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Introduction:

There was a time not too long ago when | was doing everything.

| had a successful business. A great reputation. A capable team.
But | couldn’t switch off. | couldn’t let go. And honestly? | was drowning.

| was approving every task, fixing every fire, and micromanaging every detail.
Even with a full team around me, | felt like the business still revolved around me.
And | hated it.

| knew | needed to work on the business, not init. Every coach told me that.
But no one told me how.

What changed?
| made one decision that transformed not just my business but my life.

| promoted Julie - someone already inside my business into a true second-in-command role.

We didn’t know it at the time, but that move would lead to:

Me working just one day a week on the business
Living overseas on a beautiful Spanish island
And co-founding It Takes Two, a company dedicated to helping other founders do the same

Julie helped get me out of the weeds.

And now, we help business owners like you do exactly that by unlocking the second-in-
command already hiding in plain sight.

You don’t need to hire someone new.

You just need to know how to spot, empower, and grow them.

This guide will show you how to spot, develop, and empower a second-in-command (2iC)
who can help you step back and scale forward.

It's the guide | wish I'd had back then.



Meet Emma &
Julie

Hello, I'm Emma King. Why should you trust me with your business and your freedom?
Because I've lived it and together with my kick-ass second in command, we've built the
playbook from the inside out.

Visionary Founder & Freedom
Seeking Entrepreneur

Meet Emma King

Emma has been building businesses since she was 25, with all the triumphs, stumbles, and
scrappy brilliance that come with it. A natural-born visionary with more ideas than hours in the
day, she learned the hard way that big dreams need operational muscle to succeed. Her
breakthrough came in 2017 when she brought on Julie as her COO and finally stepped out of
the weeds for good.

Today, Emma lives and works from Fuerteventura in the Canary Islands, running her company

in just one day a week. She’s coached hundreds of founders to reclaim their time, exit the daily
grind, and scale with sanity. Whether your goal is to build a 7-figure business or take Fridays off
again, Emma’s proof it’s possible and she’ll show you how to get there.



And this is Julie:

COO & Operator Extraordinaire

Meet Julie Phillips

Julie is the behind-the-scenes engine that turns chaos into clarity. As Emma’s right hand (and
left brain), she’s spent 15+ years translating big ideas into bold results. A master of systems,
structure, and team accountability, Julie’s superpower is making businesses run like clockwork
- without wearing out the founder in the process.

She’s the second-in-command every overwhelmed entrepreneur dreams of and the coach
every 2iC needs in their corner. Together, Emma and Julie co-founded /t Takes Two to help
visionary leaders and their operators work in sync, scale sustainably, and finally enjoy the
businesses they’ve worked so hard to build.

Why You're Still in the Weeds

Most business owners are stuck in what we call the “You Model.”
You approve the marketing. You chase the team. You solve the client crisis.
And you wonder why your brain is fried and your vision’s gathering dust.

This isn't sustainable.
This isn’t leadership.
And it’s definitely not freedom.

You don’t need more hours or more staff.
You need leverage.
Specifically - leadership leverage.

And that begins with your second-in-command.



What Makes a Great 2iC (and How to Spot One)

A second-in-command isn’t just a senior team member or a glorified administrator.
They are the bridge between your vision and execution.

Here's what you're looking for:

. 5 Traits of a Hidden 2iC:

Takes Ownership - They naturally step up and fix problems without being asked.
Has a Growth Mindset - They're coachable, curious, and not scared of feedback.
Leads by Example - They set the tone for others and raise the bar.

Business-First Thinker - They prioritise what’s right for the business, not their ego.
Drama-Free - They bring calm, not chaos.

GIFNERICIES

Bonus Insight:

This person is usually the one already “holding things together” when you're out. They may not have
the title YET but they've got the mindset.



The Triple A Framework for Developing a 2iC

Here's the framework we used to help me, the founder, step out of daily ops, move to a different
country, and run my business in just one day a week.

Alignment

Ensure your 2iC understands and champions the business vision, values, and goals.
When your operator is aligned, you can let go without losing control.

Accountability

Create a culture (and rhythm) where they own their results.
Use tools like scorecards, teamship rules, and consistent check-ins.

Autonomy

Let them lead. That means decision rights, not just delegated tasks.
You don’t empower people by giving them work - you empower them by giving them ownership.

6 Beliefs That Keep You Stuck (and How to Flip Them)

1. “I'mnotready” — You'll never feel ready. But staying stuck is costing you far more.

2. “l can’t afford it” = Developing internal talent is the most cost-effective leverage you have.
3. “Noonecandoitlike me” = That's the point. They'll do it differently and that’s a good thing.
4. “What would | do?” — Strategic growth, vision-setting, partnerships... the things only you can
do.

“l don’t have time to train them” = You don't have time notto.

on

6. “l got lucky with my team” — Maybe. But more likely, you've just got untapped talent.

Spot, Support, and Supercharge

Here’s your quick action plan:

1. Use the Spotting Matrix (included in the bonus worksheet) to identify potential 2iCs on your
team.

2. Have a candid conversation - share your vision, and ask if they’re open to growing into a
leadership role.

3. Investin development - even 30 minutes a week of focused coaching or mentorship changes
everything.

4. Create clarity - use scorecards, clear expectations, and regular feedback to build confidence.

5. Step back strategically - give them space to lead, with guardrails to support.



Final Word: You Already Have What You Need

You started this business for freedom, purpose, and impact.
But you can’t scale if you're still stuck.

Your second-in-command is the key to your next level and they might already be sitting beside you.

You just need help bringing it out of them.

Work With Us

At It Takes Two, we help founders like you develop your second-in-command so you can stop
surviving your business - and start leading it again.

We've walked this path ourselves.
We've coached hundreds of others through it.

Now it’s your turn.

Ready to meet your future 2iC and your future self?

Re Book a free clarity call and let’s help you get out of the weeds for good.



https://ittakes2.global/book-a-call/
https://ittakes2.global/book-a-call/

Bonus section:

Step 1: Plot Your Team
For each team member, rate them on two scales:

1. Leadership Traits (Scale: Low to High)
Do they take initiative? Own their outcomes? Stay calm under pressure? Communicate clearly?
Rally others?

2. Business Impact (Scale: Low to High)
Do they consistently deliver high-value work? Make things easier for you? Understand how the
business really works?

Now plot them on the matrix:

High Leadership Traits

Natural Leaders/May lack experience A Players/Potential 2iC's
Low High
Business Business
Impact Impact
Needs support or Reassessesment Reliable Doers

Low Leadership Traits



What Each Quadrant Tells You:

e Top Right - A-Players / Potential 2iCs
These are your strongest candidates. They combine leadership presence with operational
performance. Start developing them now.

e Top Left - Natural Leaders / May Lack Experience
These team members may have raw leadership skills but lack experience or clarity on their impact.
With development, they could grow into a 2iC.

e Bottom Right - Reliable Doers
They're consistent and valuable, but not leadership material yet. Great team members just not
your 2iC.

e Bottom Left - Needs Support or Reassessment
These folks may need coaching, realignment, or potentially a role change. Not suitable fora 2iC
pathway right now.



