
Podcast Episode 11 - Building out successful teams

The more that you see the areas that you're not great at, the areas that you're not in 
flowing, and you build your team around those, the more your team is going to be 
powerful. 

Hello and welcome to Conversations to Help You Thrive with me, your host, Ruth Kudzi. I 
am super excited to have you here. This is a place where we're going to challenge you to 
think differently. To have those difficult conversations, both with yourself and with others 
so that you can thrive in your life, in your career, and in your business. 

Today I'm talking about something that's relevant for you, whether you are in business or 
you work for somebody else. And it's all about building out successful teams. Because it 
really leaves a little bit over last week's post in the fact that often we hire and we like 
those that are similar to us. Because as a mirror, we're holding up, we're seeing someone 
who's got the same strengths as us. The same personality as us. They do things in a 
similar way. And when we hold up that mirror it can make us feel secure. It's like we're 
looking into that mirror and we're seeing a reflection back, and it's a reflection of 
ourselves. And that can feel really safe and really great. Often when we meet people and 
we get on it's because we share personality traits. We see things in the same way. We 
have that commonality. So, we like them because really, our ego is seeing elements of us 
in them. 

And it's also true when we don't like somebody, initially, it's often because our ego sees 
things that either we don't have and that we want, or it sees things that challenges us and 
challenges our sense of self. So when we're hiring, we can often slip back into this idea 
that we want people to be similar to us. And I'm going to talk about this today in terms of 
my experience, both as a business owner, a recruiter, and somebody who used to manage 
large teams. And I think it's really important, as a starting point, that we recognize in 
ourselves, what is our personality like? What are our strengths? Are we a big picture 
player? Or do we like to detail? Are we great at inspiring and leading people? Or do we 
prefer doing analysis and reports? Because all of us have our preferences. I am a DiSC 
personality trainer, so I help people with those profiles. 



And really, that tool or other tools help you to see yourself more clearly. They help you 
explore your preferences. And all of us are a mixture. We're all a blend of different 
preferences, but when you understand exactly where you prefer to operate you can start 
to build a more successful team. So for example, I prefer to do the big picture strategic 
thinking. I prefer to inspire others and lead through others. And my preference is not to 
do the day-to-day detail. I can do it. It takes me longer. It means that I'm not in flow. My 
energy isn't as good. And I'll be honest, I make more mistakes. And I make more mistakes 
because it doesn't connect to my preferences. So if I know that about myself, if I'm aware 
that these are my strengths, and these are things that I need assistance with, then 
obviously when I'm building a team, I need to seek out those people who compliment 
what I do. 

And it's so easy not to do this. And I'm saying this again from experience. I know when I 
was a senior leader in schools, and when I went through a national leadership program, 
we were often told to recruit for personality, not for skills. Now I think that you need to 
have a combination. But when we were doing this, it was really about having a values fit. 
And this adds another layer. So you're looking at people's personality preferences, and 
you're not doing that to say that there's a preferred style. You're doing that to get a 
balance of different styles across a team. Because if you have people who see things 
differently and have different preferences, it means that you're able to access different 
ways of thinking. 

And that can only be a good thing. If everybody thinks the same way, you're not going to 
move forward as much as if people see things differently. Because they're able to 
challenge and you're able to have much more meaningful conversations if you have 
people who see the world through different lenses. If you have your big picture thinker, 
your analytical thinker, your collaborative thinker, if they all come together to solve a 
problem, then they can see the different sides. And that means you're able to get better 
solutions. So, understanding your personality and strengths enables you to then tap into 
where your blind spots are. How else can somebody help you? In my business, a blind 
spot is actually the implementation of systems. I'm great at developing systems. I'm great 
at developing that strategic overview, but actually the implementation, the day-to-day, 
that isn't a strength. It's not something that drives me, it's not something that motivates 
me. 

So when I look at my team, I look at people who are great integrators and great 
implementers so they can support me. And they have a different skillset. They have a 
different way of approaching things. And that is incredibly valuable. The more that you 
see the areas that you're not great at, the areas that you're not in flowing, and you build 
your team around those, the more your team is going to be powerful. I've seen it time 
and time again, business is run by creative, innovative, ideas-driven people, who lack the 
detail in the backend. And that means that you're going to end up losing money. It means 
that you end up losing customers. It means that you end up dropping balls. You need to 
have that combination. And I mentioned values before as well. Values underlie that. So if 



you're thinking about your team and what you want to achieve at the top level, you have 
your mission. And then you have the values, the way that you like things to be done. 

For many people, it might be integrity, it might be transparency, it might be ambition, but 
those values can be housed by anyone depending on their personality. It's not mutually 
exclusive. So when you say you recruit for values, you want to have people that have a 
values fit. They have got a similar outlook to you. The values align. They share those with 
you. But from that, moving forward, it isn't only about values. It's about looking at, "Okay, 
let's really consider what is going on here. Let's consider where I need to have support." 
And what you might want to do is you might want to do a really simple exercise, and I'm 
going to put it in the show notes, do it, ditch it, delegate it. And the way I do it is a little 
bit different. You look out for you, what you love doing, where are you in flow and be 
really honest with yourself. Because often people do this and they say, "Oh, I love 
everything." 

But be honest with yourself. If you could choose only to do some things in your business, 
what would they be? And then what don't you mind doing? And this can be a massive 
time drag for all of us, because if we don't mind doing it, if it's pleasant, if it doesn't take 
us out of our comfort zone, we may spend a lot of time doing it. But it's not in our 
creative zone of genius. It's not what we love. It's not what lights us up. It's not where we 
feel in flow. It's not what gets us out of bed in the morning. In fact, it may well be what we 
start to resent. And then put what you dislike. What really [grates 00:09:14] you. And 
when you look at that, then have a look at the percentages of time that you spend in each 
of those areas and ask yourself this, "How can I increase the time that I spend in love, and 
decrease the time that I spend in dislike?" 

And what you might want to do is, you might want to look at what you can ditch. So what 
is not moving your business forward? What is not making the boat go faster? What are 
you doing because you think you should be doing, but actually is not having an impact? 
And this is why I always say to people audit, measure, look at the data because that gives 
you an idea about what you're doing that actually isn't having an impact. For me, oh my 
gosh, I don't really do links and engagement. I still get clients from LinkedIn. I maybe 
spend half an hour a week doing LinkedIn engagement. And I probably get two or three 
client inquiries a week from LinkedIn. When I was doing more I wasn't getting more client 
inquiries. So why was I spending my time doing that? I tried outsourcing it. Didn't have an 
impact. 

So I ditched it. I massively reduced it. Then we look at what we can delegate. What's on 
there? What's on that list that is either in the "dislike" or the "don't mind" that we could 
easily delegate? That somebody else could do and potentially somebody else could do it 
a lot better than us. For example, for me, this podcast, doing all the editing, doing my 
social media scheduling. I don't mind that, but somebody else can do that for me, do my 
calendars, do my invoices, all of those things I don't need to do. They don't get me out of 
bed. They don't fire me up. They don't motivate me, but they need to be done. So I 



delegate them out. And that detail, the detail in the systems, who does that? Well, it's not 
my strength, so I need to get somebody else to do that. 

And then look at what you're left with. And I would challenge you that if you are not 
doing more in love and less in dislike after that exercise, you're not doing it properly. And 
it may be that you're at the beginning of your business, and you're like, "Okay, I can't 
delegate all of this yet." I would prioritize what takes up the most of your time. And that is 
where I would go fast. What's going to make the biggest difference to the way that you 
feel about your business? What's going to make the biggest difference to the amount of 
time you can spend in love? What's going to really change things for you? And that is 
where I would go. So, I highly recommend that you do this activity. And then that can 
help you again in team. Now, if you have a team, get them to do it too. Have a look. 

Are you playing to your team's strengths? Have you got the right people in the right 
roles? Because often, again, when we recruit for personality, not personality fit, we get 
people that we love working with, but they're not always in the right roles. And that 
means that they're not performing at their best. And that can lead to resentment, it can 
lead to a loss of performance, it can lead to people leaving and having issues with 
retention. So, make sure that you're doing this with your team regularly, check in with 
them, see what's going on for them. Make sure that they're able to play to their strengths 
too. We are all different. We can all embrace what we're good at. And that is how we can 
move forward in our businesses, in our lives. I'd love to know how you get on with the do, 
ditch, delegate tool I developed. Take care. 

Thank you for tuning in to Conversations to Help You Thrive with me, Ruth Kudzi. I hope 
that you have enjoyed this podcast. If you have, please remember to give it a rating and 
to share it with others. I would love you to continue the conversation over in my Facebook 
group. It's called the Coaching Community with Ruth Kudzi. I would love to see you there. 
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