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Hello this is Yaro Stark. And welcome to a brand new episode of the 
Entrepreneur's Journey Podcast. Where I'm actually going to test out a new 
format, or really I should say it's actually a very very old format. I say that 
because the Entrepreneur´s Journey Podcast actually began all the way back 
in 2005, ini:ally with just me talking, a solo episode, as they are oZen known, 
and I was talking about things I was interested in, or things I wanted to teach 
you regarding entrepreneurship, but to be fair it was very much an 
experiment. So as you could imagine 2005, it was early, early days for 
Podcas:ng. In fact there really wasn't much of a podcast scene yet, it had 
started to take off because of the iPod.  

Apple's iPod had come out and iTunes had that func:on we had to transfer all 
the music using the iTunes soZware. Bearing in mind there was no iTunes App 
on smartphones because there were no smartphones really yet. I think 
Blackberry was the only phone with email at the :me certainly where I was in 
Australia and it was quite difficult to get a podcast. You really had to 
download onto your computer transfer it to your iPod or whatever player you 
had and that was what made it portable. It's not like today where you can be 
using broadband over your your smartphone and download an episode 
directly using an iTunes App which is you know way more convenient.  

So back then I wanted to experiment with this format known as podcas:ng. I 
only had been blogging for six months at the :me so that was also new to me 
and I really didn't see this whole publishing business model becoming my 
main business as it is today. But that's the origin of where I'll start my blog 
and my podcast in 2005.  
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So that first podcast was simply a place where I started talking about 
entrepreneurial subjects for the first, I think three or four episodes. It was 
mostly me talking for between 15 and 25 minutes and then I made a very 
important switch. I started to interview other entrepreneurs and tell their 
Entrepreneurs Journey on the Entrepreneurs Journey Podcast and that's what 
it has been ever since then however, I've oZen thought about injec:ng these 
solo podcast episodes, in par:cular, because I'd like to con:nue doing what 
I've always done, which is share my own Entrepreneur's Journey Podcast. So 
that's what this episode is today.  

A step back into the past, but also very much talking about the present and 
giving you a look behind the scenes at certain aspects of my own business, or 
just talking about subjects related to running an online business that I'm going 
through without a guest. So I won't be interviewing anyone in today's 
episode. And just so you know today's episode is a very important subject, if 
you want to s:ck around for the whole show, I´m going to be talking about 
the en:re process I went through to build my team, my current team around 
me, that basically allows me to run the kind of business I run, or how I've 
been hiring, how I found people, what roles they fill, what order I hired them 
in and including a history of my hiring process too, to build the team.  

I don't have a large team and never want to have a massive company but I do 
have an important team.  

They are vital for me to be able to do what I do with my business and also for 
me to be able to live the kind of lifestyle I aim for because if you´re aiming for 
a Laptop Lifestyle as I call it, you need to have certain people in place, 
otherwise you're not going to have a lifestyle, you're going to be chained to a 
computer 10 hours a day forever trying to do everything. So I'll talk about 
that in a moment just a li_le bit of housekeeping to get people who may be 
new to the Entrepreneur's Journey Podcast up to scratch.  

So my name is Yaro Starak and I have been blogging since 2005 as I 
men:oned. I´ve made my living online actually since 1998 when my first 
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online business came out it was actually Magic the Gathering Collec:ble Card 
game website. If you ever heard me being interviewed on other people's 
podcasts you would have heard the story of my Magic The Gathering site and 
then my second online business which was an edi:ng and proofreading 
company called Be_eredit.com. Both of those products were sold off many 
many years ago. But while I was running them, I actually discovered the world 
of blogging and that's what led to what I do today.  

So I built a successful blog myself, just pudng up content for a couple of 
years from 2005 to 2006, 2007. By that point I was making a full :me 
income and that's when I transi:oned to becoming a teacher, really just to 
share what I've done over the last couple of years blogging and talking about 
what was working and that kick started a whole career now, as essen:ally an 
online coach and teacher in the world of publishing and building a plagorm.  

That's what my company is about today. That's what I spend my my personal 
:me working on, I create content, I teach, I now run this podcast or I have run 
this podcast for over a decade as well.  

Now this podcast is something that I never have seen as a main part of my 
business, but it's been an important part of my business and that's why I don't 
want to see it disappear. So I've been a bit haphazard with the way I run this 
podcast, some:mes I´ll interview two people every month and be consistent. 
Some:mes months at a :me would go by without me doing a new episode. 
And I'll be completely honest with you, as much as I love my podcast and I 
love doing the interviews.  

It's quite a lot of work and it takes me away from other things, even though I 
have some contractors who helped me get everything up and running. There 
is work to do like recording and then a li_le bit edi:ng work aZer words and 
wri:ng the content for the post, which I s:ll prefer to do myself since it's in 
my voice. So that job was becoming something that I wanted to take a break 
from.  
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To put it simply. And that happened at the start of 2016, the year we're in 
now as I record this however, just recently I've been listening to Amy 
Porterfield and I love the fact that she interjects her podcast with some:mes 
a discussion, an interview with someone, it doesn't even have to be an 
interview, but some :mes just bringing on an expert to talk about a subject. 
But also she does solo episodes and a lot of podcasters to do this s:ll today, 
where they just get on their podcast and riff. So this is what I'm doing and I'm 
going to treat this as an experiment to see whether A. you like it. The whole 
point of doing this is, are you gedng any value from what I'm talking about. 
And B. it gives me the opportunity to really be consistent with this podcast 
because I'll be really honest with you.  

It's a lot easier for me to sit down and just talk to you as I'm doing now and 
then quickly get that off to my team, than it is to do interviews and organize 
and schedule and also be honest with you. I like talking about my own 
business. It's a fun subject so, you know, it's maybe a li_le bit selfish, 
ego:s:cal whatever you like but most people online who teach 
entrepreneurship and business generally do that a lot.  

We talk about our own stuff a lot with our businesses so my blog is built on 
that founda:on, sharing stories from my own Entrepreneurs Journey and the 
podcast has built on the founda:on of sharing other people's stories, as an 
entrepreneur and there's certainly an amazing back catalogue of interviews 
you can go through from this podcast but from today onwards, we're going to 
try switching back to the focus on me and my business and share what's 
going on in my world which hopefully you can take away and apply to your 
own business.  

So that's enough of a background story. What I'd like to do now is switch over 
to the topic of the day which is how to build a team so you can have a true 
Laptop Lifestyle Business.  

So I want to start with the history of my hiring. Now my business, very much 
in the early days, for a good five, six years was me and me alone. I was one of 
those crazy people who despite not having a technical background, tried to 
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become a technical person. So I spent pre_y much in 1998, all the way 
through to around about 2004 or 5, I can't remember exactly the year, but it 
was around about that :me that I finally made the decision to bring on help.  

Now the reason for me why I waited so long was simply cash. I didn't make a 
lot of money and even when I did make money, I started to make much be_er 
money in sort of 2003. But I didn't want to spend it. I was feeling :ght. I 
wanted to save money in the bank. I wanted it to get my own house and 
move out from the family house, or at least pay for rent. So I was like most 
people young, no assets and I wanted to keep as much money as a made.  

Nowadays I understand the value of bringing on people to help accelerate 
growth and that can actually make you more money, quickly, than trying to 
save every penny and not hire help. But it was a limi:ng belief and adtude I 
had,, that I needed to get over it through experience. That was the only way 
for me to believe that concept, was actually to start hiring people. However, I 
did understand the importance of hiring help if I wanted to achieve my 
ul:mate goal, which was a low labour high income business.  

So I was looking to create what I called back then. two hour work day 
businesses. I generally call it my old laptop lifestyle business today, mainly 
because good old Tim Ferriss has sort of monopolized that concept of a four 
hour work week so I don't like to use the phrase two hour work day anymore 
because it's how I distance myself from that juggernaut, that is Tim Ferriss 
and the Four Hour Work Week, so the laptop lifestyle really sums it up. What 
I was aiming for when I was paying for businesses that don't take a ton of 
your :me to run but give you a good income 100,000 a year or more. Was 
my ini:al goal.  

But I didn't want to work long hours to maintain that. So I looked into passive 
income, or near passive income formulas and it became very clear to me that 
for that outcome to happen I had to hire people. So finally, when I actually 
was about to go on a trip from Australia, where I was born, to Canada to see 
family, I made the decision to hire my first helper, which was a person to take 
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over the e-mail customer service for my edi:ng company at the :me. And this 
was a very easy hire.  

In hindsight it's kind of crazy how easy it was and how naive I was to hiring 
back then. But all I did was actually ask a friend of mine, she was in university 
with me. I'd known her for several years because we were part of a group of 
friends that we all spent :me together and she, she was about to have our 
first child. She was looking for some kind of work to do at home, and I said 
you know what, you want to try this out? You take over the customer service 
role in my email inbox, which was basically the main job of that business. That 
business was all about forwarding emails between editors and customers. 
That was my main role. And you have to check the inbox every day, really 
diligently, and mul:ple :mes to make sure you didn't miss any jobs from 
customers. That was basically it.  

The only other job I performed at that company was going to university 
campuses and pudng up posters to adver:se it, which I s:ll did and actually 
eventually outsourced a li_le bit of that job to. Although, it was hard to find 
good people for that role, but it really worked well hiring for the customer 
service e-mail roll.  

So my friend's name was Angela and she came on board. Literally we thought 
we'd do it as a trial. See how it worked. She had a baby and she started work. 
I went off to Canada and she took over the inbox and worked really well. It 
was quite amazing. She had no problems being a stay at home mum, checking 
the inbox every day, you know I gave her a bit of training on how to reply to 
emails and what sort of situa:ons we face. But pre_y quickly she became 
autonomous, and it was great because I never had to worry about these 
urgent customer emails being dealt with quickly, efficiently, effec:vely. So she 
took over that job and I tasted, for the first :me, the true power of hiring 
someone to do a role that A. you don't like doing B. you don't need to do and 
C. it frees up your :me.  

So it was an amazing transi:on for my business at the :me and Angela 
actually went on to work for my edi:ng company even aZer I sold it. And 
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then I brought her back on to my blogging business once that became my 
main project. And we worked together, I think, collec:vely for round about 
seven years and she was just my email person. So a lot of people get stuck 
with their inbox, their email inbox is like their biggest :me suck and they have 
trouble figuring out how to, how to handle that. I have never had an issue 
with that because A. I had Angela or at least I had Angela and literally that 
was so long ago now, you know 2004 ish when they hired her to do that.  

Ever since then, I've never been the person in charge of my main customer 
support e-mail. So it's been, I mean it's a wonderful, it's obviously the most 
important thing I think you should actually get outsourced from day one, or as 
soon as you can afford to, is get a VA or someone on that inbox for you. So I 
have not had to deal with my e-mail and it's freed up a ton of :me for me.  

The other job that I was hesitant at first to hire help, but I was also very aware 
of my limita:ons and I needed help, was sedng up the technical aspects of 
my business in par:cular website design, website configura:on, you know just 
uploading scripts, plugins, configuring them, making your blog nice, making 
your products look nice, making your sales pages look nice. All these things 
that I was struggling and I mean, I did all my websites to begin with, so you 
know in 1998, 99 and 2000 I learned the basics of HTML. I wasn't good at it 
but I learned enough to create my Magic The Gathering Card Game website, 
and also the edi:ng and proofreading business which, to be fair were quite 
sta:c basic websites, kind of like online brochures.  

The magic site had the advantage of having a forum and I managed to figure 
out how to install a script to run a forum so people could train and talk about 
the game there. But that was about it, and it was a real limita:on so, when I 
started taking blogging seriously and also when I was sort of separa:ng 
myself from the edi:ng company, that's when I hired a tech person as well. 
This happened very close to around the :me I hired Angela for customer 
service. I started to tap certain technical people, now I did actually find a 
permanent person straight away, I remember I used a few contractors for odd 
jobs, some went really well, some didn't do that well. I think the first big 
change was actually doing a new design for my, on my blog.  
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So Entrepreneurs Journey started in 2005 I was s:ll running my edi:ng 
company at that point and around 2006, I did a redesign and I hired a person 
named Phil, down in Australia to do a complete redesign, including the 
addi:on of something I'd never had before, which was an e-mail opt in box. 
You might laugh when you say that, but email marke:ng is such a big part of 
what we do today. It took me a couple of years to really grasp that idea, so it 
took me a year of blogging before I added the opt in box and that was when I 
hired Phil to do the technical change and hiring and finding Phil as a tech 
person was again as naive and simple as hiring Angela.  

I simply asked a couple of friends, who were already doing their own website 
businesses, who did their website design and Phil sort of came through, 
almost as a friend of a friend, he was actually in the friendship circle of some 
of my friends at the :me, so it was very much just going to my exis:ng 
networks and friendship circles, and Phil started with that job. I used him for 
that project and then a couple of odd jobs going forward, but then eventually 
we stopped doing work together because I found another tech person, Mick, 
who came on board as my permanent person for more ongoing work.  

So basically for the next few years I had this three person team of Me as the 
content creator, Mick as my tech person and basically a blog designer and he 
helped me with plugins and blog design and landing pages, sedng up the 
membership area when I launched my first course Blog Mastermind, and 
Angela just did the customer service, all the e-mails coming in. She handled. 
And that was a sweet combina:on. I can't tell you how good that was.  

How simple it was. I guess you could say in hindsight only. I limited myself but 
it was, when I say that, I limited myself by not growing my team bigger than 
that. I never hired anyone else. I could have hired people for growing my 
traffic. I could have hired people for, you know, other social media jobs as that 
became something that we do today. But really I just had this sweet 
combina:on of someone handling my e-mail, someone sedng up my web 
sites. I happily did my blog content, wrote my e-mail newsle_er, created 
products.  
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I had a partnership with Gideon Shalwick in one project, and he was kind of 
like a tech person as well. He set up some of the technical aspects of that 
business, way, way back when he was gedng started, and we had a great 
combina:on, and all of that was just a simple elegant business model and it 
allowed me to do over a million dollars in sales of my own coaching products.  

By then I also sold off my edi:ng company. So I just had this really powerful 
business model for publishing, that was just essen:ally three people, myself, a 
tech person and a customer service person. And that's actually where I 
recommend you start. So at the end of this Podcast, I'm going to give you 
three :ps for your own hiring process and you're going to see they're very 
much related to what I'm talking about here.  

So that formula was with me for many many years. And eventually, as much 
as it was successful, I did reach a point where I was seeing other people 
having more success, doing bigger things, and you know obviously there's 
more to my story but I'm not going to dive in to too many of the other 
projects I started and stopped. But as it relates to hiring, eventually, I reached 
a point where I was like you know what, I do want to take this to the next 
level. I'm seeing what my friends online and my colleagues are doing with 
help. They're just gedng rapid growth, expanding further and I want to do 
that too. I wanted to build a team that was bigger than me and in a lot of 
ways, not because it really was s:ll all about me, just with tech and customer 
service handled. So it was around about the year 2012 when I had this desire 
to take this serious. And I just basically jumped to the next level.  

You know, I was happy living in this comfort zone for a good four or five 
years. Money was great the freedom was great. The business was great. But 
things changed online, you know by 2012 the Internet became way more 
crowded. Podcas:ng was booming. YouTube was booming. Social media was 
booming, all these new people were exploding and making millions within a 
few years, so I'm also influenced by that. So I realized I was kind of stuck in 
the past a bit, so it's :me to get serious and build a team.  
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Now this is when things get interes:ng.  

So the first thing I did, which I recommend you do too, is to do what I learned 
about at a networking event. So it was actually quite interes:ng. How did it 
happen? I was at a networking event and this talk was done by a guy who 
was great at building companies and he talked about doing what's called the 
organiza:onal chart. Now you're probably familiar with those charts. Most 
companies, certainly big ones have them, where they just break down all the 
roles and the people that fill those roles in a company and kind of looks like a 
flowchart basically, and you have like CEO and that would be me, Yaro Starak 
and then you'd have Head of Customer Service, that would have been 
Angela, and head a technology, it would have been Mick. So what happened 
is, I started to plan out an organiza:onal chart for what I would call my dream 
business.  

And this was the advice that he gave to me. He said, you know I can´t 
remember the name of the speaker, but, I remember hearing his advise and 
this is something that I should do just for the sake of gedng clarity. So he 
said you should write out an organiza:onal chart, as if you've got every 
person working for you that you ever wanted. I called it the dream 
organiza:onal chart, because it was basically like building a dream company in 
terms of the staff or the people you want working for you and the roles they 
would fill.  

Now, this par:cular person suggested you write your own name into every 
role if you don't have anyone else doing it, this would actually be a great 
example of showing you how much work you're actually doing. If you're a 
long term Internet Marke:ng fan or student you'll be well aware of Rich 
Shefrin and his Internet business manifesto, of which the most famous thing 
that came out of that was, the flowchart, where you, you list all the func:ons 
of your company and you put your name and debris func:on, basically the 
same thing as this organiza:onal chart idea, but you'd have yourself sidng as 
every role.  
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So you're the pay per click adver:ser and the banner adver:ser. You're the 
content creator and the blog writer or the podcaster or the video maker, you 
are the customer service person, you know you're the affiliate manager, every 
single func:on in your business, your name would fit in and then you'd see 
this huge flow chart and it would be incredibly ridiculous that you believe that 
this could A. work and B. that would get you anywhere near a passive income 
because you just have too many jobs.  

So you know if you start with that idea, but take it seriously and actually map 
out all the core func:ons of your company, including what you'd like to 
expand into. Don't put your name into them unless you want to. The most 
important thing is to define those roles. That's what I did when I started. I 
basically did what I call a brain dump of my dream organiza:onal chart. This is 
around about last couple of years 2013, 14 something like that. And I wrote 
out, so I'd love to have someone in a dedicated Facebook adver:sing role. I'd 
love to have someone in a dedicated split tes:ng role for all the content. And 
you know I'd love to have someone as a dedicated Tech Manager for one 
specific type of tac:c or maybe the product delivery, so you could really ramp 
that up. But, I put out all these roles that I'd like to have in my company and 
that allowed me to see the poten:al of what I could do with my business.  

Now it´s around about this :me too I actually had some changes in my 
company. As I was planning this growth, I wanted to expand the role of what 
my customer service person did. I spoke to Angela about expanding her job 
and to put it simply, she just didn't have the hours anymore to do anything 
more than the basics in that role. By then she already had three kids, she was 
a full :me mum, so we made the decision that Angela would actually leave my 
company because I wanted to get some people into the customer service role 
who had more, more space to expand that role.  

So I really felt that the person dealing with my e-mails could actually do some 
other things well, that are very interrelated with customer service and having 
the knowledge of customer service will help them perform other similar roles. 
So I wanted someone who had the capacity to do that. So I had a bit of a 
rota:on over about a year and a half where Angela leZ and then another 

�12



Australian contact came in named Lindy. I won't explain how I found Lindy 
just yet, because I want to talk about the hiring process in a moment.  

Lindy came on board briefly. I think she lasted about 12 months, all up, and 
then, just in more recent :me, I actually hired two people to fill my customer 
role. We will talk about that in a moment, when I talk about my current 
system. I also had a rota:on in the tech role as well and Mick leZ my business 
and I have another person named Carly and I explain how she came on board 
as well. We will look at my whole team.  

So to put it simply I had this big change in direc:on as well as a change in my 
team structure and I don't think that was a coincidence in :ming.  

You know, I realized that I was making a big change, so the people who were 
with me, in the old days, they were leaving, it was a chance to refresh the 
team, build from scratch almost. So there was a li_le bit of a challenging :me 
because there were a few periods there, where I was kind of flying, hiring, at 
the same :me as training, at the same :me as you know, saying good bye to 
someone I work with for quite a while. But, that all came about to get me to 
the point where I am today. So let me break down how everything changed.  

So I did this brain dump of my organiza:onal chart and I had all these roles. 
Now I couldn't realis:cally fill every single role quickly. This is something that 
needs to be done slowly over :me. What was important to do though was to 
priori:ze. So what I did was, I looked at all these roles and decided what I 
need now. What is the most important roles to fill. That became an easy 
answer to deal with because I just had my customer service person leave and 
my tech person leave. So first of all, if I had to get back to where I was and 
get good people in the role of tech and the role of customer service. They did 
allow me to do that with a plan to take things to the next level in terms of 
building out my team. So let me explain how all of this happened.  

Now before I talk about the hiring process there's one thing I want to 
men:on, A players! You probably heard this phrase being thrown around in 
hiring, in just running a company. You want to get as many A Players on your 
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company as possible and really avoid B & C Players if you can, because B & C 
Players actually make A Players drop down even want to leave your company. 
Now I have known about this idea and I studied a lot of Evan Pagans training. 
He referred me to top grading, I've gone through top grading, which is really 
where the whole A Player idea comes from. I recommend you grab that book 
if you want to check it out but frankly it's a pre_y dry book. But it certainly 
will help you though when you're gedng serious about hiring A Players. But 
the simple idea, is hiring people who can do, not just a good job for you, but 
actually go above and beyond. This is the way I like to describe A Players. If 
you've never heard this phrase before, and you'll know it when you work with 
an A Player, because they do more and have be_er insight than you do.  

So an A Player will actually, though they care about the role they are doing so 
much, that they actually see ways to improve the work without you telling 
them to do it. And this is a bit tricky when you're talking about contractors vs. 
employees, you know, employees are with your business all the :me. It's what 
they do, every day of their working life. And they're very embedded in your 
company. That's not my business. Probably not your business either.  

I deliberately try and avoid hiring employees, so far. I'm not against that 
completely. But for the :me being I have done great with contractors, and I 
like working with contractors because it's more flexible for all of us. So with 
contractors, to get A Players, is a li_le bit different, like, while I felt that in the 
past, my team has been great. They've been not really embedded in my 
business significantly so it's hard to say they were A Players, also because 
their roles were not that proac:ve, you know they were basically reac:ng to 
what I would say. Go change this about my website. You know answer this 
email in a different way. It was pre_y much driven by me.  

Now with this new plan in place for my company, I'm thinking no, no we need 
to get people into roles where they actually want to do more than what I just 
tell them. That´s the simplest idea I think for an A Player to follow, is you're 
not just a robot to follow my instruc:ons. You're actually going to look for 
ways to improve these core outcomes we're looking for in your role.  
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You know whether it's improving conversion to get more customers, or 
improving customer service to keep more customers, you know save people 
who might be wan:ng to refund a product things like that. So there's goals 
we can set for people, I want them, you should want this too, to be people 
who are actually mo:vated to go above and beyond, because that´s the kind 
of person they are. It's not about the money it's about doing a great job and 
actually having the insight and the intelligence to spot what needs to be done 
to make something be_er. And you as the Founder, the owner, the CEO 
whatever you want to call yourself, you can´t see everything. In fact you 
shouldn't be expected to. You know you need to focus on your core strengths 
so the person you hire. You want them to be able to spot ways to make things 
be_er without you always telling them that. That's one of the things I was 
really looking for in this new team I was pudng together.  

So let's talk about that new team. So first of all I'll start with Carly. My tech 
person who I really, to be fair, she came on before I made this big transi:on. 
Mick my tech person, we went our separate ways. I can't remember the 
reason why we made the change. I think I was looking for some fresh blood in 
terms of design perspec:ve. I think Mick was moving on to some other client 
work and projects. So we we went our separate ways and I found this person 
named Carly.  

Now, to be absolutely honest with you, I feel bad about how I found Carly 
because I kind of poached her from a friend. So, I have a friend, you might 
know him, named Bre_ Thompson, who lives in Australia, he´s a copywriter, 
and he had Carly working with him doing some sales page, design work, and 
things like that. Since she was a contractor, she's also based in Australia.  

So I was talking to Bre_ and we were actually working together on a sales 
page for my business with one of Bre_´s students doing the wri:ng 
copywri:ng for it. And as part of that, he said we can do the design work. 
And I said that'll be great. And Carly was the person on his team who did the 
work. So I actually asked if Carly was available for addi:onal work in my 
company and she was. So she started doing some more for me. I loved her 
work so much. I said I'd like to make this a regular contract role. Now, I know 
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Carly s:ll has done work for Bre_. I did kind of feel, because I just had more 
work for her and ongoing work, that I kind of approached her a li_le bit from 
Bre_. Although I didn't stop her working for Bre_, but I do feel a bit bad 
about that, but that's what happens. You know people talk about headhun:ng 
and you know moving from one company to the next.  

Whatever the case may be, you know, it was ul:mately up to Carly to decide, 
she was a contractor, what work she did, and I offered her a fairly consistent 
amount of work and she came on board, and she has never been a full :me 
worker for me. But she's done a lot of the tech work, pre_y much all of my 
business, in terms of, you know, blog redesign, membership design, has been 
mostly done by Carly. I've had a few temporary, one off hires, to do a sales 
page here and there, where I go to a site like 99 designs and search their 
market place to find a designer whose work I like, and get them to work on 
just on one thing. Like my flagship core sales page design and that handover 
design to Carly, and she implement it as a website.  

So she came on board and has been with me, and s:ll is with me today. Now 
I think it must be a good four or five years now. So she was the new tech 
person, so that got me back up to the basic level, but then I also needed to 
find new customer service people. So what happened was, I had this kind of 
period where I had a bit of trouble aZer Angela leZ, finding someone. I used 
an outsourcing service, which didn't get me a good result. And then I found 
Lindy, through a method that I s:ll recommend today.  

I´ll actually men:on this as a :p at the end of this podcast for you, is just by 
hiring through your exis:ng contacts. So I contacted my e-mail lists. I sent a 
no:ce on my email list that I was looking to hire a new customer service 
person. And also, I think on Facebook, I posted it and Lindy showed up as a 
great poten:al customer service person. I actually had a couple other people 
show up at the same :me, who also applied for the role.  

Lindy had experience with Ontraport, which is the system I use for 
everything, e-mail, delivering product and so on. So that gave her an 
advantage and I was pre_y convinced that she was gonna be my new 

�16



customer service person. But at the same :me that Lindy applied, a friend of 
Carly named Laura also applied for the role. Another person who was looking 
for some sort of remote laptop lifestyle kind of contrac:ng.  

So what happened then, was I started to think about this organiza:onal flow 
chart, and started to think about the kind of roles that I wanted to fill and 
where Laura might fit in.  

Before I tell you what role Laura took over, I have to tell you a story because 
this will give you an insight into what kind of mindset I have, the :ming 
regarding hiring contractors and where I was at.  

So prior to everything I've talked about here with Lindy and so on, back when 
I was s:ll running my company with Mick and Angela we're doing things well. 
I was s:ll hiring people for odd jobs. You know, maybe get someone to take 
over some social media that I didn´t want to do, or, like I said, hire a designer, 
or a copywriter for a sales page design or copy for it so, I get these one off 
people jumping into my company doing a role and then leaving. They weren't 
permanent the way, I won´t say permanent, but they weren't consistent in, in 
doing work from my business the way Mick and Angela were. But, I wanted to 
find more people.  

So, as you probably have heard and no doubt I´ve seen talked about many 
many :mes on the internet, now the idea of outsourcing overseas to 
countries where the local currency is of lower strength so you can actually 
hire people for 500 dollars U.S. for a full month worth of full :me work. So 
500 dollars U.S. is a full :me income, a good full :me income, in the 
Philippines. Or you know in Russia or Thailand, where ever it is you're going to 
look to hire people, and you can get a lot of hours from someone, quite 
competent, for much lower cost if you're based in somewhere with a strong 
currency like Canada, Australia, America or the U.K. or anywhere where 
without using euros.  

Now, I was hearing some actual stories with some close friends of mine. My 
friend Gideon who I men:oned earlier, he had this Filipino person who would 
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come on board and basically become his Chief Opera:ng Officer, was almost 
running his company at the :me. And I think he bumped her salary up to a 
thousand dollars U.S. but it was s:ll a thousand U.S. for full :me, 40 hour 
week work. And then I had some friends who had people on part :me, 20 
hours a week paying 300 dollars a month or two, and it was in my view, even 
stories about six dollars an hour five dollars an hour kind of jobs out there 
and people happily doing them because that was s:ll good money for them in 
their country. Now I was a li_le bit hesitant regarding underpaying people, 
but I certainly saw the value in poten:ally, you know, finding someone good 
and then upping their pay rate. It'll s:ll be cheaper than me, you know, trying 
to find someone who would cost me 3000 dollars a month here. If I could get 
them for a thousand dollars, kind of like what Gideon was doing,  

I was happy to do that. So I delved into this idea of hiring, especially from the 
Philippines, with everyone is saying the Filipinos are friendly and they're quite 
competent with tech, especially with basic tech like maybe Wordpress and 
dealing with your customer service and social media. So I started on the hunt 
for some Filipinos and this is when the horror story started for me.  

So, to cut a long story short, I basically started a process of tes:ng and I'm 
looking for Filipinos, including using some quite well known services for 
example Chris Ducker, you probably know Chris Ducker, he has a big 
company in the Philippines and has a, he actually has a contrac:ng service 
where he will find ve_ed Filipino workers for you. You pay their company like 
a finder's fee and then this person comes and works for you. So I did 
everything.  

I tried Chris Ducker´s service three :mes to find someone. I had people come 
through referrals. I also adver:sed on my Social Media, in my e-mail list and I 
basically had this horror run of about 12 people from the Philippines who 
came and just didn't do the work. So this is what would oZen happen. I'd start 
communica:ng with the person and they were, their English wasn't perfect, 
but it was good enough, they agreed to do some work. And then, oZen I 
would assign them the job and then I'd come back and a week later nothing 
had been done.  
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No communica:on had happened either. I find out what's going on and they 
only write back and say sorry, I'll give it to you on Monday. Monday comes 
along, I don't hear anything from them and then I email them again and then 
that's it they're gone and haven't heard from them at all. That will happen 
once, I say okay I understand I might have to go through a bad eggs to find 
the good ones. So that happened like, two or three :mes and then I start 
working with Chris's service and I had similar problems. People would say 
that, it was really bizarre actually, people would say this person is currently 
working for my company and they're brilliant but, I haven't got enough hours 
for them or I'm changing my business so I don't need them anymore.  

Do you want to take over working with this person and a couple of :mes, I 
said sure, if they were so good for you, then they must be great and they 
were good for them. But then as soon as they started working for me, I don´t 
know if it was me, or the kind of work I had for them, or the way I 
communicated. Maybe something was off with what I was doing, but I had 
this ongoing experience where these contractors were just poorly 
communicate, not get the work done. Some:mes the work was s:ll terrible 
that I just said we're going to stop.  

I can think of one specific example, I was actually trying to have my podcast 
turned into YouTube videos. Hire someone to do that for me, and one person 
did it and it was so bad I couldn't use it. Another person did it but they were 
actually taking, like it was a one hour long podcast that would take them 40 
hours of their :me to finish edi:ng. So although their hourly rate was 
cheaper, their pace of work was so slow they're actually more expensive than 
anyone I could imagine that was cos:ng you four hundred dollars for one 
video which just did not make sense.  

So long story short, by the :me I hit the 10th person, 11th person, 12th 
person, in fact there was one real deal breaker to deal breakers. One :me I 
had this person who basically, I went through that process of assigning them 
some work they didn't do it. They said they would do it. Then they came back 
to me aZer two weeks and said I'm sorry. I´m sorry I disappeared. A tree fell 
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on my grandmother's house and I had to go save her. Now I don't know 
whether that's a true story. It's a made up story, just true story then. I hope 
the grandmother was OK. Whatever the case is they disappeared completely 
aZer that as well. Hopefully just looking aZer their grandmother, but 
whatever the case is. They were not a good worker.  
So I had this period of about a year where I lost all faith in hiring from the 
Philippines and I basically threw it out the door. I said that's it. I'm not going 
to do anything with the Philippines.  

Now I did find someone who did a li_le bit of work with me, and actually he 
came to me and said listen, I want to defend my country. He was Filipino and 
wanted to show that there are some good people and we did a bit of work 
together and that was OK. It wasn't A Player by any level, but it was it was 
good and we did a few jobs so. To put a very, very long story short in terms of 
hiring from overseas at discount rates, I kind of threw that idea out the door. 
Now I'm not going to say it's something you can't do. I s:ll know plenty of 
people who have great, great, people working for them from the Philippines, 
from all over the world, who are paying really low prices. I know Barbara Turly 
she's one of my graduate students, who has a team. And she gets great 
results with Filipinos.  

Another friend of mine has been on my podcast Barnaby. He has a great tech 
team in Ukraine that do a lot of programming, doing apps for him. He loves it 
because it's a low priced, great quality. So there's certainly more examples out 
there of successful projects or whatever the case maybe, it just wasn't 
working for me. And in my experience I had a lot of success with the 
Australians and Canadians and you know, even though it was not quite the 
same as paying in Filipino, it was a li_le bit cheaper if I'm making American 
dollars and I can pay people in Canadian or Australian dollars because of the 
cross rates. Usually, there was a :me when the Australian dollar was stronger 
than the American which was a scary :me for me. I tell you that.  

But anyway, what I decided, what my conclusion was, I just preferred 
Australian, Canadian, American, U.K. workers for many reasons. The 
communica:on was be_er, the reliability was be_er. The work quality was 
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be_er. I kind of came to the belief that I love this sort of stay at home mum 
scenario, I had great work with Angela. You know, Mick wasn't a stay at home 
mom or stay at home dad but he was also doing his own thing and working 
during his own hours and that just worked well for me. I think it was a cultural 
thing as well. So since that experience I was like no, we're going to try and 
focus most of our energy on Australia and Canada and you know that that 
kind of person is not looking for full :me work. But they're good at what they 
do, and they want to become part of my team. You're really looking for a long 
term, not one off jobs, but consistency.  

So that's where I found myself at this point. So I had this, these bad 
experiences but they give me clarity when I was looking for it. I put together 
this dream organiza:onal chart of what kind of roles I wanted to fill in the 
future. And then I was about to get ready to do all this hiring but, I realized 
something about myself as a result of this en:re process. I didn't like hiring. 
It's just not a good job for me. I didn't enjoy it, and that was being reflected in 
the quality of the outcome, you know, because I wasn't good at the role. I 
wasn't doing a great job at it.  

So I came to this conclusion. I need to hire someone to help me do the hiring. 
It's not a strength, and it's something I should do first. So I decided, once I 
was filled up with the main roles, once I got my tech person on board and my 
e-mail customer support person back on board. So I´m back in my standard 
level of team. The next person that I would actually hire, would be a person 
to help me hire, basically a project manager type person where we decide 
what things we need to do next and then go and find people to help us do it.  

So when I went out there looking for a new customer service person I had 
Linda apply and I had Laura apply who I men:oned earlier, and I was talking 
then I thought this is fantas:c. I'll give Lindy the customer service role and I'll 
ask if Laura is willing to come on board as a project manager, with the 
emphasis being on gedng up-skilled to become a good person at hiring other 
contractors. I made that very clear to her during the hiring process, that this is 
the role now, Laura didn´t come to me planning to be a person who hires 
other people. But she had the common sense, the intelligence, and I guess 
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the desire to, and even the excitement to poten:ally do this role. So Lindy 
came on board Laura came on board.  

I have Carly as a tech person and that was where my company was when I 
also coincidentally, no, it wasn´t a coincidence that I planned on basically 
rebuilding my teaching business, because I had no products on the market at 
the :me, so I was about to personally dive in and write some ebooks, create 
brand new versions of my flagship courses, create brand new training, so I 
was going to dive into that, all while building up this team so that my 
company can you now start growing a li_le bit without me.  

So that’s, that was the plan. Now what happened going forward was quite 
interes:ng. So aZer about a year, I realized that I wanted to change the 
situa:on with Lindy in customer service, I actually wanted to bring on two 
people to do that role and two people in different :me zones, so that we can 
offer customer service across a longer period of :me. You know, I don't like 
people having to wait longer than 12 hours to get a reply from us, so we need 
people in different :me zones. So what happened was Lindy moved on to 
work on her own entrepreneurs project and Laura got to work hiring two new 
customer service people.  

Now while that was happening Laura was also working hard to hire other 
people for my company, so I'm going to give you a summary of what 
happened because I don't want to drag this on too long. It's really been a very 
long episode but I want to just explain the roles I've got now, in my company 
and how Laura has been able to hire these people.  

So what things look like today and what's worked really well. So today we've 
got two people, Martha and Amanda in customer service. In my business we 
call it client care. Carly is s:ll working as my main designer. Really more of a 
developer role, she's great with HTML and CSS. We have a second tech 
person brought on board named Adam. We also have a person in graphics 
specifically, her name is Olena. We have a few other sort of people pop in 
and out now and then for odd jobs, not so much the main job. So that's the 
main, the main roles in my company. So basically it's kind of funny you think 
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about basically doubled the core roles I have. I have now two customer 
service people and two tech people, plus I´ve added a graphic designer and 
I've added a project manager or hiring manager in Laura.  

Now that's the main role. The people who work with me every day, they are 
the people where we are always working together and we have a few other 
people pop in for things you know like Facebook ads here and there, and 
there would be copyrigh:ng here and there, when we need them, but that's 
the core team now that's allowed me to do more than I ever did, in par:cular 
do be_er than I ever did. Now that I got two tech people, we can do more 
things like split tes:ng, opt in page´s, landing pages, you know, we could start 
playing around with more things with my blog and tes:ng and tracking.  

With two customer service people we can respond to queries quicker. We are 
also were able to do things I want to do for a long :me. Like have an ac:ve 
representa:on on Live Chat across all my sales pages and also in my 
customer area. So the girls do a great job. They're dealing with any like Chat 
queries, which is actually a sales role. You know when you get a ques:on 
coming through in a like chatline sales page they're looking to buy. And that's 
something that you know, my customer care, my client care team are in a 
great posi:on to handle because they deal with customer ques:ons all the 
:me. They know my products. So it's a good extra role that I wanted that 
person to do, for example, that Angela didn't have the :me to do. So this 
team came about. Let me explain how we went through the hiring process 
because this is what's really involved with my company.  

So the great step one I made at the beginning was hiring a person to help me 
hire. So that was the big lesson. Bringing on Laura and saying listen I suck at 
this, not just that I suck that I don´t know how to do it, but I suck at it 
because I don't want to do it and I haven't got the mo:va:on to learn. Laura 
had the mo:va:on to learn and do a good job at this and really has come out 
as an A Player. In general she's an A Player in general, but has turned out 
great at this job.  
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Now Laura had the same kind of problems I had, so I handed off to her, this 
horrible job, and said listen, we need to find someone to do this role, this role, 
and this role go and hire. So she started doing that, and we did things like 
most people would advise you to do. You know we said oh let's go check out 
the outsourcing Website´s. So we went to Upwork, and we tried to find 
people through Upwork. Then we we have a page on my blog, and headed 
there for a while, called the Jobs page. So when I first found Laura and lindy, 
one of the things I did was send an e-mail to my newsle_er house list 
direc:ng them to this job page on my blog.  

I just listed the roles that I have and people could apply and they'd apply, but 
oZen I have bad people, not bad people, but not the right people applying for 
these roles and you waste a lot of :me even some:mes hiring people that 
turned out to just be so not right for the job. So there was this lot of wasted 
:me happening and Laura actually became really frustrated too because we 
just kept hiring people who, were so not fit for the job. We were amazed that 
we were even reaching this point with them, clearly we were doing something 
wrong with the hiring process.  

If we'd reached all the way to the point where we're tes:ng them but we 
haven't, we should have eliminated them a long :me ago. So we kind of went 
back to the drawing board. We said, you know what, we need to learn how to 
do this be_er.  

So we started researching how other people hire, what they do, and we came 
across one thing in par:cular that seemed to be something we could test, 
that was sedng up a much more in-depth applica:on process to apply to 
work with our company and also really expand the page that we list on my 
blog that offers work. So it became a sales page, in the sense that it talked 
about why it's exci:ng to come to work with Team Entrepreneurs Journey, 
why it's exci:ng to come work with Yaro and also talk about, you know, who 
already worked with us, just really make it a more desirable company to work 
for.  
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But then also once they're excited about working for us, make sure they have 
to jump through a few hoops to really demonstrate they're good at this so. 
Laura analyze some other peoples hiring process and then came up with 
essen:ally a survey applica:on form so people now when they apply for roles 
in my company actually have to go through this mul: step form. We just use 
Google forums to do it, and it asks them some ques:ons. Obviously the basic 
things like name and country and all that. But we also ask them ques:ons 
regarding what they want for their future, how they see themselves working 
for us, how they would deal with certain situa:ons. You know give us 
examples of how you would do this.  

And so there's some abstract ques:ons in there too just to get some feeling 
about their personality, and you know what kind of goals they have, and what 
kind of a_en:on to detail they have, all these things we iden:fied as, what 
was lacking in the people who are not fit for the job. We want to make sure 
that this applica:on process. A. made sure those people didn't get through 
the applica:on process and B. the only the very best, would make it to the 
end. So they'd be, they'd be not just mo:vated enough to fill out all the 
survey ques:ons, which showed they were serious but, then actually fill out 
great answers to the ques:ons.  

Now naturally that means you get far fewer applicants to the jobs, for the 
jobs. But when you get people all the way at the end of the applica:on 
process, they're good people. Now you're probably wondering what kind of 
ques:ons I ask, so what I´m going to do, as a an upgrade, as a as a handout 
to go with this Podcast, I want to give you an example of the ques:ons we 
ask in the hiring applica:on process, so you can adapt them to any kind of 
survey applica:on process. You want to put in place for your company, so 
many give you the ques:ons we ask in one of our examples. If you want to 
get that, I'm going to make that available as a download, you have to opt in to 
grab it from this podcast. And I've actually just purchased a brand new 
domain name to make it easier for you to find these, since I have to say it on 
the podcast.  
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So to get this handout where I go through the types of ques:ons you could 
ask in a job applica:on form to find the best A Players, you can go to 
EJPodcast.com/1. This is the number one because it's the first solo episode 
that I'm doing in a long :me. So EJPodcast.com/1. And number one don't 
spell it it's just the number one. And that will give you this episode, and on 
this episode, you'll find the opt in box to get their hand out to go along with 
it.  

OK, so once we set up these applica:on forms, we started to get some be_er 
people applying. That's actually how we found Adam. The second main tech 
person, we are actually ini:ally discarded him during the earlier phases when 
we were looking for people. But he came back and went through the whole 
new applica:on form and came out as a top performer and we've been 
working with him since and he's been quite good. OK so that's a summary.  

Basically everyone in my team now, my two customer service people, my two 
tech people, Laura as a hiring manager, Olena as a graphics person. That's 
how the business works. It's s:ll not huge it's s:ll all contractors, but it does 
allow me to do more than I used to do and of course were expanding were 
going to hire more people as the business grows. So this has been a long 
podcast already, I hope you've go_en something out of it.  

Now what I want to do in this sort of last five minutes before I wrap up the 
show, is just give you some :ps on what you can do based on the story I just 
shared with you to sort of avoid my mistakes and benefit from the things that 
have worked well. I've just got three :ps for you, based on this journey I've 
been on.  

The number one :p for hiring for your company, your online business and 
par:cularly if you're going to put together a laptop lifestyle business, hire in 
the right order. So what I mean by that is. Hiring is something that you can do 
forever. You will always need more people but you only need certain key 
people from the point you're at now. So you know where you're at now, you 
might really have someone working for you, but there's some constraint in 
your business right now, that if you had the perfect person it would make a 
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huge difference to your business growth. Some:mes if it's just at the 
beginning, you could be like me, where I was, you know, 10 years ago and you 
just need a tech person and just need a customer e-mail support person. And 
I will almost, always recommend those two roles as the first people you hire 
for especially e-mail.  

I mean you can do tack on a sort of ad hoc basis, hire a person once off for 
sedng up your blog, and your landing page and e-mail newsle_er. But you're 
going to always have e-mail coming at you. So the sooner you get a semi-
permanent virtual assistant type customer service person who's dealing with 
your Inbox the sooner you don't have to deal with your Inbox. That's a huge 
job. Outside of that though your hiring priority might be differing, you might 
really have great tech, great customer service. Maybe what you need is to 
hire someone to be your own Laura, your own project manager.  

So someone who can actually hire for you and that was a key higher for me to 
get everyone else who we got since then and also to just you know keep all 
the learning away from me like you know as much as know Laura would say 
she did not like the experience of having to tell people they didn't get jobs or 
hire people who turned out to be wrong. It's so important that she did that 
not me. Like the hours she put in doing that, saved me from doing it. And I 
was able to use that :me to create product, to market my business and that's 
important not just about growing your business by bringing people to do 
things. It's about growing your business taking you out of jobs that you 
shouldn't do. So you know hiring the right person in the right order for you, 
simply might be about hiring one person to do something that you're doing 
right now that you shouldn't do.  

Tip number two when going out there to hire people. We've had the best 
results using exis:ng contacts, your own e-mail list, your own blog, your own 
social media following, as an ini:al contact point. And then as a secondary 
contact point, any kind of referrals. Frankly we've not had great success with 
any outsourcing services like Upwork or freelancer.com or wherever you go. 
We've also had, as I talked about in my story terrible results going to hiring 
services that try and find good people for you. I've done that three or four 
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:mes and it's not worked out well. The best people have come from people 
who are ready follow your work. They know you, they like you, they trust you, 
they know your work. They're excited to work with you. So if you're if your 
audience is of a big enough size, even if it's only a few hundred people or a 
few thousand people, go to them first, then you might find the perfect person 
to work for from them.  

If not them, you might find it through a referral source in the sense that they 
might know someone, If they don't have someone. Definitely tap any friends 
you have who are really succeeding, someone you know has a great website, 
ask them who did it. Someone you know has a great social media marke:ng 
campaign going, ask them who runs the social media marke:ng campaign.  

That´s :p two and Tip three the final :p is, when you're gedng serious about 
this. You want to get serious about the applica:on process. So I recommend 
having some kind of mul:-step, survey style, applica:on process to weed out 
the people who are, just not good because they're lazy. It's really easy for 
people just to write out a quick e-mail to you to apply for a job and they 
might come across quite good but they're not answering certain ques:ons. If 
you use a real survey, that ask some tough ques:ons, you're going to weed 
out the bad people or people not right for the job.  

The lazy people, the people who aren´t qualified, or people don't have the 
right kind of adtude and you're going to be leZ with the best people because 
they put in the effort, they have the a_en:on to detail, they're excited and 
they care about filling out the survey to the best of their ability. And as I said I 
will give you the certain ques:ons or some of the ques:ons you could use 
based on what we do, as a free give away an opt in handout if you get. If you 
go to EJPodcast.com/1 that will take you to the download page with this 
episode and on there you'll find some opt in boxes to grab that hand out the 
give away to go along with this, first of my brand new, behind the scenes, 
Entrepreneurs Journey Solo Podcast episode.  

OK. So to recap those three :ps. Make sure you hire people in the right 
order. Focus on the priority person you need today. Look for people in your 
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own network, your own email list, your own world first and then referrals, if 
you can't find them through your own network and three, put in the :me to 
create some kind of mul:-step applica:on survey process to find the best 
people.  

OK that's it. That is the story and the situa:on of where my hiring is at now. 
Thank you for spending your :me to listen, all the way to the end of this 
episode. That was a long one quite a few stories to share there about how 
I've gone through the hiring process over the years. I do feel that I'm in a 
much be_er place now, especially with Laura in place as a hiring manager and 
Laura having the experience of going through some failures at hiring as well 
which helps us learn what works.  

So one of the best ways to learn what works, is to figure out what doesn't 
work first. And I feel that we're at a good place and so we're growing, so 
we're going to add a few more people to do more things in the future. But 
that's where things are now and it's quite different to where they were for 
me. For most of my company, for a good six seven years, I did do things to 
people and then that can work well if you're happy staying at that level. 
Obviously if you want to grow to the next level you need to start bringing in 
more people.  

I hope those :ps help you. I hope the hand out with the survey ques:ons to 
ask during the hiring process helps you. That's EJPodcast.com/1. And that's 
it.  

So my name is Yaro Starak. I'd love to know whether you found this format of 
the Entrepreneur's Journey Podcast useful. Do you want me to do more of 
these behind the scenes style episodes where I talk about my business. What 
did you like, what did you not like. You know please come and let me know. 
The best place to do that is on my blog or on Facebook. I actually have a 
Facebook community that you can join for free called the Laptop Lifestyle. To 
join that you can go to a laptoplifestyle.me, laptoplifestyle.me.  
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OK. I'm going to call it a day. Thanks for listening all the way to the end of this 
Entrepreneurs Journey Podcast episode.  

My name is Yaro Starak. And I´ll see you or speak to you on the next episode. 
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Learn How To Launch, Grow And 
Profit From Your Own Podcast… 

Podcas:ng is a great way to engage with your audience, drive traffic to your 

website, and promote your products and services.  

This is your invita:on to take part in my latest course — Power Podcas+ng — a 

step-by-step training program where you will learn: 

• The basic technical tools you need to start podcas8ng FAST 

• How to conduct a ‘Podcast Launch’ so you can make a big splash when 

you first publish your podcast 

• The 10-step process to create a powerful ‘storytelling’ interview 

• How to NOT be dependent on iTunes for your podcast growth by 

tapping into other traffic sources 

• Three different op:ons for charging money for podcast content 

Click Here For More Informa2on
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