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Being a CEO is about taking responsibility… for everything. 

In this issue of the CEO Playbook I am going to break down 

two important things that I oPen share with the CEOs that I 

mentor and the founders that we invest in: 

1. The three things that are foundaSonal to the CEO job 

descripSon 

2. The 2+1 sensibiliSes that act as unifying support system 

for your role as a CEO 

But first let me clarify something: 

It doesn’t maYer if you run a business with just you and a 

virtual assistant in the Philippines… or you lead a company 

listed on the New York Stock Exchange with thousands of 

employees… you are sSll the CEO. 

Being a CEO is about taking responsibility. Plain and simple. 

However, it is unfortunate that most of us have to figure this 

out on our own as to “what” to be responsible for and “how” 

to operaSonalize that responsibility.  

That’s what I am going to break down for you in this 

playbook… everything to do with operaSonalizing and 

bringing to life that very responsibility.  

Over the years, I have goYen to experience the role of a CEO 

from three different lenses: 

• As an Investor 

• As an Advisor 

• And as an Operator  

As professional investors, we invest in companies and we 

buy assets. While we care about the business model, the 

industry trends, and the metrics of the company that we are 

invesSng in… you will agree that all of it is quite irrelevant if 

we have a weak CEO in place to marshall the resources to 

run the business.  

As an advisor, I coach and mentor CEOs who run publicly 

traded companies, hedge funds, operaSng businesses, and 

also several top online media influencers. As their private 

advisor, I get to see these leaders in acSon, hear their 

success stories, and help them navigate the day to day 

stressors and challenges.  
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And as an operator, I have sat in the hot seat mulSple Smes myself.  

But most importantly, not only have I been at the helm of companies that have seen breakneck growth and 5 Cinderella exits, I have 

also been the captain of mulSple ships that sank. In fact, the lessons that I have earned from our ventures that failed actually taught 

me so much more than the Smes that we succeeded.  

I say all this with a heavy dose of humility so that you can have the courage to stand on the shoulders of my experiences… where 

you can learn from my modest successes and also from my terrible failures.  

My point is that I have gone through some ridiculous sh*t… and a lot of it could’ve been avoided if someone had just shown me an 

alternate way. 

Consider this playbook something I wish I had had 20 years ago… consider this to be the “alternate way”.  

Enough of a preamble… let’s get into it. 
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Many years ago when I was first gehng into invesSng in tech 

startups, I spent Sme with legendary venture capitalist Fred 

Wilson. I will never forget that meeSng over a cup of coffee 

in ManhaYan when he told me two things that I wish I had 

understood then as well as I understand now. 

First, he told me that I was going to lose a lot of money 

invesSng in startups. Not because of any other reason other 

than the fact that he had seen it happen over and over, year 

aPer year as people came to him for advice early in their 

invesSng careers.  

But, he also said that if I had the courage and capital to 

withstand two market cycles of invesSng, then I would have 

“earned my stripes” and it would get beYer from that point 

forward.  

Fact check: It happened exactly as he had predicted.  

Second, he told me that it was my job as the investor to 

coach and mentor the founders that we invested in to only 

focus on 3 things: vision, people, and cash. 

While it made sense to me then, I always wondered… what 

about brand, sales, systems, raising money, markeSng, 

culture, customer service and so much more? 

But aPer invesSng in tons of companies (before I earned my 

stripes): winning with a few, losing on most, and learning a 

lot as a rookie VC, I started to figure out the real truth 

behind what Fred Wilson told me at coffee on that hot and 

muggy summer day in New York City.  

Actually, if only I had been a liYle less of an all-knowing-

punk-kid and I had spent a liYle more Sme thinking about 

and internalizing what Fred said, I would have “earned my 

stripes” a lot quicker. So the enSre point of the first secSon 

of this playbook is to break down for you the key things I 

have learned about vision, people and cash so that they are 

not just mere words from a smart dude, but you actually 

have tangible ways to operaSonalize them in your business.  

Let’s dig into what it really means to focus on: 

1. Vision 

2. People 

3. Cash
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The elusive job of a CEO is to have obsessive focus on the three areas that power the business: vision, people, and cash.  

Instead of accepSng it like a framework from a management textbook, it is our responsibility to figure out how we operaSonalize 

each of these three key pillars in our business. Since each of us are unique individuals and run completely different businesses, I am 

going to break-down some key strategies and tacScs to help you operaSonalize each of these pillars and bring them to life in your 

business preYy quickly. 
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This is not the Sme or place for some foo-foo story about 

vision, mission, and values.  

There has to be more to it, right? 

Over the years I have thought a lot about vision… and more 

importantly how to operaSonalize vision in our companies. 

While I am sure there are other ways to do this, I want to 

give you three ways that I have uSlized successfully to 

operaSonalize vision in various companies, projects, and 

causes that I have been involved in. 

One of the companies we built was called Teles ProperSes, a 

real estate business based in California. We grew it more 

than 10x in 5 years to more than $3.4 Billion in sales and 

sold the business to Douglas Elliman out of New York. I am 

going to give you three examples of operaSonalizing vision 

from my Sme at Teles.  

1. The Signature Story  

At the Sme of the acquisiSon, we had 22 offices across 450 

miles and over 800+ people across our business. And if you 

asked any one of them about what we were trying to build 

they would tell you one phrase “Carmel to Coronado”.  

For most people that would mean nothing, but that phrase 

was everything to us. 

Carmel is a beauSful beach town in central California and 

Coronado is a liYle island off the coast of San Diego at the 

“boYom” of California. Whenever I spoke about the vision, I 

used the metaphor of a “pearl necklace” where we would 

have offices that served the luxury real estate markets from 

Carmel in the north to Coronado in the south. In fact, our 

teams called it “DominaSng from Carmel to Coronado”. 

This was not just some fun phrasing, it also became a 

“priority filter” for us. My team would ask me: “Why are you 

looking at expanding into Napa when our vision is 

dominaSng from Carmel to Coronado?”  

Super powerful. 

When your team can tell your signature story, when your 

clients can tell and retell your signature story, and when you 

can embody your signature story… especially if it can be 

encapsulated in one phrase or sentence… you have begun to 

go much farther than just operaSonalizing your vision… you 

may have even started your own movement! 
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2. From Hope to Creed 

SomeSmes we look at companies like Nike (Just Do It) or 

BMW (UlSmate Driving Machine) and think “Wow, they 

nailed their tagline.”  

However, many of us have been at it for years and sSll have 

not had a chance to fully nail the complete expression of our 

brands, our businesses, and our vision in a tagline.  

I will encourage you to not give up and to keep re-working it, 

redraPing it, and rethinking it. 

The words that we use to paint the picture of our vision are 

very important. SomeSmes it tells a story, someSmes it 

embodies a result, someSmes it’s inspiraSonal, someSmes 

it's just funcSonal… but everySme it acts as a guiding force 

to operaSonalize what we do. 

I will give you the extremely abbreviated version of our Teles 

story.  

There was a point where we realized that if we grew 10x in 5 

years and hit the $3+ Billion mark, it would open up a whole 

new world of possibiliSes for us.

In hindsight that kinda makes sense, but while we were 

sihng in that conference room and wondering if we had 

enough money in the bank to make payroll that week, it was 

a difficult vision to accept.  

Well, it was difficult unSl we wrapped it in language and used 

it over and over again. 

Everything became about 10x in 5 years.  

And here is the truth: 

• It started out as a Hope statement  

• Then it turned into a Possibility 

• It quickly became a Goal 

• APer that it turned into an Obsession 

• But soon I realized that it had become our Creed 

You may not have yours exactly yet… but it’s worth starSng 

out with a draP. It will start to align your internal compass to 

what is your true north.  

Remember this:  

The limits of your language are the limits of your world.
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3. More than Yesterday 

My Dad is a super cool dude and an awesome entrepreneur.  

He built everything in his life from scratch. He is a big 

inspiraSon to me as he showed me what was possible every 

single day during my childhood. I learned how to become an 

entrepreneur just by watching my Dad do his thing every 

day.   

One day I was talking to my Dad about Teles. When we 

finished our call he asked me, “So what’s on tap for 

tomorrow?” 

I remember replying to him “Y+1”. 

He laughed at the crypSc answer and asked me to explain. 

I explained to him my definiSon for tomorrow:  

Tomorrow = Yesterday + 1. 

Or Y+1 for short.

I was not referring to more work ethic, or more dollars in the 

bank, or more hours on the clock, or more miles on the road, 

or more points on the scoreboard, or more magic KPI… I was 

referring to casQng the vision and speaking about it more 

enthusiasQcally than yesterday.  

Yeah, I know it should be yesterday, today, and tomorrow… 

but I wasn’t thinking about all the semanScs. Which is how 

you know how real and raw this story is… otherwise I would 

have doctored it and made it T for today as in T+1. 

The point I was trying to make was that a leader’s job is to 

show up every day and cast the same vision more 

enthusiasScally than yesterday.  

And to do that over and over again, day in and day out… aka 

Y+1. 

That is how you operaSonalize your vision.  
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Both my Dad and Dan Sullivan say something similar… They talk about building a “bigger and beYer future”... I absolutely love that.  

Remember this: True vision is built when you can remind people of the past but keep them focused on your bigger and beYer 

future.  

In fact, this was Lesson #1 in the 37 lessons learned growing Teles 10x in 5 years.  You can read all 37 lessons in bullet points at: 

10xIn5years.com 
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You hear these two phrases a lot: 

• Right People 

• Right Seats 

While this makes sense, it doesn’t help us with a decision-

making framework for the job of a CEO.  

I always kept thinking about what was missing in the phrase 

“Right people, Right Seats” because I knew I had oPen put 

the right people in the right seats but I didn’t get the results 

or the performance that I had expected. 

However ,when I dug into each of the situaSons, I found two 

things that made that overused phrase incomplete. It was 

missing two criScal components required to acSvate people 

at a very human level and drive their performance: right tools 

and right support. 

So I revised that phrase to be more complete:  

Right People, Right Seats, Right Tools, Right Support. 

Now, that allows you to check the boxes and see if you truly 

have done your job as the CEO.  

CEO Playbook • The Elusive Job of a CEO
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Which brings me to support. 

This is what is amazing to me. We as leaders will spend gobs 

of money on our own personal and professional 

development in the form of books, courses, seminars, 

coaching, mentoring and mastermind groups… but we 

someSmes forget that our teams need it too! 

Here is a quick story which I think you will love… 

One of the CEOs that I mentor runs a company based out of 

California that is having insane growth. She decided to 

promote a young leader to a very senior execuSve role in her 

organizaSon.  

As she was discussing this with me on a call, she was 

thinking about how to get this newly minted leader upto 

speed. In fact, she even asked if I would coach her into that 

role.  

What you need to realize here is the insane maturity of the 

CEO who realized that this newly minted execuSve needed 

support. Very few leaders even think that way, and even 

fewer leaders are willing to invest in it. 

So, we matched her up with a great execuSve coach from my 

network and she is now developing beauSfully and 

supporSng the CEO as the organizaSon is having 

unprecedented growth… all because the CEO took to heart 

the complete version of the saying: 

Right People, Right Seats, Right Tools and Right Support. 

If you happen to be frustrated with any of your key leaders or 

team members, ask the quesSon in sequenSal order… 

• Right Person? (DNA) 

• Right Seat? (Capability and Role Match) 

• Right Tools? (3 Hammers or something else) 

• Right Support? (1on1s, Coaching, Peer Network, 

Accountability) 
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I was at a Tony Robbins event called Business Mastery and 

heard Tony describe the 3 business idenSSes: 

1.ArSst (you love your craP) 

2.Manager (you love managing people / systems) 

3.Entrepreneur (you love risk) 

While my descripSons are a rudimentary simplificaSon of 

each of the idenSSes, you get the jist of it. It is really 

important to know who we are… and the sooner we accept it 

and embrace it, the world starts to organize itself around 

that unique idenSty. 

I have found that most CEOs are arSsts… they just love the 

craP.  

Especially if they are “founders” of their company, the big 

reason why they decided to start something from scratch 

was that they believed something could be done “beYer”... 

and they could personally do it beYer.  

So the business started to get built around them and their 

own arSsSc capability.

But the problem with that is that arSsts don’t like to think 

about the cash in the bank.  

But without the cash, it gets very messy.  

Here are three quick ways to operaSonalize cash in your 

business. 

1. Growth requires cash 

I really don’t know what else to tell you on this topic so I will 

keep it brief and ask you to memorize that phrase: growth 

requires cash.  

I am amazed at how many people come to me and want to 

grow their business but are unwilling to deploy resources 

(effort and cash) to “fund” the growth.  

Don’t get me wrong, you can grow organically… meaning you 

can wait for the referrals, you can wait for someone to find 

you on Instagram and DM you, you can wait for the signup 

on your website, or you can wait for someone at a party to 

ask you for your business card and call you the next day. 
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Or you can use a much more proven approach where you 

can control your desSny by funding the growth that you 

desire with cash… through adverSsing, lead generaSon, 

hiring telemarkeSng or sales people, working with joint 

venture partners, or even just gehng that coach or mentor 

you have been puhng off to show you the quickest way.  

Growth requires cash. And it is our job as the CEO to make 

sure that there is enough cash in the bank.  

2. Cash reduces stress 

One of the reasons that arSsts shy away from anything 

business related is to keep doing their craP. Don’t let the 

word “arSst” fool you… it’s more encompassing than a Da 

Vinci or a Picasso.  

- Tiger Woods is an arSst 

- Jay Z is an arSst 

- Roger Federer is an arSst 

- Oprah is an arSst 

ArSsts are talented. ArSsts bring the craP. ArSsts have the 

experSse. ArSsts, when posiSoned well, can make gobs of 

money.  

But remember this… arSsts get stressed very easily. And cash 

reduces stress.  

A stressed CEO creates a stressed organizaQon.  

Which is why for the CEOs I mentor I spend a lot of Sme 

focusing on what is going to bring in more cash. I spin my 

network to drive more business their way to create more 

cash. While cash means different things to different people, 

at the end of the day, we want to be responsible for the 

revenue generaSon and the eventual liquidity to constantly 

be able to fund the business.  

Cash reduces stress.  

And it is our job as the CEO to make sure that there is 

enough cash in the bank.  
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3. The Daily KPI 

The founders that we have invested in and the CEOs I 

mentor oPen will ask me about what key performance 

indicators (KPIs) to track. There is no easy answer because 

every business is different which is why I advise each of 

them differently.  

However, one number is always on the list… and that is cash 

in the bank. 

I remember when I opened my first bank account, the teller 

told me that I should login to my account and check my 

balance every day and memorize it. Call me a nerd, but I sSll 

do that every single day, even today. I can tell you the bank 

balance of the primary account that I check to the dollars 

and cents every single day. 

The quesSon is why? 

Simple… as this is another incomplete saying: What you 

measure, improves. 

We are going to do a lot more than measure our cash… we 

are going to report it on our daily KPI. Let’s be clear, there 

are a lot of ways to handle reporSng of our KPIs. 

These range from fancy dashboard soPware tools to 

rudimentary spreadsheets.  

While we have various versions of these across our 

businesses but I will give the most basic of them all:  

1. In one of our companies we just use a simple Slack 

channel to report daily numbers 

2. We track 5 KPIs 

3. One team member is responsible for aggregaSng these 5 

numbers 

4. And she posts them for everyone to see in the Slack 

channel Stled #dailymetrics 

5. The enSre purpose of this is not just tracking… but 

reporSng 

That leads me to compleSng the incomplete phrase: 

What is measured, improves. But what is measured and 

reported, improves exponen;ally.  

Make tracking and reporSng of cash a daily pracSce. And it is 

our job as the CEO to make sure that there is enough cash in 

the bank.  
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Philosophically, if you only focus on those 3 big pillars (vision, people and cash… specifically operaSonalizing them), everything else 

will organize around those three pillars.  

If you are doing more than those 3 things, it may be insighxul to meditate on what would happen if you only worked on those 3 

things and couldn’t work on anything else?
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If you are like me you must be thinking: there has to be more 

that a CEO does than just vision, people and cash.  

Well, yes and no. 

I spend my Sme focusing on those 3 pillars but I have also 

realized that there are three other sensibiliSes that I need to 

overlay into the job of a CEO. I am going to break them down 

for you very quickly. 

Let’s look at the 3 sensibiliSes that overlay into the job of a 

CEO. 

1. Leave an asset behind 

SomeSmes we get frustrated that we are called to do the 

“heavy liPing” - review workflows, create content structures, 

refine messaging, design systems, dig into financials etc. The 

stuff that is hard, operaSonal work which is not fun for most 

arSsts, managers or entrepreneurs.  

This is when I uSlize this sensibility: Whenever you have to 

do the heavy liPing like one of these laborious and intense 

projects, ask yourself the quesSon: “How can I leave an asset 

behind?”  

In this context I am referring to an asset as a system, a 

process, a workflow, or an arSfact… something that can 

funcSon when you are not around next Sme.  

1. Maybe you build a set of rules for new workflows so that 

they don’t need you as much anymore.  

2. Maybe you create a formula for building out content so 

that they can do most of it without you.  

3. Maybe you just record your screen doing the enSre 

project and then the team can just watch that and do it 

like you did it the next Sme around.  

4. Maybe you give them the key philosophies and rubric for 

how you think about messaging and posiSoning so that 

they can bring you a final draP instead of needing you in a 

brainstorming exercise… and so on. 

When you are pulled into the heavy liPing, just ask yourself… 

How can I leave an asset behind? 
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2. Stacking IntuiQon 

As founders, business owners and CEOs, one of the things 

that we take for granted is how well we understand the 

innate workflows of our business.  

We just naturally know that a triage call comes before the 

strategy call, or that the green buYon needs to be pushed 

before the blue one, or or that X project needs to be 

completed before Y deadline otherwise it will break the 

operaSons.  

Some of this knowledge is hard to transfer which is why it’s 

an innate sensibility for most CEOs. 

I was watching the Disney Movie Frozen II with my daughter 

when I was first introduced to this concept from the 

soundtrack called The Next Right Thing.  

You, as the CEO, can oPen can naturally see the Next Right 

Thing in your business while your team may not see it as 

naturally.  

This is a superpower… and when you are called upon to 

uSlize this sensibility do not turn down the invitaSon.  

A big part of showing up and delivering on this sensibility is 

not just transfer your knowledge to your team, but to also 

transfer this innate sensibility. 

This is how you Stack IntuiQon. 

When you show up and give your team clarity on The Next 

Right Thing, it allows you to level up the organizaSon's 

understanding of how things work, to educate people on 

raSonale, and also to dramaScally cut down on errors and 

missteps. The more you do this, the less you will need to do 

this in the future as you are stacking organiza;onal intui;on.  

So consider this sensibility a superpower and take advantage 

of showcasing it when you are called upon to help people 

figure out the Next Right Thing. 

This is probably one of the most fundamental sensibiliSes 

that a CEO can develop and I recorded an audio Stled 

“Elephant in the Fridge” inspired by my 5-year old daughter 

Lara.  

Scan the QR code on the next page to listen to this one… 

you will love it. 
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3. Be the Brand Ambassador 

It is not just an opportunity to be an ambassador for your 

brand, it is oPen your responsibility.  

But as companies grow, organizaSons evolve, and you have 

the right people in the right seats, with the right tools backed 

with the right support, you can do less and less of this.  

But, being a brand ambassador is a magical sensibility that 

CEOs must develop.  

It doesn’t maYer if you have to show up in a photo shoot, do 

a webinar, host a Q&A call, open a keynote and then hand it 

off, or have an all-hands meeSng every Wednesday.  

This is one of those sensibiliSes that rules all the sensibiliSes.  

It allows you to have a pulse of the business, to interface 

with key clients, and build a culture of performance and 

camaraderie… all just by being yourself.  

This is not about “what you do” this is about “who you are” 

and this sensibility calls for showing up to be the brand 

ambassador from Sme to Sme.  
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explain it to you.  
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I want to leave you with one important thought: 

When you are gehng ready to hire someone to do a specific job in your company, the first thing you do is to think about defining 

the role for that person. This is generally because we believe that clearly defining the role will not only allow us to aYract the right 

candidate, but also allow the candidate to do great work within the container of that role aPer she is hired.  

That makes sense! 

I say this because, we would never put out an ad for a role that says “We want someone to do everything, take on all the risk, and fix 

everything when it seems to be broken” but yet we assume that is our role in our business! And of course that naturally becomes the 

hodge-podge role of the CEO… very oPen doing things that we are not even qualified to do. 

Regardless of where you are in your journey as a CEO, I encourage you to write your job descripSon now… preferably structured 

around the 3 pillars and the 2+1 sensibiliSes that I have outlined for you in this playbook.  

This is where you get to re-write and re-wire your role in the organizaSon. This is where you get to choose where you bring your 

genius to bear, and how exactly you are going to operaSonalize it. This is not only for you to stay true to who you are and grow in 

your role, but also for you to intenSonally surround yourself with the right people, in the right seats, with the right tools and the 

right support. 

Being a CEO is about taking responsibility… for everything. 

I am grateful to be on this journey with you. 
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