business, not in it.  

 

2) Consider surveillance cameras that enable you to see and hear what’s going on when 

you’re offsite. Know that this is for the employee’s and client’s security as well as for your 

peace of mind. Yeah, I know you may be saying right now, “There’s no way I am spying on 

my employees. They’d think I don’t trust them.” Forget about it. If it would make you happy 

and comforted to be able to view your business at any time, if you see the value in it for 

security reasons, then just do it. 

 

3) Continue keeping tabs on your business with daily reports and weekly or biweekly 

recurring meetings. 

 

4) Don’t be afraid to reprimand and fire when necessary, but most of the time, simply be 

happy and growing and your employees will follow suit. Your positive attitude will go a 

long way with your staff. 

 

OBD Reason #6:  

I’ve been burned. I really need to do things myself. 

 

Okay. We’ve all been burned. We’ve all had relationships that were wrong for us or that 

went south. Here’s the key: You learn from your past mistakes and hire smarter next time.  

So your employee stole something. That’s totally awful and my heart goes out to you if that 

happened. If that’s your story or your fear, do you have adequate security measures in 

place? Do you need surveillance cameras? Do you have the right password protections in 

place—on your bookkeeping software, for example? 

 

And, what if you had an employee who was plain old incompetent? Does that mean you 

can’t trust the next person to do the job right?  

No!   

Hire people on a trial basis first. One day, one week, one month....use your instincts. 

Observe their working style, their skills, and especially their attitude. It’s also very valuable, 

if you have other employees, to ask them for opinions about a potential new teammate.  
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The final word on reason #6: Daring to hire again is just like being a single person who 

wants to be married. You can’t give up dating because someone broke your heart.  And you 

can’t give up on having employees because of past disappointments. Not if you want a 

growing business that can survive and thrive because you’re focused on what you do best. 

 

 

OBD Reason #7:  

Training someone is a waste of time. 

 

You know about investing in your business, right? Well here’s some good news...training an 

employee is one of the best investments you can make.  

Once you have one or more trained employees, you are potentially free, for example, to go 

out and network, meet strategic referral partners, establish joint venture partners, or learn 

about industry trends. You can do market research, add a whole new entity onto your 

company, or start a new company. 

Get the picture?  

 

When you, as the owner, do mostly high dividend activities, you actually decrease your risk 

factor. When you stop clutching onto your one service, product or company for dear life, 

you are free to create and roll with market conditions. Your mind becomes clearer. Your 

business thrives. 

 

OBD Reason #8:  

Nothing will be sold unless I’m there to make it happen. 

 

This is a big one and I totally understand. I had this fear for years. 

 

For real sales to happen without you, you need a mix of things including: 

 

-An excellent manager, and depending on the size of your company, a team of enthusiastic 

people reporting to your manager 

-A welcoming atmosphere at your storefront and/or on the Internet 

-Strong branding and marketing (i.e. your name, your logo, your colors, and continuous 

systems that will make people call your company) 

-Sales systems  
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-A marketing calendar 

-Recurring events 

-Recurring meetings with key employees 

I know that might sound like a lot, but just remember to take one action at a time, and 

delegate. If I were to sit with you right now, I could help you find ways to delegate most or 

all of the tasks that would lead to having the above list complete. And you don’t even have 

to have exorbitant amounts of money to get these important tasks off your shoulders! 

 

OBD Reason #9:  

It’s embarrassing that my company isn't making any money. I work hard so no one 

thinks I’m not really, really trying. 

 

I’m going to tell you something you might not believe. If your business isn’t making any 

money after a year or two, working yourself to death isn’t going to make it better. There’s a 

difference between persistence and overwork. 

Once again, first please look at your business model and at the market conditions for the 

product or service you’re selling. Take a step back and evaluate, learn more about industry 

trends, and make bold moves accordingly. Start selling and/or inventing what people 

already want or need to buy. 

 

And, furthermore, everyone sees that you’re working yourself to death and not making any 

money. Contrary to what you may think, most people won’t respect you for your 

workaholic tendencies and could actually be wishing you’d let up on yourself already.  

 

I’m saying to slow down and think things through logically. You can’t do that when you’re 

exhausted from working crazy hours. You end up spinning your wheels instead. Take it 

easy, and people may respect you for staying in the game, even though they may think 

you’re nuts for taking on the risk that goes with it.  

 

As you may know, people thought that Thomas Edison and Ludwig Van Beethoven were 

crazy as well. So, you’re in good company. These great innovators stepped back and 

evaluated their work constantly. And they persisted, and made changes, and listened to 

their hearts. And....they had help!  
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Did you know that Thomas Edison was actually a businessman with several companies, 

each with a team of employees? I always envisioned him working solo, toiling away 

invention by invention with maybe an apprentice or two. Not so. Edison’s employees, called 

“muckers,” were most often young college grads who worked full time (55 hours a week) 

researching and testing his inventions.  

Music composer Beethoven had many teachers and mentors, and get this: He had a 

business manager (his brother Carl) who negotiated with publishers to make sure his 

composing business was financially viable. Who knew?  

OBD Reason #10:  

Marketing, selling, and making strategic commitments are too much of a pain in the 

neck. I’m not good at it.  I just want to trust that success will happen naturally.   

Friends, this is magical thinking. But I understand, and I think I know where it comes from. 

To explain, I’m going to plug in one of my favorite quotes of all time. It’s by Marianne 

Williamson: 

“Our deepest fear is not that we are inadequate. Our deepest fear is that we are powerful 
beyond measure. It is our light, not our darkness, that most frightens us. We ask ourselves, 
who am I to be brilliant, gorgeous, talented, and fabulous? Actually, who are you not to be? 
You are a child of God. Your playing small doesn’t serve the world. There’s nothing 
enlightened about shrinking so that other people won’t feel insecure around you. We are all 
meant to shine, as children do. We are born to make manifest the glory of God that is within 
us. It’s not just in some of us, it’s in everyone. And as we let our own light shine, we 
unconsciously give other people permission to do the same. As we are liberated from our 
own fear, our presence automatically liberates others.” 
 
And so, you find it’s easier to do the paperwork even though you hate it. It’s easier to keep 
yourself small and unhappy. Way easier. It’s easier to refrain from selling and marketing 
your services because then you don’t have to risk. And therein lies the paradox. 
 
When you stay in low dividend activities, you risk everything—far more than if you were 
out there, with help, going for it. You risk your whole life, your money, your health and your 
relationships because you drain yourself of vitality. 
 
And that’s a gamble that none of us should be unwilling to take.  
 
Do high dividend activities. What’s bringing you joy and money? Find these tasks for 
yourself and stop hiding in idle chatter, complaining and paperwork. Stop holding onto 
tasks you can pay someone to do who will be less nuts from them than you are. As 
Marianne Williamson would say, let your light shine.  
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 You are going to figure this out. You are capable and strong. You will allow and inspire a 
team of people to help you in the biggest ways they can. And everybody wins!  
 
 
 
 
 
 

 
 
 

Contact Melody Stevens at:  

melody@timemillionaireonline.com 

or 

(office) 732-580-6098 

website: www.melodystevens.net 
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