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About Joy Chudacoff 
 

An entrepreneur for over three decades, 

Joy is said to have “x-ray vision” when it 

comes to helping successful 

businesswomen get from where they 

are, to where they want to be. 

Before starting her own business 

consulting practice, Smart Women 

Smart Solutions®, Joy owned a highly 

profitable company in the medical sales 

and marketing industry, selling that 

business at a handsome profit. 

For 18 years, Joy has been serving women as a professional certified 

coach/consultant, skilled group leader, highly sought-after motivational speaker and 

thought leader. Her expertise as a coach, consultant, and strategist is highlighted by 

the success stories and results she generates for her clients. 

Joy is the Founder of the ALIGN Private Membership Community for women 

entrepreneurs. Weekly gatherings are just one of the many benefits for women who 

are leading with impact. 

Joy is the host of the award-wining podcast for women in business, She’s Got Moxie. 

Joy interviews bold, smart, women entrepreneurs who are flexing their moxie muscle 

when it comes to success in business. ‘She’s Got Moxie’ is ranked by iTunes as ‘The 

Top 100 Podcasts in Business & Careers’ category and ‘The Top 200 in Education & 

Training.’ Joy’s podcast received the distinct honor of being a Finalist for a Gracie 

Award®. The prestigious Gracie Awards acknowledges outstanding team leadership 

and individual achievement for all women in media. The Gracies are focused on 

women who are making positive changes in all facets of media and entertainment 

specifically for the advancement of women. 

Leading by shining example, Joy integrates family and passionate work while 

teaching successful women how to do the same. Joy lives in Los Angeles with her 

husband Greg and their Mini-Labradoodle, Honey. They recently became “empty-

nesters” sending their two children off to college. 

If you are ready for an advanced conversation—about your strategy, money, 

impact, and lifestyle, click here to learn more about how Joy supports women 

entrepreneurs. 

http://findingjoyeveryday.com/work-with-joy/
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Introduction 
 

 
 

If you’re reading this, you are likely a woman who has reached a few significant 
milestones in your business. 

 
You may enjoy a comfortable six-figure income or be inching your way to the 
“two-comma” club. 

 
You are proud to be alongside millions of women in America, who are shifting 
the economics of our country and creating jobs for others—on your terms. 

 
You are a part of this movement, and the numbers say it all… 

 
Analysis from the 2018 “State of Women-Owned Businesses” report 
commissioned by American Express OPEN found that: 

 
 The number of women-owned businesses surged 58%, while all 

businesses increased only 12%. 
 Total revenue of women-owned businesses jumped 46%, while revenue 

for all businesses increased 36%. 
 Four of out every 10 businesses (40%) in the United States are now 

women-owned. 
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Common perception suggests that entrepreneurs start companies in their 20’s. 
The reality is that successful women entrepreneurs generally start their 
businesses later, once they have accumulated business experience, connections 
and financial capital. 

 

Nearly half of women business owners are between the age of 45 and 65 (48%) 
and two thirds (67%) are 45 or older. The next largest age group of women 
business owners is ages 25-44. Nearly one in three women business owners 
(31%) are between the ages of 25 and 44. 
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But, it’s not only an exciting time for women…  It is a pivotal time. 
 

Because, as you know, you have made real sacrifices—maybe more than you 
ever expected—in order to get your business to the level it is at today. 
 

 You’ve prioritized work over loved ones, and often wondered if you 
made the right decision. 

 
 You’ve invested a ton of time and money hiring team members, only to find 

they don’t understand you or share your commitment. (And you know 
deep down, you are contributing to this problem.) 

 
 You are always last on your to-do list—especially when you factor in 

your family and even your paycheck. Your health, well-being, and peace of 
mind are constantly pushed to the backburner. 

 
And here’s where the numbers don’t lie… 

 
According to the National Women’s Business Council, only 1.7% of women- 
owned businesses break $1 million in revenue. While those owned by men 
are 3.5 times more likely to reach the 7-figure mark. 
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And, even more shocking, when women do leave corporate jobs to start our own 
businesses—we pay ourselves LESS than our male counterparts! (According 
to a study by Babson College, this is a true phenomenon observed among female 
graduates of Goldman Sachs’ 10,000 Small Business Program.) 

 

 
Ladies, it’s time to dig deeper and talk about WHY this is happening… 

 

In this special report, I’m inviting you to join me in an 

ADVANCED CONVERSATION about how to move your business 

forward as a woman, without falling into the vicious cycles that 

plague so many women entrepreneurs … 
 

 

But, first let me briefly introduce myself… 
 
My name is Joy Chudacoff, and believe me, I get it. 

 
At age 28, I put everything I had into my first business, including $5,000 in 
personal savings and countless hours of hard work, sleepless nights, pep talks, 
tears, and all. And it paid off. My “little” marketing firm took off well beyond 
anything I could have imagined, and in 8 years, I had grown it into a $2 million 
dollar company. My friends and family thought I had nailed the “secret to 
success.” 

 
I was beaming, and my bank account was full. 
 
But, I was 37 years old, “chained to my desk,” and tired… really, really tired. Yes, I 
had cracked the code to a dream income, but I didn’t feel like I was anywhere 
close to living my dream lifestyle. 

 
I was trapped inside my business, and never felt like I had the time or energy to 
get away and enjoy my success. 

 
As luck would have it, I got married to my sweetheart and we decided to start our 
family. But, once I got married and had my two children, something had to 
change. It was just not sustainable. 

 
I had to make a very conscious decision: I could either let the business run me 
around in circles and into the ground. Or, I could take ownership, and really 
adopt the mindset of a leader. 

 
That’s when I had the realization that things needed to change. 
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As a woman, if you want to enjoy your journey as an 

entrepreneur, without compromising an inch of your 

business success, you MUST get strategic in 5 key areas… 
 
After selling my business at a handsome profit, I opened the doors to Smart 
Women Smart Solutions®. For the past 18 years, I’ve provided business strategy 
and consulting to thousands of self-made, entrepreneurial women. 

 
I’ve learned a thing or two about what it takes to not just own a successful 
business, but truly LEAD your successful business. 

 
And, let me tell you up front… 

 
What got you here won’t take you there. 
 

To get to the next level in your business, you simply can’t rely on 

the same systems and routines that got you into the 6 figures. As 

women, we have to shed our old, entrepreneurial “skin” if we 

want to experience success in a completely new way. 
 
Because, there is a smarter way of working—that allows you to have it all. (And, it 
doesn’t have anything to do with the fluffy notion of “work-life balance.”)  
 
But, here’s what I will say… 

If you want to scale your business—I mean really get to the next 

level—you will have to ALIGN all that is important to you, from 

your business to your personal life, to defining your own role as 

a female leader. 
 
It is possible to reach a new, exciting level in your 
business. But, it requires that you make smart, 
strategic SHIFTS in 5 key areas. 
 
Step #1:  Create a Profitable Strategy 
Step #2:  Build Your A+ Team 
Step #3:  Understand Your #1 Priority 
Step #4:  Master Your Cash Flow 
Step #5:  Adopt the CEO & Leadership Lifestyle 

 
I know your time is valuable—so let’s dive right in, shall we? 
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Step #1: Create a Profitable Strategy 
 

If you are committed to increasing your income and scaling your business, your 
strategy is critical. But, let’s get very clear about what “strategy” means for you, 
especially as a business owner. 

 
The word “strategy” is defined as “a plan or method to obtain a specific goal or 
result.” 

 
But, take a moment and think about the full range of results you are after. 

 
Sure, you want to grow your revenues, add an extra 0 to your income, cross the 
“two-comma” club. But, are there other motivators for you? 
 

There are likely deeper values that matter to you as a business owner, 

beyond revenues. Do you want to be known for your stellar customer 

service, or for being a true leader for your team, or for having repeat, 

happy customers who rave about the work you’re doing? 

 

All of these values need to be interwoven into your business and will drive your 

strategy. If you try to create a strategy empty of values that truly matter, you will 

find that leading your team, carving out your unique space in the marketplace, and 

staying committed to the big picture will be a continuous challenge. 

In a way, your core values are the fabric of your business—they bring the integrity 

of all that you offer to the world. Your strategy is the form you decide to give those 

values, whether it’s company policies, philosophies, or your business model. 

This is why your business strategy is much more than crunching numbers and 

plotting dates on a calendar. It is deep work that requires you to think and reflect. 

I suggest you set aside a block of time each week to reflect on 

your core values and find ways to infuse them into your strategy. 
 
An easy way to approach this is by digging into a few key questions that will help 
you think about your values and how you can tie them into your profitability. 
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Question 1: What is 
Your Brand 
Promise? 

What can you easily and effortlessly promise your clients today? This is 
essentially your “guarantee,” but I suggest using the word “promise,” because it 
will make you want to never let your clients down. Why? Because breaking a 
promise hurts doesn’t it? (I know it does when I can’t keep a promise to my 
husband or children!) 

  

For my own business, Smart Women Smart Solutions®, here are the words we 
use as part of our Brand Promise: 

 

 

Brand 

Promise

Hands-on

Highly 

Responsive

Measurable 

Results

Client-

Centered 

Content

We Keep 

Our Word

Remarkable 

Client 

Service

Raving 

Ecstatic 

Clients

Solutions 

Not 

Obstacles

Question 1:  What is 

Your Brand Promise? 
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I believe that this Brand Promise is what sets Smart Women Smart Solutions® 
apart from other business consulting firms. We want nothing less than raving, 
ecstatic fans! If people are not raving, we want to know why because we made a 
promise on what we could deliver as a company. It’s also important to us to be 
able to measure our results and get feedback to ensure that we are making 
good on our Brand Promise. 

 

Keep in mind, your Brand Promise isn’t a feel-good exercise, although feeling 
excited and committed to your promise is no doubt one of the benefits. What’s 
important is understanding the connection that having a Brand Promise will 
nurture sales because it reduces your customers’ fear of buying from you, 
improves retention, and maintains your reputation. 

 

 

 

 

 

 
 
 
 
  
 

 

Let’s face it, when you are first starting out in business, you’ll take whatever client 
comes through your door. It’s about keeping your doors open and just making it 
work. But as you grow, you must look at those people who are just your favorite 
types of people to work with all around. I call them your Juicy Red Apple clients. 
 
Yes, it is about a client who respects your work, and your prices. But, it’s also 
more than that. Here’s a quick story to illustrate… 
 
When I was getting my business off the ground, my children were toddlers, and 
my clients were mostly working in Corporate America. The only time they could 
see me was after 5pm, so I would leave my house for meetings at 5, 6, or 7pm. 
Now, as mothers reading this may know, these are the worst possible hours to 
be away from home—in fact, some people call it the “witching hour” because kids 
are cranky, restless, hungry and it can be a real stressful time. But, I wanted my 
business to work, and so I made that choice, though I never felt good about 
leaving my kids. 
 
As my business grew, I was able to start saying “no” to clients who wanted to 
meet after a certain hour in the day. This is what we’re talking about here with 
Juicy Red Apple Clients. There is an ease and alignment in working together. 
 
 
 

Question 2:  Who are 

your Juicy Red Apple 

Clients?? 



©2022 Joy Chudacoff |  Smart Women Smart Solutions® | Los Angeles, CA 

310.454.2005 |  SmartWomenSolutions.com 
10  

So, how do you identify your Juicy Red Apple Clients? Here are three easy 
signs to watch for: 
 

1. They love and adore you. And guess what else? YOU love them! You 
are excited to see them on your calendar. You enjoy talking with them 
via email or speaking with them on the phone. Overall, you enjoy working 
with them and they enjoy working with you. 

 

 
 

2. They respect your prices and your service. They don’t squabble with you 
about your service, and your fees. They respect your talent and your 
genius, and your time. They love the results you help them generate and 
understand that your prices reflect that. 

 
3. They are profitable. This is very important. You may love to work with 

a client, but if you’re not making money from them, they are not a top 
client. It’s important to go through your client roster from time to time and 
clean it up. 

 
About five years ago, I started profiling my Juicy Red Apple Clients to get an idea 
of who they were. I made a list, and began evaluating how old they were, what 
problem they came to me with, and the result I helped them achieve. When I was 
done with this exercise, it became clear to me who I really wanted to work with. 
 
 
 
 
 
 

 
 
 

Your X Factor is your advantage. What can you do to become the obvious choice 
in your field? 

 
A good place to start is looking at what is broken in your industry, and what 
needs to be fixed. Here’s an example… 

 
In my own industry, I feel that my competitors aren’t as hands-on with their 
clients as they should be, and I want to be that person who is uniquely present 
and hands-on. I also saw that people weren’t receiving good customer service. 
So, I set a goal to make that my X Factor. I’d be more involved as a coach and 
consultant with my clients and ensure that my team would respect and honor 
them. This helped my business grow tremendously. 
 

Question 3:  What is 

Your X Factor? 
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Look at the challenges in your own industry and decide whether or not you can 
take them on and incorporate them into your brand promise and core strategy. Is 
this a problem you can solve? Will it help you increase sales? 

 
I promise you will see sales and net profits increase when you determine your X 
Factor. 
 
 
 
 
 
 
 
 
 

 

When you are deep inside your business, it’s easy to forget that clients come to 
you for a solution that is part practical, part emotional. And this applies to any 
type of service or product—it’s a tried and true marketing principle. 

 

If you are a financial planner, you aren’t just selling clients a plan to save money 
for retirement. You’re selling them peace of mind that the money they invest is 
going to help them enjoy a better retirement. 

 

If you are an attorney, you are selling clients a sense of security and protection, 
just as much as you are selling your legal expertise. 

 

So take a moment and think about the greater feeling your business is offering 
your clients. 

 

 

 

 

 

 

 

 

 

The best strategy—the BEST—is one that is simple to understand, and one you 
can use as a framework for all your decisions. 

 
Think of it as a phrase or philosophy that is used internally (sometimes 
externally) to keep you, and your team, focused and in alignment with the big 
picture. Here are a few examples… 
 

 

Question 4:  What are 

you really selling? 

Question 5:  What’s 

your Core Strategy 

(aka Team Mantra)? 
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One of ‘Southwest Airlines’ strategies for success is summed up in a simple 
slogan, “Wheels up…” This is an internal catch phrase that reminds the entire 
organization of its commitment to maximize each plane’s airtime—since any time a 
plane is on the tarmac, wheels down, the company is not making money. This is 
why you’ll see the crew cleaning the plane while passengers are exiting— they’ve 
incorporated procedures to help execute the “Wheels Up” strategy. 

 
One brand that we all know and I personally adore, Drybar. Alli Webb, Founder 
and Chief Creative Officer, formed Drybar after seeing an explosion of interest in 
her $40 blowouts. Her core strategy: “No Cuts, No Color, Just Blowouts” is key to 
Drybar’s magic formula. The chain’s “menu” of available styles is as recognizable 
to repeat clients as Starbucks drink offerings. They know to order a ‘Manhattan’ for 
sleek, straight locks and a ‘Mai Tai’ for loose, beachy waves. 

 
For my own business, we use the phrase, “Smart Women Smart Solutions®.” 
When I bring my team together, and we’re discussing our strategy and quarterly 
goals, I often refer to this core strategy to help make decisions. For example, 
when I get a speaking opportunity, I have to ask myself, does it go back to our 
core strategy of serving my specific type of woman entrepreneur. If it’s an event 
primarily for men, or for young Millennials just starting out, then I will often turn it 
down. 

 
If you have this all in writing and can refer to it easily, you will be better able to 
make smart decisions for your company. But again, it does take you setting some 
time aside, away from distractions, to reflect on the deeper layers of your 
strategy. 

 
This is why I’m hosting a special retreat for successful women 
entrepreneurs in February 2020, called Align. I know that at your level of 
business ownership, it is a challenge to carve out quiet time to work on your 
business. But, it is critical—and, as you know, months can slip away without 
doing this important growth work. If you’d like to attend, I have a special gift for 
you at the end of this report. Stay tuned! 

 
Before we move into the next session, a quick note: How do you know if you 
have created a killer strategy? It’s simple! You will see your sales and net 
profits increase. You’ll have satisfied clients that trust you, and tell their friends 
and colleagues about you, and you’ll see doors start opening for you. 
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Step #2: Build Your A+ Team 
 

If you want to scale and stay in your genius as the visionary of your company, 
your express ticket to freedom lies in your ability to build a solid team to support 
you. 

 
But this is one area where 
entrepreneurs struggle, and what’s 
required here is a serious mindset 
shift. 

 
Typically, when I suggest to a client 
that they bring on team members, 
the thought process jumps to 
obstacles. 

 
"It’s going to cost money." 

 
"It’s going to infringe on my profit margin." 

 
"It takes too much time to train someone. I can save time by doing it myself." 

 
Do any of these sound familiar? 

 
Meanwhile, you’re killing yourself trying to do everything on your own, and if you’re 
honest with yourself, you are not getting the work done effectively. You built the 
business and you know it inside and out. But, if you want to grow and see a 
significant jump in profits while preserving your sanity, you need support. 

 
 

It’s important to preserve the genius within 

you that got you where you are today. It’s 

what created your business. Now, it is 

critical that as your company grows, you 

stay in your genius. Determine where your 

genius lies in your company and live there 

as much as possible. And those roles and 

tasks that are not in your genius? Let them 

go by delegating to people who can do it 

better than you. 
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But, here’s a big caveat—if you think hiring someone is the only stop on your 
ride to freedom, it isn’t. You have to know your tendencies: Are you a control 
freak who is going to run people off with your micromanaging style? Or are you 
what I call a “drive-by-delegator” who throws vague directions to your team, 
and then wonders why the work isn’t getting done properly? 

 
There is no such thing as a hands-free team—and this is a good thing. When you 
can learn to work well with your team, you will enjoy having people by your side 
who are engaged with your business, and contributing to its success. It can be 
fun and enriching, challenging and extremely rewarding, especially when you get 
to see the benefits, like more free time and more space for you to step into your 
CEO zone. 

 
Below, a few rules I live by when it comes to building and managing my own 
team, and making sure it’s a win-win for everyone involved. 

 

The 5 Team Commandments 
 

Commandment #1: Let Your Core Vision Drive 

Hiring 
Right from the get go, during the interview process, you want to make sure 
that you are asking the right questions, and gauging that your candidate is 
aligned with your core values. After all, this person will be representing your 
business, and will reflect your reputation. 
 
How do you ensure that your new team member shares your values? It’s 
simple: ask them. Describe your core values to a candidate and open the 
floor to them. Ask them to describe an instance in their life or former career 
when the core value you shared was meaningful for them. If they’ve lived it in 
other roles or in their personal life, you will be a step closer to knowing that 
this person speaks your language. 
 
This one critical step will help you filter out candidates that may not be the best 
fit for your company, and you will be able to zero in on the ones that seem to 
“get it.” 

 

Commandment #2: Don’t Demotivate-“Dehassle" 
One of the quickest ways to clip the wings of your team members is to 
micromanage them. This is “hassling” them, and it is not only a waste of 
your time and theirs, it results in poor performance and creates an 
environment of mistrust. 
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When you de-hassle, your team members will thrive. This means you give 
them the reins of their responsibility, and stop micromanaging them. 
 
Of course, when a new hire first comes on board, there will be a training 
period and you will have to closely manage them to a point of 
independence. But once you feel a team member is trained sufficiently, it’s 
time to trust them to do the job to the specifications you set forth. 
 
I’m a huge believer in this, because it works so well with my own team. I want 
my team members to feel a sense of ownership over their work. And what I’ve 
experienced again and again is that they are more committed to doing a great 
job, and getting results for the company. 

 

Commandment #3: Communicate Clear 

Expectations and Deadlines  
There’s a phenomenon that is widespread among entrepreneurs, men 
and women alike. I call it “drive-by delegation.” And it looks something 
like this… 
 
You hand off a task to a team member, but you don’t make clear why you 
need it, when it’s due, and what the overall context is—how it fits into the big 
picture. You aren’t sure what you want it to be, but you want them to figure it 
out. Or, you have a very clear picture of what it needs to be, but you assume 
that your team member has the same picture in mind. The team member in 
turn feels overwhelmed by your “ask” because there is so much ambiguity. 
They may not ask for clarification because they are afraid that they will seem 
uninformed—they want to be a go-getter. When it gets turned in and it 
misses the mark, you’re frustrated that they dropped the ball… again! 

 

Many of the women entrepreneurs I work with, when looking 

closely and peeling back the layers of how they manage their team, 

realize that at the root of it, there is a lack of clear communication. 

The only way to fix this is to put structures in place that promote 

open conversation every step of the way—a space to ask questions, 

define expectations, provide course- corrections and feedback. 
 
 

 

Here are three steps I use whenever I delegate a project to a team member. 
 

Step 1: Get clear on the urgency (and be realistic) 
Think about when you need the project done, and be realistic about the 
time that it will take to get it to your liking. Before you even reach out to a 
team member, do a quick determination to find out if the project is high 
priority or low priority. 
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High priority means you want a 24-hour turnaround, maybe even same day. 
 
Low priority means it can simmer for a week, or two, or three. 
 
Once you know yourself how important this item is, then, it’s time to reach out 
and hand this off. 
 

Step 2: Set Expectations 
Make sure you clearly articulate the timeframe to your team member, and 
that it is understood. Make sure there is no confusion about whether the 
task is high priority versus low priority—and what each means. To some 
people high priority is within the next hour. But if to you it means by end of 
day, that person may whip it around without giving it the time and attention 
it needs. 
 
You also want to outline as clearly as possible what is expected. Do you 
have an old sample they can refer to? Is there a team member they can 
reach out to for more information or details? Is there some research you can 
suggest they do to help them get more clarity? What can you add to 
enhance clarity? 
 
Also, make sure you are verbally saying what your expectations are. We 
often think that we have shared something with someone, only to realize 
that in the actual conversation it was never mentioned. Keep some talking 
points ready to make sure you cover all your bases, and then review each 
point at the end of the conversation. 

 

Step 3: Follow up with a written communication 
Some people take direction better when they can visually see and read 
what you have just discussed. Write a follow-up email to summarize what 
you verbally expressed in the meeting. 
 
Avoid writing shorthand, messy notes. It could leave a team member 
thinking, “What does she really mean there? What does she really want 
me to do?”  It’s not your team’s responsibility to decipher your own 
ambiguity on the project, especially if it’s a new hire. My business 
manager, Lynne, and I zip quick notes back and forth—she gets what I’m 
saying, but it has taken time for us to build that rapport. 
 
It does get easier, but you have to first establish your way of working 
together, so expectations are clear. 
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BONUS TIP: When something goes wrong. 
If the project doesn’t go as planned, it’s essential that you handle it with 
finesse. You must look at these as not headaches, but opportunities to 
reflect on the situation, learn from it, so you can correct it. Rather 
than pointing fingers, or laying blame, you want to work with your team 
member and say, “Let’s take a look at this. What happened, why did it 
happen, and what can we do to make sure it doesn’t happen again?” 
 
Your goal here is to identify where any communication or system 
breakdowns occurred. Everyone will walk away feeling okay, and 
understanding why things went wrong—and more inclined to speak up 
when it starts to happen again. 
 

Commandment #4: Give Recognition & Show 

Appreciation 
In addition to making sure that projects are done and the company is 
doing well, you also want to give equal importance to showing your team 
you care about them on a personal level. It’s a way to nurture a feel-good 
bond with the people who support you. 
 
First, be generous with praise for a job well done. Appreciation is a 
multiplier that leads to more great work, and people love to be recognized 
and appreciated for the work they do. Don’t take this one for granted! 
 
One of the simplest ways to make a team member feel special is to 
acknowledge their birthday. On their special day, send a card, flowers, or 
something personalized that you know they like. Adding a special touch 
will communicate how important they are to you. 
 
You can also recognize other milestones in their lives, like an anniversary 
or something special that may have happened with their children or 
partners. These gestures go a long way to promoting a warm environment 
of trust and caring in your company. 
 

Commandment #5: Play to People’s Strengths 
When you are hiring, you want to find out each person’s strengths and 
you may be overly focused on the role you’ve posted at the moment. But, 
sometimes, a person does not realize they have a strength or genius in an 
area you may benefit from. As the CEO, it’s your job to keep your eyes 
open. Just like you want to stay in your genius, you also want to find the 
genius of each person you’ve brought on your team. 
 
This may take a bit of trial and error. If you place a team member in a 
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role, give them time to acclimate. But after a while, if you realize the 
situation is not working, or something isn’t clicking… guess what? 
Chances are, their strengths are better suited doing something else for 
you. 

 
If they are aligned with your core values and strategy, and you love 
everything they do in the company, don’t let them go. Instead, allow them 
to move into an area where they shine. 
 
 

Step #3: Understand the #1 Priority 
 

 

Too many entrepreneurs fall into the trap of running their businesses reactively. 
The day starts off with a bang, and is mostly squandered putting out fires, 
attending meetings, and fulfilling immediate requests and demands. 

 
This is a dangerous cycle—and the perfect example of an old system and way of 
doing business that will keep you stuck financially, right where you are. If you 
want to scale your business and move it forward, you must plan for it. 

 
Just think, how many important business goals have you pushed off, month after 
month, because you simply haven’t designated it as a #1 priority? 

 

This is why I urge you to focus on ONE Critical 

Thing, and to break it down into a 90-day cycle. 
 
Think about the One Critical Thing you’d like to achieve in your business over the 
next 90 days. I’m talking about the absolute one critical thing that matters 
to you right now, over everything else. 

 
It could be: 

 
 Building a stellar sales team to help you close prospects. 
 Getting a powerful marketing funnel up to bring in new leads. 
 Planning and promoting your upcoming live event. 
 Building your brand as a speaker. 

 
Now, commit to this ONE Critical Thing for the next 90 days—and make this 
clear to your team members. That the business strategy—aside from maintaining 
the day-to-day duties---is that all roads are leading to your Critical One Thing. 

 
Unfortunately, too many entrepreneurs haphazardly build a team, and keep 
operating as if they are still on their own. They may have weekly team meetings, 
but it is unclear what the big priority is. As a result, there are disconnects and 
holes in communication, and one meeting a week never seems to be enough. 
This is when things start to fall apart. 
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When you start to plan out your goals and initiatives in 90-Day increments, you 
will see a transformation in your business. 

 
Not only will YOU be clear on what your focus is, but your team will also 
understand how they can best support you. Plus, 90 days gives you and your 
team a healthy amount of time to get impactful work done. The day-to-day fires 
will still be under control, but your business will actually be moving forward. 
 
I suggest you write down four priorities for your next year. If you could achieve 
those big goals in one year, it would be quite a strategic year, wouldn’t it? 
Below, you’ll find a useful diagram of how to align your team with your One 
Critical Thing. 

 
You’ll see a few effective ways to organize your team meetings so everyone is 
on board with the big picture focus for the next 90 days. 

 

Effective CEO and Team Meeting 
 
This brings intense focus and alignment to your company. 

 
It gives your team (or part-time assistant) a chance to ask questions and get 
answers so they can keep the momentum and vision moving forward. 

 
5 Possibilities 

 
1.  The Weekly Meeting (60 Minutes) 
2.  The Quarterly Meeting (1/2 Day to Full-Day) 
3.  The Annual Meeting (1-5 Days Offsite) 
4.  The Team/CEO Retreat (1-2 Days Offsite) 
5.  The Daily Huddle (5-15 Minutes) 

 
Optional:  The Friday Wrap-up Audio 
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The Weekly Meeting 
60 Minutes 

The Quarterly Meeting 
½ Day to Full-Day 

The Annual Meeting 
1-5 Day Offsite 

Prepare Agenda (does 
not have to be you!) 
What’s HOT (#1 
Priorities to support the 
vision) 

Reflect and Review Free Flow Unscheduled 
Time 

Reading/reminding team 
of Core Values and the 
clients you serve (1 
minute) 

Break long term, 
bigger goals into bite 
size pieces 

Solitude 

ONE thing that you are 
excited about 
(personally or 
professionally) (5 
minutes) 

Create your ROCKS for 
next quarter 

White paper 

Go over Agenda Who – What – When Markers 
Assign a Scribe 
Who – What – When 

 Whatever you need to 
spark Creativity and 
Long-Term Thinking 

Answer Questions  Reflect and Review 
End on a positive note  Break long term, 

bigger goals into bite- 
size pieces. 

  Create your ROCKS for 
next Quarter 

  Who – What - When 
 

 
 

At my Align Retreat in February 2020, you’ll have a powerful space to map out 
your entire year in 90-day increments, so you are focused and achieving big 
results, quarter-after-quarter in 2020. If you are serious about scaling your 
business and leading your team with ease and success, you don’t want to miss 
it.  

 

 

 
How often do you get to put your CEO hat on, and make strategic decisions on 
how to scale and shift your business—and all while mingling with success- 
minded women, like you? Get the details here:  http://AlignRetreat.com 
 
 
 
 

http://alignretreat.com/
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Step #4: Master Your Cash Flow 
 

Cash is the oxygen of your business, and you can 
never turn your eyes away from this area, 
especially if you want to see exciting growth in 
your revenues year-after-year. If you are a 
creative entrepreneur and numbers aren’t in your 
zone of genius, your support structure here is 
critical. But your business numbers need to 
become something that you are comfortable and 
confident around. 

 
Consider this section a crash course in knowing the most important numbers to 
build a successful business. But first, let’s dive into a few key lessons here: 

 

Lesson #1: Growth Sucks Cash 
 
In your early “start-up” years, it’s critical to watch your cash flow to keep your 
dream alive. As the old adage says, “growth sucks cash.” You need cash upfront 
to get your business over the first “hump,” to build visibility and trust for your 
brand. But your cash needs will change, and often they expand, as your business 
matures. 

 

Lesson #2: Your Support Group for Financial Success 
 
  A quality bookkeeper – The smartest thing you can do is allow someone to 

step in and watch your cash flow with an expert eye. When you find a good 
bookkeeper, treat them well, and pay them well. It will pay you back tenfold! 
Ask your bookkeeper to keep you updated on every penny that’s spent. It’s a 
real partnership that will relieve you of a lot of stress and worry in the long run. 

  A skilled CPA – Find a sharp accountant who will watch your back and be 
ready to play ball. Make sure he or she is worth their salt and is taking proper 
deductions on your taxes. There are a lot of tax deductions available to 
entrepreneurs, and there is a good chance you will only discover them when 
you enlist the help of a good quality CPA. 

  A wealth manager or financial advisor – As I mentioned earlier, the sad truth 
is that while women still under earn men in salaried positions, women 
entrepreneurs do not pay themselves as much as their male counterparts. It’s 
not uncommon for women entrepreneurs to pay themselves last, neglect to set 
up any type of retirement plan, or have a succession plan in place. But it is vital 
that you move these critical conversations to the TOP of your list. After all, do 
you want to sell your business one day, or have a family member take it over? 
Don’t wait until it’s too late to start seeking the counsel of specialists who can 
show you the way. 
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Lesson #3: The FOUR Critical Numbers to Watch For: 
 
  #1. NEW Monthly Sales 
What are the new sales coming in every month? Are they lower than you are 
comfortable with, and what can you do to gain growth in this area? 
 
  #2. Monthly Recurring Sales 
Who are your repeat clients—is this a membership program, or a 6-month or 
year-long retainer you have with a client? This is a critical number because it 
helps you notice trends, weaknesses, areas that need more TLC so you can get 
more bang for your buck. Your existing clients are the lifeblood of your business 
and your raving fans, so don’t let them slide through the cracks. Think of ways 
you can enhance their experience with you, and go even deeper in your work 
together. 
 
  #3. Expenses 
What are all the costs associated with running your business (i.e., payroll for your 
employees and independent contractors, rent, supplies, equipment, marketing, 
etc.) 
 

 
 

  #4. Profit Margin 
Your profit margin is a calculation: 
 
[New + Recurring Sales] – Expenses = Your Profit Margin 
 
You can do this with your monthly numbers to stay on top of things. 
 
If you have a bookkeeper, you can ask them to send you a simple Profit and 
Loss Statement (P&L), so you can easily see how much money is going in and 
coming out. 
 

Lesson #4: Cash Acceleration & Fixing Money Leaks 
 
Take a look at the Cash Acceleration Flowchart on the next page. It was created 
for product-based businesses, but it also works exceptionally well for service- 
based businesses. If you can start to think of your cash moving through your 
business in this way, it will swiftly boost you up into CEO-level thinking. 
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Cash Acceleration Flow Chart 
 

 
 

Each area of the chart represents areas of your business where you have the 
opportunity to fix money leaks, and accelerate your cash flow. 
 

A is your sales cycle 

B is your production/inventory cycle 

C is your delivery cycle 

D is your billing and payment cycle 

 
Let’s take a look at a few ways you can improve your cash conversion in each of 
these areas. 
 

Your Sales Cycle 
 
The big question to ask yourself here is “How many of “X” product or service do I 
need to sell to generate “Y” cash on a daily, weekly, or monthly basis?” 

Then, it’s time to get those entrepreneurial juices flowing… 
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Is there a way to get your products and services in front of people more often— 
this could be a membership format, or even something seasonal that gives 
people a new reason to buy from you again and again. 
 
Special offers and Fast Action Bonuses are a great way to generate cash and 
they don’t require a lot of extra work. Having a holiday promotion or a birthday 
sale can be fun ways to put your products on top of the mind of your customers. 
 
Also, study the way Amazon lets you bundle your purchases with a 
complementary item. You end up getting items you never would have searched 
for on your own. 
 
Be creative, and think of a few ways you can get more of your services and 
products into your prospects, clients’ and customers’ hands. 
 

Your Production/Inventory Cycle 
 
Here, you want to think about ways to cut costs to deliver what you offer, 
especially if yours is a product-based business. Sometimes, you may be able to 
get a bulk discount if you order more inventory, and cut down your upfront costs. 
But of course, you’ll have a lot of extra inventory, and you’ll need to make sure 
you have a plan in place to quickly move that inventory. 
 
For service professionals, it’s all about the templates and systems you have in 
place to make servicing your clients easy and smooth. There is nothing more 
“painful” than not having the right forms, questionnaires, and assessments in 
place. It will slow down your delivery cycle and everything will stall out. Make 
sure that when you make a sale, you are ready to deliver. 
 

Your Delivery Cycle 
 
If you’re like me, there is nothing worse than ordering something and waiting and 
waiting to receive any confirmation, or worse—having the item never arrive. Or, 
how many of you have received a gift that arrives in a dented box, with the item 
broken inside? 
 
You don’t have to be in a product-based business to disappoint your customers 
with your delivery. Do you have a thank you note or email ready that goes out 
immediately after they invest with you? How do you acknowledge their payment 
so they feel like they made the right choice? 
 
Look at how long it takes for your team to follow up once the sale is made. Where 
can you smooth out the process? Are there steps you can eliminate or 
consolidate? Is there an extra step you need to add, so that customers feel better 
cared for? 
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This next suggestion is a bold move, but it could be the right move for your 
business: you can improve your delivery cycle by changing your business model. 
Costco is a perfect example of this… 
 
Early on, Costco’s business model was selling things for less. You buy in bulk, 
and save—but it was an open store, meaning they never used to charge a 
membership fee. But guess what happened? They were losing money, buying all 
those products in bulk. They didn’t have the volume of people to buy those items 
so they had spoilage and expiration dates. They shifted gears and began charging 
the annual membership fee. I just read an article that these membership fees are 
the profit generator for Costco now—product sales don’t even come close. The 
membership fees are the cash and oxygen of their business. 
 

Your Billing and Payment Cycle 
 
Many business owners don’t struggle with a profitability issue, but they do 
struggle with a cash flow issue—and so much of this can be fixed by making 
small tweaks to your billing and payment cycles. Let’s explore a few ways: 
 
1. Bill clients more often. Who says you have to bill a client once a month? If 

you promised monthly invoicing, let your clients know you have changed your 
terms, and ask them if they are on board with your new cycle—they might 
appreciate paying in smaller installments. Decide what makes sense for your 
type of business—it could be that weekly or biweekly invoicing might be a 
sensible solution. 

 
2. Offer a discount to customers who pay on time, in full or in advance. We 

love pay in full, so we happily offer discounts to my clients who do so. It means 
we don’t have to collect every month, and it saves time for everyone involved. 
Why not pay the savings forward a bit? 

 
3. Get invoices out quickly. At a recent dinner party, I was seated next to a 

very successful CEO of a million-dollar company and we, of course, started 
talking about our businesses. This person shared with me that they were 
having a bit of a cash flow issue. I asked, “Why is that?” and they responded, 
“We know what the problem is, and we are working on it right now…. We just 
don’t invoice on time and it’s crazy. Our clients pay us in a timely manner, but 
we don’t get it out quickly on our end.” When you’re handling all aspects of the 
business, this final piece can easily fall through the cracks, but don’t lose 
steam here—it’s so critical to get that oxygen in to keep things humming 
smoothly. And again, it is a simple fix. 

 
4. Automate your payment cycle. Think of ways you can remove bottlenecks 

from receiving payments. If you have a repeat customer, keep a credit card 
authorization form on file, so you can eliminate the invoicing process entirely. 
Use a billing system that automatically sends a reminder out that an invoice is 
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due. It’s about doing what you can to get in the driver’s seat to collect the cash 
quickly, without draining your time or your team’s time. 

 
 

Step #5: Adopt the CEO & Leadership Lifestyle 
 

Managing your personal life with a profitable 
business can feel like a daily marathon. From 
hopping on call after call, to making your kids’ 
afterschool activities, it can be a wonderful well of 
activity at best—and an exhausting race against 
time at worst. 

 
Rather than aim for the elusive idea of “work-life” 
balance, I suggest you weave together leadership 
and lifestyle design. 

 

 
 

A leader exercises all facets of her life, whether it’s business, 

professional, or personal. It’s not about equal balance, but 

rather, equal importance. Because beyond your business, 

there are meaningful areas that make you who you are, whether 

it’s your family, community involvement, hobbies and interests. 
 

 
 

How to Decide What’s Worth It 
 

When you become known as a leader in your community, many opportunities will 
come your way. The key is sorting out the good opportunities and saying no to 
the ones that won’t bring you the most return on your investment of time, energy, 
and resources. 

 
This is where your core strategy comes in as a great tool to help you make smart 
decisions that serve you. Here’s an example… 

 
I was recently invited to speak at a conference on the East Coast. The audience 
was going to be entrepreneurs, but it was a larger event, and the people 
attending were going to be all over the map. There would be both men and 
women there, and the topics seemed geared to early stage entrepreneurs. I had 
to ask the strategic question “is it worth it” on 2 levels: 

 
1) As a CEO, what would the cost be of leaving my office for 2-3 days, and 

would the audience at the event be good potential clients for my business? 
 
2) As a mother, I also had to ask, was it worth it to leave my family for 2-3 days, 
in the hopes that I would get a return on that sacrifice? 
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I decided to pass on the opportunity, because it was not a full YES for me on 
these two aspects. I’ve reached a point in my business when I know that there 
will be other “fish” in the sea, and I can spot the ones that will be worth it. 

 

Importance of Saying “No” 
 

Time and time again, I meet with clients who are exhausted because they say 
YES to every opportunity that comes their way, even if it is not in their best 
interest. It can be difficult to say NO, especially when you are just reaching an 
exciting level of success. But, there comes a point when saying YES to every 
opportunity will derail your success. 

 
I have seen cases where a client’s inability to say NO pulls them out of the office 
for weeks at a time. One client had been saying yes for the better part of a year 
to things outside of her day-to-day business responsibilities. As a result, her 
team was falling apart because they were left to manage on their own, with little 
to no guidance or direction. We had to sit down, and evaluate her decisions. We 
decided that she needed to be more strategic about the opportunities she 
accepted that required her to step away from the office. 

 

 

It is important to go out and network and not stay glued to 

your desk, but first and foremost, you must weigh the 

opportunity in front of you, and decide if it is one that will 

truly help your company succeed. 
 

 

 

The CEO Decision Matrix 
 
So, how do you weigh the opportunities that come your way? 

 
Here’s a Decision-Making Matrix that I turn to again and again whenever I’m 
faced with a tough decision that I know needs my careful attention… 

 
What I love about this is it can be used for not just your business, but also every 
area of your life. 
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Quadrant 1: Does it Align with My Core Values/Purpose? 
My team recently let me know that I was invited to be a guest on a telesummit 
hosted by a health and wellness coach. Before deciding, I went over to the event 
website and did a little investigating on social media to see how I felt about the 
brand, and whether it was a good complement to my own business. 
I grew immediately hesitant when I saw that the social media links on their 
website did not work. I knew this meant they weren’t taking good care of their 
online channels—and this would be a problem, because this was an online event 
that would rely heavily on online marketing. 

 
As I read through the website, I also noticed that although the topic of the event 
was all around health and wellness for women, the copy was using the word “fat” 
in almost every paragraph. 

 
I don’t care for the word and personally never liked it. I think it can have a 
negative connotation for women. 
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So, I decided for those two reasons, to say no to the opportunity. I did not even 
move to the rest of the quadrants in the grid. It was eliminated right off the bat. 

 

Quadrant 2: Is it Profitable? 
What is the earning/money potential with this opportunity? As your weighing this, 
you will naturally fold in the idea of whether the money is worth your time and 
energy. 

 

Quadrant 3: Is it Time-Consuming? 
Just like I mentioned in the earlier example, you want to think about your time in 
relation to the multiple roles you play in your life. If you say YES to an event that 
will take you away from home for a week, is that time away from your team, 
clients, and family worth it? These are real costs to consider and keep in mind. 

 

Quadrant 4: Does it Bring You Joy? 
Sometimes it can be simple to make certain business decisions, because they 
bring you joy. I’ve had meetings where I can barely wait for the person to finish 
their speech before I want to yell “Heck yes, this is perfect!” 

 
These are moments when I feel in my gut that the opportunity is aligned with my 
core values and the time I invest in it will create a great profit return. I may know 
that the person asking to partner up will be great to collaborate with. 

 
On the other hand, I’ve also heard proposals that give me an almost immediate 
negative gut reaction. When I get that feeling, that “heck no” pursed-lips reaction, 
I know that I should say no to the opportunity. 

 
Keep in mind that each one of these four quadrants holds equal value and 
weight. If doing philanthropic work brings you joy, but doesn’t bring in a high 
profit, you may want to go with your gut anyway. This matrix is simply a tool to 
help you be clearer on your WHY. 
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7 Rituals to Live by as a Leader and CEO 
 
 

Stepping into leadership means that you begin to say YES to the opportunities 
and choices that serve you as a woman and a business owner. It doesn’t happen 
overnight, and I truly believe it would take out the fun if it didn’t require a bit of a 
stretch with daily practice. And this brings me to the final chapter… 
 
Let’s take a look at a few mindset shifts you must incorporate into your world. 
Some may sound obvious, but I promise if you reflect on how committed you are 
to each one, you’ll see that you have plenty of room for growth. 
 

1) Transform Your Day for the Highest Level of Contribution. 
We are living in a time of decision fatigue. Everyone has too much social 
pressure and FOMO. Adopt a morning routine that allows you to focus in on your 
TOP three priorities for the day. I recommend either a short meditation or 
journaling for a few minutes followed by writing down your top three priorities for 
the day. And do them early! Remember the famous quote by Mark Twain, “Eat a 
frog for breakfast.” Tackle those three tasks early in the day! These are typically 
things that you’ve been putting off because they live outside your comfort zone, 
but you know down deep that these are the activities that could accelerate your 
business. 
 

2) Walk Your Talk. 
When you are a leader, people will look to you to be an example. Be there when you 
say you will, do what you promise to do, and do your best to keep the 
commitments you make to others. This is why it’s critical to really think through 
your decisions—you want to stand strong with your commitments, knowing they are 
all worth it. 
 

3)  Be a Business Owner. 
For women, business is personal, but it’s important to remember that the purpose 
of your business is to turn a profit, and this means making tough, swift decisions as 
hard as that may be at times. 
 

4)  Be Bold. 
You already have proven you’re a bit of a maverick by starting your own venture in the 
first place. Don’t stop. Be bold, and don’t feel like you always have to follow the 
crowd. Make decisions that feel good for YOU and your business. 
 

5)  Stop operating from a place of fear and lack. 
This is a tough one, but you must temper your fears, and keep a 360° view on your 
business that isn’t based on your emotions. This applies to so many aspects of your 
business, from being terrified of turning down those “heck no” opportunities, to 
making impulsive decisions in the middle of a nerve-racking marketing launch. Keep 
your cool, and remember to trust the process. 
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6)  Accept that not everyone will like you, and it’s not your problem. 
You aren’t in business to serve everyone; you are here to serve your juicy red apple 
clients and keep finding new ones out there who have been waiting for someone 
like you to appear in their world. Expect that you are going to disappoint some 
people along the way—people who aren’t a good fit, who may not understand you, 
or appreciate what you do. 
 

7)  Seek out a business mentor, coach or strategic advisor. 
How often do you hear an Oscar winner or notable CEO say, “I did it all on my own!” 
That’s because, it almost always takes a village. Don’t be afraid to reach out and ask 
for help within the business community. There are a handful of business leaders 
who have already walked the path of leadership and success and can give you 
insight, help you avoid costly mistakes, and keep you accountable to your 
dreams and goals. 
 

Join me in February for my     

2-Day Align Retreat… 
 
In February 2020, I’m bringing together a small, intimate group of accomplished 
women who are ready to scale up in a serious way. 

 
If you are ready for an advanced conversation about how to lead your business, 
and you want to experience these shifts LIVE in a powerful space with women 
like you, don’t miss this. 

 

 

 
 

This is an intimate event, and seating is limited. 
 
Over the course of two full days, you’ll get clear on what I call your “scaling-up 
strategy.” We’ll dive into your business and get the creative “juices” flowing, so 
you can address the complete 360º reality of running a business as a driven 
woman on the path to leadership. 
 
Get all the details HERE and sign up for Priority Notification. 
 

 

 

http://alignretreat.com/
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You’ll Walk Away from the Align Retreat with: 
 

 A Scaling-Up Plan for 2020 – This is a clear, big-picture strategy that will 
guide you for the next four quarters—but you’ll see dramatic results in 180 
days if you put it into action right away. 

 Powerful Connections with Women Leaders Like You – This retreat is 
designed for a woman entrepreneur at an advanced level in her business. 
Each of you will come in with unique and similar challenges, so you can 
exchange ideas, share recommendations, and partner up in creative ways. 
It’s common for women in my community to build long-lasting, deep 
connections that last well beyond the retreat. 

 

If you’re ready to set your business up for success, so you truly soar in 2020, come 
join me live at Align, February 2020. You will be SO glad you did! 
 

 

 
P.S. Don’t just take my word for it, here are what women in my community 
have to say about my special retreats… 

 
 
 "I am finding who I am (both the good 

qualities that I forgot like having fun) 

and the confidence as a leader and with 

unique knowledge. I'm not hiding 

anymore, but I'm also focused on 

what's best FOR ME." 

“I LOVED your retreat and believe it was 

one of the BEST I have ever attended. 

My note book is jammed packed with 

new ideas to implement now and 

changes I need to make personally. 

Over the past years my struggle has 

been in what area to focus in and 

messaging. Your delivery method is spot 

on as a no BS coach and I love that 

aspect. My 2018 is going to be amazing 

thanks to you.” 

"I gained clarity on the leaks on my 

business cycle. I managed to vividly 

evaluate my business and identify the 

leaks in the life cycle. This was such an 

"Aha" moment for me because I left the 

retreat knowing the action steps that I 

needed to take to close the cycle." 

"...far exceeded my expectations. It 

offered practical hands-on business 

principles that were relevant and 

applicable to my business. Eye-opening 

information, invaluable and 

spectacular!" 



©2022 Joy Chudacoff |  Smart Women Smart Solutions® | Los Angeles, CA 

310.454.2005 |  SmartWomenSolutions.com 
33  

 

 
 

 

 

All content in this document, except where otherwise noted, is owned by 
Joy Chudacoff, Smart Women Smart Solutions® and may not be copied or 

produced without express permission from owner. 

"Joy is excellent at cutting through the 

clutter and hearing where your genius 

lies. She helps you communicate that in 

your marketing. I was able to really dig 

into my programs and services, and 

create a plan that I could clearly see 

would be profitable. Joy has a no-

nonsense approach that is really 

refreshing. She is caring and supportive, 

but she doesn’t subscribe to the “Live 

Your Bliss” model. Instead, she helps 

you identify what you need to do and 

helps you create a visible plan to get 

there. She doesn’t pretend it’s easy, but 

she DOES show you how you can do it." 

"Joy was there every step of the way in 

supporting me. She truly does have your 

best interest in mind and knows how to 

grow a business. Her recommendations 

of exercises and reading are all spot on 

for entrepreneurs. If you are looking to 

grow and scale your business, I highly 

recommend Joys program to help you 

conquer the next level." 

If you are ready for an advanced conversation – about your 

strategy, money, impact, and lifestyle, join Joy at her 2020 

Align Retreat in Los Angeles. It’s a 2-dy, intimate gathering for 

women entrepreneurs, ready to design their CEO strategy for 

2020. Get the details at: 

 

AlignRetreat.com 

http://alignretreat.com/
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