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Text Transcript
Full Downloads For This Episode Are Here:
hFps://www.entrepreneurs-journey.com/25883/email-management/
Hello, this is Yaro and welcome to a Solo Edi'on of the Entrepreneur's
Journey podcast. Today, I'm going to be telling you a story about how I
originally switched to essen'ally an inbox zero strategy. My goal was to get
email oﬀ my plate, so I never had to deal with email. You might be surprised
to know that, that was something that I switched to over 12 years ago as I
record this episode.
You probably had been dealing with email most of your adult life depending
on how old you are anyway, on some level, whether it's personal email, a job
email, or if you are an entrepreneur, which you probably are, a business email,
people email, in rela'on to something about your business not to men'on all
this spam in newsleVers that we get and it's preVy safe to say that there's
nothing else in the online world that probably takes as much 'me as dealing
with your inbox, if it's you as the only person actually has to deal with your
inbox. I know that from my own experience because for a good six or seven
years, I was the man in charge of my inbox, obviously personal email and
business email. In par'cular, business email was something that I found took a
big chunk of my day and I really did not like the fact that I would lose days to
doing email and not actually moving forward with my business. I'd be reac'ng
to things going on in my business in my inbox, so I'd be possibly processing
jobs, replying to poten'al jobs. I might be just dealing with everyday
ques'ons coming through for things that don't really beneﬁt the boVom line
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in my business and I'd spend two or three hours doing that, and by the end of
it, I feel preVy 'red and I wouldn't want to necessarily switch over and keep
working to actually grow my business because my energy was depleted.
I didn't like that because I wanted to make sure my business was growing and
moving forward each day and not just treading water. I feel that email can be
very much a treading water ac'vity in your business.
So, for me, I had two goals here. I knew I wanted to keep growing my
business and I had to get email oﬀ my plate, but more importantly, I also
wanted to live what I call a laptop lifestyle, which is essen'ally have a
business that fuels my freedom, so I can do what I want. If email is taking all
my 'me, then that is by far the biggest constraint to living a laptop lifestyle
and having that freedom because if you have to do your email, then you don't
really have the opportunity to do everything else you want. You have to be
always going back to your inbox.
I remember very clearly the day where I saw how big a problem email was in
my life. I had built an online business and I had certainly enjoyed some
success with a virtual lifestyle in the sense that I could travel with my
business and I could run it anywhere online as long as I've access to the
internet, bearing in mind this was prior to mobile phone internet connec'on,
so I do want to clarify why this is perhaps even more diﬃcult than it would be
today.
I can tell you a story, I was actually traveling down to Sydney and I was
running my essay edi'ng business called BeVer Edit and this is way back in
early year 2000s. I was s'll the person in-charge of essen'ally processing
jobs which meant forwarding emails from customers through to my contract
edi'ng team and then forwarding it back to customers just keeping the
communica'on ﬂowing. And because jobs, essay edi'ng jobs and thesis
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edi'ng jobs could be quite 'me-sensi've, so there'd be very quick
turnaround 'mes required because the students had to hand in their paper. I
had to make sure there wasn't too long a delay between ge[ng that paper to
the editor and then, ge[ng it back to the student.
Because of that, I found myself in Sydney and constantly looking for internet
cafes to just log in, check the email inbox and process any jobs. I usually did
that every two to three hours because I didn't want to miss any jobs that
came in under a rushed condi'on.
Ironically, there weren't really that many jobs so because I had to look out for
them, I ended up spending half my day near internet cafés so I couldn't really
feel that sense of freedom, do whatever I want and not worry about my
business. And that is when I went, something's wrong here. I haven't really
realized the kind of freedom that I've been aiming for. Yes, my business is
virtual. Yes, it's something I can take with me, but if I'm going into internet
cafés, or even if I feel the sense of pressure to keep checking my inbox
because something might be important there that I need to deal with quickly,
that's not freedom. That's a stress point. That's taking away the sense of
freedom that I'm looking for from my business. I want to be relaxed knowing
that I'm making enough money to do what I like and my business is looking
a]er itself without me.
So, there was that ﬁnal piece of a puzzle that I haven't quite cracked yet. I
was smart enough to build a business that func'on without me in the sense
that my editors were contractors and I wasn't the one doing the edi'ng and
my customers were coming primarily from online marke'ng, so I didn't have
to do too much to keep that business growing once it reached a certain point
because I was ge[ng repeat customers. They were ﬁnding me through
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Google search, so I didn't have to do a lot to keep the new customers coming
in, which le] me with basically looking a]er the inbox as my main role.
I remember clearly when I came back from that trip to Sydney, how I said this
is something I had to deal with and I will be honest with you, I was concerned
with hiring someone to handle email for me, for two reasons. One, it's an
aspect of le[ng go. There was a way I liked to reply to emails. There was a
type of customer service I wanted to provide. There was interac'ons in terms
of nego'a'ng prices some'mes. And I'd be worried that people, if I hired
someone, they wouldn't be as good at doing that, as I was dealing with the
clients, dealing with the editors. I felt like there was a unique set of skills that I
had that I used in this business and I wasn't sure if I could replicate or ﬁnd
someone else to do that, as well as I was. Plus, I was also concerned about
cost. If you have to hire someone, you have to pay them. I didn't know if the
business could actually ﬁnancially support, giving some of the cash ﬂow to a
contractor to also handle email because that's not a revenue genera'ng job in
the sense that they were not processing contract work. They weren't doing
edi'ng which generates the revenue. They were just maintaining an
administra'on customer service role.
I'll be honest, I didn't really have the sense to see that this job is more than
just administra'on. It is actually sales as well, and this person could be
someone who actually brings in more revenue. It is silly for me to even think
this now because I knew I was o]en the one conver'ng a sale by email,
convincing someone to buy from us. So, the person that I hire to replace me
in that email role is essen'ally a sales person, too.
In hindsight now when I look back, and I certainly know my business today, if
you look at email, it is not just customer support or administra'on, or even
dealing with spam messages and newsleVers coming into your inbox, it is also

5

doing sales. There is retaining customers. So, it is actually a really important
part of your business.
When you look to hire someone to take over this role, you really have to be
careful and take the hiring process seriously. Let me con'nue the story so I
can tell you how I reached the point where as I record this, I haven't handled
my own email for over a decade. In fact, it's ge[ng twelve or thirteen years
now.
You probably have seen people over the years, sort of proudly state that they
are no longer handling their email or on Facebook, wri'ng how shocked they
are that it is taking them so long to hire a virtual assistant to take over their
email and what a 'me saver that was. I remember as I have seen people do
this kind of, in my own head going, "Yes, it is obvious. Why doesn't everyone
do this? It is almost like that there is something that holds us all back from
this part of our business being outsourced. We seem to be okay without
sourcing tech, hiring people to handle our websites, hiring people to deal with
perhaps some of the more marke'ng-focused processes like maybe doing
social media for us or doing ad buying for us, or maybe we are happy to hire
virtual assistant to organize our trips, do all those sort of the administra'on
roles, but we don't seem to quickly jump into this idea of, "Here is the inbox.
Handle it for me, and walk away completely from email."
I did that so long ago now that to me, it seems like honestly, almost the
smartest decision I ever made especially in terms of the laptop lifestyle. That
is by far the single most important aspect to outsource if you want true
freedom because un'l you step away from your inbox, you are not free. I
guarantee that. I am preVy sure that you probably know that yourself.
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What I want to do with the rest of this podcast is explain how I went about
breaking free from email and give you some real tac'cal advice, some real
steps here so you can also break free from your email, and hire the right
people to help you deal with it and also, I would like to give you an insight
into what's my team looks like today in terms of my customer support team.
We call them my client care team and how they handle my inbox today and
my business today because they really are on the frontline of running the
Entrepreneur's Journey business.
First of all, let me explain how I did it, originally. We're going back all the way
in 'me, over ten years ago. I happen to recently graduate from university, and
I had some friends who were from the university as well, some of them were
gradua'ng from IT, informa'on technology degree, that is what they were
gradua'ng from. One friend of mine in par'cular, Angela is her name, she is a
lovely lady and she was a friend of mine in university and she happened to be
recently married and about to have her ﬁrst child. And I thought, "You know
what? I'll just run it past her. Maybe she is looking for some stay-at-home
work." We can call it an experiment. It was an experiment for me because I
was not sure whether this was actually even possible, and whether I'd be okay
with someone handling this role, or whether the business could even
ﬁnancially support that person, and for Angela too, it was something that
sounded appealing because she could con'nue to work while staying at
home raising her ﬁrst child.
We made an agreement while she was pregnant. In fact, she was about two
weeks due and we said, "Okay, as soon as you have the baby, once you feel
you are ready, let me know and we'll get started on this job."
We basically decided to make it up as we went along. I will be completely
honest with you, I had no established systems, no documenta'on, there was
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nothing that I can hand over to Angela, and say, "This is how we do things." I
was just doing things how I did it. I was basically running on the seat of my
pants, as they say and dynamically responding to whatever came into the
inbox. I had some folders I think going but it was preVy straighcorward, no
helpdesk so]ware, basic email, and that was how the business operated. It
was the center point for the business.
Angela had her baby successfully and I think it was only a week later she said,
"Hey, I am ready to take over this role". We nego'ated a fairly low-entry
hourly rate. Personally, I did not know whether the business could support
someone ﬁnancially. I need to keep the cost down and I also felt that this is a
fairly casual job, too, so it was $15 an hour and this is twelve years ago.
For a virtual assistant work, that was certainly what the going rate was
globally. In fact, I could have hired someone overseas for even ﬁve to ten
dollars an hour but Angela, being Australian, obviously requires more money.
And, it was an experiment. If Angela wasn't happy with that amount of
money, then certainly, she would have told me and I told her to tell me and
we also talked about raising her rate if things went well over'me, which we
actually did. So, she went up to $20, and I think even later on, $25 an hour.
But, we started at 15 an hour, Australian dollars, and with that kind of plan,
there would be about ten to twenty hours a week, depending on email
volume. And that's what we did.
This is when things became really interes'ng for me because this is when the
real learning and the real outsource systems automa'on kicked in from my
perspec've. I basically put a human being into an automa'on role, or into,
not really an automa'on role, but certainly, she started to build automa'on
into the role, which is also part of my instruc'on. This is how we did it and
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this is really important because I believe this is s'll one of the best ways to
work with someone who you want to take over your inbox because let's face
it, everyone's inbox is diﬀerent. Everyone's business is diﬀerent. It is a fairly
dynamic posi'on. How you deal with incoming queries, how you close sales,
how you provide customer support, how you deal with refunds, and all the
diﬀerent types of emails you've got coming in, that's going to be unique to
you. There's no one size ﬁts all. There certainly are some commonali'es
across the board and you can get some systems going that deal with those
common situa'ons, but a lot of what you have to train someone to do, and
build systems to respond to is custom. In my opinion, the best way to do this
is the following systems.
First of all, obviously, hire someone competent. This is step one. I knew
Angela was smart, I knew Angela had a strong emo'onal intelligence. I knew
Angela was a good communicator. I didn't know how good she would be at
actually wri'ng email. So, there was an aspect of experimen'ng here in terms
of how she interacted with my customers and my editors. There was that,
that I had to look into. But, I knew she was obviously, English is a ﬁrst
language for her, she had a university degree, so I felt that she was going to
do good job here. But, you really have to be careful because if you are hiring
someone perhaps wherein English is their second language, they are coming
from somewhere else in the world, you really want to be sure that you are
handing over this very, very important part of your business and your life, to
someone you trust, someone you believe who will have a good grasp with
English, who is responsible. There maybe some personal informa'on details
coming into your inbox, too. Things like password resets can be triggered by
your inbox. You want to make sure they are not suddenly running away with
passwords, too important things in your life and in your business.
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So, as I said, I trusted Angela. What I wasn't sure of was how'd she do. This is
how we started. I said, "First of all, Angela, I just want you to read into the
archives of sent messages just to see how I reply. Go back in 'me and look at
all the past messages from maybe the last week or two and look at the kind
of queries we get, the kind of emails we get, and then, how I reply to them."
Just get a feel for what we are dealing with, and how I interact, what kind of
language or communica'on I use. That gives her a basic framework.
I the say to her, "Once you feel comfortable with that, let me know and then,
we'll have you start taking over the inbox and actually replying and dealing
with some of the emails, maybe not all of them. It depends on how conﬁdent
you feel. Perhaps, you can deal with just for example, archiving certain emails
or pushing certain emails into folders, but leaving the ones that you are not
sure of for me."
It didn't take long for Angela to feel comfortable enough to do that, maybe a
day or two of looking into the history, and then she said, I think I am ready to
start dealing with some of the emails. So I said, "Go for it". And then, from my
perspec've, I started to monitor her work.
I started to watch what she was doing, how she was replying to messages. It
was preVy straight forward. I could check the sent folder in my email account
and see how she was wri'ng, what she was saying. And, if I was happy, I
would let her know. If I felt there were changes that needed to be done, I
would let her know. And, this is really, really important, I would also tell her,
"Start looking for things that we do over and over again. If you're ﬁnding
yourself replying in certain ways, or the same ways over and over again, or
ge[ng the same kind of ques'ons, start looking for places where we can
start crea'ng more template replies.
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I had a few templates that I used but really there was a lot of opportuni'es to
create more templates so that we could speed up replying to common
ques'ons. Personally, I haven't done it because I was probably too lazy or too
busy, not interested in that job, didn't enjoy it, but Angela was there to take
on the role, so I knew I could tell her this is important. It will make your job
beVer too because you don't to have to keep wri'ng the same answers over
and over again by hand. You can use those template, "canned replies" as they
are o]en called.
I started to watch Angela, gave her that feedback, she got beVer and beVer
and beVer. And then, we reached the point where she was almost replying to
everything and of course, within a couple of months, she was replying to
every single email. There were always a few things she could not deal with.
There were certain things that only I could reply to. They might be addressing
me personally and there were things that I had to answer. It might be
partnerships, things like that, but 95% of the messages she could deal with,
whether it was customer response, whether it was dealing with our edi'ng
team, whether it was just ﬁling away emails, archiving emails, dealing with
spams.
She took over essen'ally everything and she started crea'ng systems. She
started crea'ng canned responses. She started crea'ng documenta'on to
basically clarify and systema'ze how we deal with the inbox, which sped up
her response 'me.
While she was doing that, I was also carefully watching her hours, so how
long was it taking her to get all these done? Obviously, at the start, it takes
longer. She has to come up with the canned replies. She has to reply to
messages for the ﬁrst 'me, and she is more likely to take longer to ﬁgure
things out, learn how best to respond to things.
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But, once you're in the trenches for a couple of months, everything should be
setup and you can get a good feel based on email volume. It probably takes
her, and I can tell you, in our case, it took about two hours a day on average.
That's Monday to Friday anyway. Maybe a liVle less on weekends, in our
business, some'mes even more on weekends because students had
deadlines on a Monday, so they'd send us work on a weekend. But, genuinely
speaking, about two hours on average would be the amount.
We probably, I am thinking back now, it is a long 'me ago, about ten to
twenty hours a week is what Angela ended up doing for the business. And
that stayed preVy constant, obviously summer'me, in my business which is
much quieter, there weren't people wri'ng papers or as many papers in
summer because the students are on holidays. But generally speaking,
besides a few periods when it is the rush period where we probably had a lot
more assignments coming in, a lot more work coming in where she might
have to work 30 hours a week, on average, ten to twenty hours a week. So, I
could then know my cost and budget, "Okay, so Angela is going to cost about
a $1000 per month, maybe a liVle bit more or maybe a liVle bit less
depending on how much work comes in, what 'me of the year it is, but that
is the cost to run the customer service. Plus I could start evalua'ng how
much of an impact she might have on the boVom line, as well. Is Angela
started to actually bring in sales? Can I start to instruct her to maybe do a few
extra things to bring in new customers like going back and chasing people
who were submi[ng thesis, because thesis jobs for us were worth a lot of
money, so Angela could actually put in a liVle bit of chasing up work to see if
we can close those clients, and if a job was worth 500 to a 1000 dollars for
the business, that is worth her spending a few extra maybe an hour or two
over a week to actually do.

12

That's how Angela got put in place and then, I found myself basically
completely out of my business. That was the ﬁrst 'me I really tasted the
laptop lifestyle because I remember going to travel. In fact, I went over to
Canada shortly a]er Angela came on board and I didn't do anything. I did not
check into the inbox. Angela contacted me when she needed to. There was a
folder in the email system we have with my name on it for emails that only I
could deal with, not many messages went in there and it wasn't like they were
pressured messages. They were things I could reply to a]er a week or two
and that's what I did. I only went in and checked that folder and replied once
a week, some'mes even once every two weeks.
That's s'll how it works today. I only going to my Yaro folder and reply once
every week or two at the moment. It's actually almost down to every three
weeks to a month because I basically completely limited myself from the
system in our business, the email system.
Back then, the only 'me I really had to jump on things is that when Angela
told me o]en through like Skype, that's before we had things like Slack, she
told me in the Skype message, "Hey, there is an important ques'on query
something coming from someone, or we've got an issue with one of our
editors wan'ng to quit, or we need to hire new editors, 'me to run that
process."
Besides those few mission cri'cal things or big steps that we do once or
twice a year, the everyday, day-to-day running of the business was essen'ally
in her hands. That was fantas'c because it gave me a real sense of freedom
and that's what I was a]er with this business, and that was how we operated
for a couple of years un'l actually I sold that business, and when I did sell that
business, Angela went with it. So, she con'nued to keep staying in that role
with the new owners. I can't remember how long she stayed there because
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once the business was sold, I was no longer really up-to-date with what
things were going on there. I know she eventually le] that business but for a
part of, I can tell you honestly, a part of the sales appeal of selling that
business was the fact that Angela would come on board because she was
able to help the new owner's transi'on smoothly into taking over the
business.
So, they didn't feel the sense of I don't know what to do when this happens
because they could always ask Angela, so it's a major selling point, too if you
ever want to sell an online business, if you have someone handling your dayto-day email as well. That's a factor you might not be considering.
Okay, so the ﬁrst point I want to clarify here in terms of ac'onable steps,
obviously hire someone competent, someone with good english, someone
you can trust. That's obvious.
Second is making sure you have some sort of ﬁle structure. Angela and I
operated under various diﬀerent ﬁle structures over the years and then even
a]er I le] that business when I got into the Entrepreneur's Journey business I
have now and other businesses I've run over the years, we've had diﬀerent
types of folders and nowadays, I let my team make up folders as they see ﬁt.
I will give you some general advice so, the fewer folders the beVer. Obviously,
your business is your business and you know what folders you need. In the
past, I've had up to even three folders devoted to me. There's been like a Yaro
urgent folder with messages that I need to get to within one day or two.
There's been a folder called Yaro "no reply", which has been for messages like
newsleVers, things that I need to possibly look at. There's no pressure.
There's no 'me, deadline, no urgency, and there's no need to reply to them
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most likely. It's just newsleVers, informa'on that I might ﬁnd interes'ng. Most
of the 'me I just go in there and archive most of those emails.
Then, there is the "Yaro needs to reply to, but no pressure." So, no rush. There
is a rush folder, a "don't need to reply to folder," and a "non-rush but you
probably need to reply to" folder.
However, I eventually got that down to just a Yaro folder, and that's it. And I'll
explain a liVle bit more how that came about over'me. I recommend for you
though, obviously start with the folder for you, for those messages that only
you can deal with, but really be serious about ge[ng as few emails as
possible into your folder. You'd be surprised if you tell your team or your
person who is in charge of the emails that you don't want any emails. That
will get them into the mindset of how can they will deal with messages?
And maybe they will have to ask you the ﬁrst one or two 'mes how to deal
with a certain message, but then, they will ﬁgure out a way to deal with it
without you. They will come up with a system, a template, a process, or
maybe you don't need to reply to a certain message you think you do. It's
actually a great opportunity to ask yourself, "Do I really need to deal with
these emails? Is this that important?"
That brings up a point that I really want you to consider when you go through
this process yourself, is understanding how unimportant most email actually
is. There is a strange thing about email. We have this feeling like we have to
deal with it. We have to reply. We have to look. We have to go through
everything. Part of it is a fear of missing out. We don't want to miss out the
latest informa'on from the people we follow and the newsleVers we
subscribe to. We might feel like we want to be in control of everything, and
know everything going on in our business, so we want to make sure that we
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just have our eye on everything. Maybe we just want the feeling of being the
person who actually clears the inbox, and ge[ng that sense of an empty
inbox. Job done. Ticked all the boxes. That's an addic've feeling, too.
There's obvious reasons that keep us trapped answering emails we don't
need to answer. I would suggest to you that you ﬂip the switch and
completely change your a[tude. It is no longer, "I want to deal with this." It's,
"I need to remove myself completely."
First of all, let's really be honest and maybe even a liVle bit hard on yourself,
and say, "I don't actually need to deal with these emails. I cannot reply to
certain people and the world doesn't end. I cannot try and be polite."
One of the craziest things that some people do and a lot of experts over the
years have recommended, and certain thought leaders, social media stars will
tell you to do this because they do it, they say reply to every single query you
get. Reply to every person who writes to you on Facebook, or Instagram or
Tweeter, and even before all social media, it was reply to every email you got
because that's how you establish strong connec'ons with people. That's how
you build a community.
I'm not going to argue with the merits of doing that. Obviously, if you
personally reply to more people, they are going to feel a stronger sense of
connec'on with you. There has been 'mes where I've aVempted to adopt
that a[tude but I very quickly realized that this is not scalable, and it's not
really a leveraged ac'vity for me. Yes, I agree, it's helpful for building
community, but if you want freedom, there are much smarter ways to use
your 'me and most importantly, you can s'll build a community. You can s'll
have an amazing business without you having a micro touch on every single
aspect of it, and that includes not answering every single email.

16

I would basically give you the counter-argument to the people who tell you
you should reply to everything and say the opposite. You should reply to
nothing [chuckle]. It might feel unrealis'c to you right now as you listen to
me. But, that would be the ethos I want you to walk away from with this
podcast. Your job is to get to the point where you do not answer any of your
emails. That is true freedom. That is a true system. Obviously, your business
s'll needs to run, but that's your goal. And for that to happen, you're going to
have to possibly change your thinking about this idea of responding to
everyone personally.
What's great today is my team responds to everyone personally. If there's
something they really, really think if I reply it will make a diﬀerence, like if I am
the one who leaves a response, and will save that customer from refunding,
then I will do it. But, that has been proven to be something that my team can
do over and over again. I am always surprised how a team member pu[ng in
a personal response is just as good as you doing it because they feel cared
for, the customer or the poten'al customer feels cared for, and people will
realize, too, that if you are hiring good people, you have a good business, and
you are a good business owner, so it's all a reﬂec'on of you.
If anything you should be looking at, this is a way to demonstrate that you s'll
care about your community because of the quality of the people you've hired
to help support your community. That's the way I would look at that if you are
feeling a feeling of stress about separa'ng yourself from that kind of role.
So when you have this new set of glasses, when you're looking at your inbox,
and you can say, "You know what? I don't need to reply to this. I don't need to
look at all these newsleVers." I unsubscribed to 99 percent of newsleVers
that I used to follow, and I realized that I don't need to know every single
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launch going on. I don't need to know of every bit of news in my industry or
every new technology coming out. Yes, there are 'mes when I will have to try
and ﬁnd informa'on, maybe I need to ﬁnd new system to do something, and
that's when it is helpful to learn about placorms, new technology because
you don't need to learn about that every single day. You don't need to pay
aVen'on to all those emails. It's beVer for you to create, not consume, and
your inbox is a purely consump'on area. Maybe it's an area where you create
because you email back poten'al customers and that's how you drive your
business.
But, I would argue that is a role that can become systema'zed and done even
beVer without your playing a part in it because your team can start to answer
those ques'ons with templates, with longer responses, more tailored
responses, things that you just don't have 'me to do yourself as well. That's
my second 'p. So, the ﬁrst 'p is obviously hire someone competent. Second
'p is use folders. Try and get down to only one folder for yourself, even zero
folders for yourself if you really want to take things to the next level. Make
sure you are using some sort of templates, canned responses, and ﬁlters.
Those are things your team should build. Obviously, you tell them this is
something we want to do, but then you say, "This is your job. Look for ways
to building, ﬁltering, and templates, canned responses to speed up processes,
to build systems in place."
Also, you can have them create documenta'on because at some point, your
team member is going to leave your business and you want the next person
who comes in to takeover and see all these canned responses, these
templates, these ﬁlters, these folders, and then look at the document and
understand how they work, so there's not too much confusion about the
transi'on to doing that.
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One thing about crea'ng systems for the second point, that's something you
can do on the ﬂy. In fact, I think this is really good if you do like what I did to
Angela. Have that person come into your inbox and ﬁrst of all, watch. Second
of all, start taking over. But, once they get to the point of competency and
they are actually dealing with your inbox, then they have the space to start
basically on the ﬂy crea'ng systems, so I would recommended at that point,
that's when you say, "Now is your job to systema'ze, to create ﬁlters, to
create structure, and even go a step further. I want you to create processes
that can actually do two things, the most important two things for any
business-- get new customers and retain exis'ng customers."
That is an area where I tell my team all the 'me, "If you can see a way to
create a system, a beVer follow-up process, do a personal phone call, do a
Skype call, maybe some kind of live chat, whatever it is, something to
enhance this process, maybe go outside of email, whatever it is, start thinking
that way."
This is such an important point. Your email person, as I said earlier, becomes a
customer support person and a salesperson. But, not only that, they can
become essen'ally a leader, a leadership role within your company, giving
them the power to really excel and show their ability to get new customer
and retain, or stop people from cancelling or refunding and so forth.
We have a team member in our business, Claire, who actually keeps track of
all the people that she has either saved from cancelling and refunding, or
people she's convinced whether it's from a what we call, a clarity call which is
a Skype call with a poten'al customer, or anything else like a live chat, or an
ongoing email discussion. How many people she has brought over the line to
become customers, maybe even to upgrade to our more expensive ﬂagship
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program. That's something you can look for and encourage in your email
person as well.
That's where the key points here. Hire someone competent. Build structures,
ﬁle folders, ﬁle templates, documenta'on. Three, have them move beyond
just being responsive to being proac've and trying to get customers and save
people and then, you've really got a business that can poten'ally grow
without you simply from the act of hiring someone to help with your email.
Now, I'll be honest with you. Angela didn't really become a person who
handled the more advanced things I am talking about there. She simply didn't
have the 'me. A]er she had one child, she had a second and then a third, so
she basically had those 10 to 20 hours she would give me and that was
enough to respond to what we have coming at us. We had many
conversa'ons over the years about could she take on more work? Could she
start being proac've? Could she be looking for ways to bring in new
customers? She just didn't have the 'me.
A]er I sold that company and built my new team for my current blogging
business especially in the last few years as we've expanded the team to have
mul'ple people in the email client care role, we've really been able to go
much deeper and do things like that. So, my team right now do a lot more in
terms of just responding to things in the inbox. Yes, their job is to get their
inbox to zero. But, they've got a bunch of diﬀerent folders designed to help
them with the follow-up process. They are very proac've in crea'ng things
like clarity calls, ge[ng people onto phone calls to bring them across. That's
something you could really think about with your business if you're at that
point. Obviously, step one is just to get someone taking over your inbox, so
you can be at inbox zero.
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Like I've been. I haven't done my email now for as I said 12 years. I certainly
look at my inbox on a regular basis usually on my phone just because I like
seeing what's coming in. I have a private email that something I should point
out. I s'll keep up personal email for non- business messages. And, I've really
become even more diligent with that in the sense that I'm pulling myself
completely out of the business and making it so all I deal with is my private
email. I'm trying to completely remove myself from the business email, so that
Yaro folder barely has any emails at all in it, because I'll be honest with you,
over the years, even though I've handed my inbox to other people, those Yaro
folders was s'll a job, a job I didn't have to do every day. That's great if you
can get away from the point where you don't have to check your email once a
day even.
This is something I remember recently I was having a dinner conversa'on
with a bunch of entrepreneurs in Vancouver, and I talked about how I don't
handle my email, and they could not even imagine not checking their email in
a 24-hour period. That alone was blowing their mind. "You mean, you don't
have to check your email and reply the messages once a day?"
No, I was saying not even once a week. I was going two to three weeks
without actually processing my emails. That being said, every two to three
weeks, I would have a fairly large pile of emails to deal with. It was o]en just
scanning through newsleVers and archiving them, replying to maybe ten to
twenty messages. But, like I said, that wasn't something I did in a 24-hour
period. That was a 7- to 14- to 21-day period.
Right now, because of the last few changes I made to really unsubscribe from
the last few newsleVers and tell the team, "Everything is in your hands," I can
honestly say that I probably only get 5 to 10 emails a month in that folder
that I have to personally deal with, and o]en they're just things like
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nego'a'ng certain podcast interviews or replying to a podcast interview
which is obviously only something I can do because I have to be on the
podcast to do the interview. But, things like booking the podcast interviews,
other systems are done, I used [unclear] to book podcast interviews. It really
is something you can't completely, almost completely down to 1% of your
messages that you have to personally deal with, if you take that on board.
Okay, so I think I've given you a preVy good summary. I just want to clarify
how things have evolved to where they are today. So, I started with just
Angela in the customer service role. Then, I sold that business, then with my
blogging business, I've gone through various team members and we've had as
many as three people manage the inbox primarily because I wanted 24-hour a
day monitoring of the inbox because we have people coming from around the
world who are interested in my products and services, plus the client care
team in my business today handles live chat as well, so I like to have people
available to do live chats 24/7.
At the moment, as I record this though, we have two people who manage my
inbox and do a great job. It's really completely oﬀ my hands. It's folders. It's
ﬁles.
What I really love about the current team is it's about them taking ownership
of that role and seeing it more than just a responsive clearing the inbox job.
It's no, no, no. We actually play a crucial part in helping this business, not only
maintain itself but even grow. We're at the front line. We bring in new
customers. We can have ideas and test them to bring in new customers or
retain customers. We can even be part of the conversa'on on how this
business will grow, what we will do, new ideas and how we actually spend
money, so they become leaders in the business, as well. You can reach that
point if you hire great people and ﬁrst of all though, get the basics done.
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I'm going to wrap this solo episode up with a ﬁnal few steps for you to
implement, a bit of a summary. The ﬁrst thing I want you to do is, remember
the steps I've given to you. So, ﬁrst of all, make the decision to step away and
remove yourself from the day-to-day aspect of your inbox. As a step one, you
don't have to be a 100% out, but make the decision that you're going to hire
one person to take over your inbox.
Two, hire someone competent. This is a role where you have to trust a
person. You can't just grab any random VA and throw them in your inbox
straightaway because that's risky. You don't know who they are. You don't
know what their skill level is. You're not sure whether they're going to run
away with passwords. This is a fairly in'mate security issue with your
business. It's not something you give to anyone, so you have to trust them.
That may take 'me to ﬁnd the right person. That may take maybe some face
to face, or Skype-to-Skype kind of conversa'ons to really get a feel, maybe
you have to give them small parts of your inbox to deal with at ﬁrst.
Some'mes though, you have to throw in the deep end and see how they go. I
am also going to men'on something at the end of this episode regarding a
service that I'm oﬀering in a partnership with my team to actually do your
email for you. More about that coming up very soon.
Two, once you got the trustworthy person, and get them doing things on the
ﬂy. So, have them ﬁrst of all monitor and watch how you do the job, then
have them take over what they feel comfortable with, leaving some of it for
you that they are not ready for, and slowly have them takeover everything.
Have them then start making template replies, canned responses,
documenta'on on how things work, ﬁles, folders, ﬁlters.
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And then, once they are completely competent in the reac'onary email, tell
them to start being proac've, start looking for ways to improve your business,
bring in more sales, or stop people from cancelling and refunding, retaining
exis'ng customers. Once you reach that point and you've got a really
powerful proac've team member, and that's what you're ul'mately trying to
get to.
But, if as a bare minimum, you can get someone who can take all the email oﬀ
your hands and give you that freedom, give you that sense of comfort
knowing that you don't have to check your inbox every day, that is a huge
step forward towards living the laptop lifestyle. That's the process I
recommend you go through. You can take it to mul'ple team members as I
have done if your business warrants it. You might have so much email coming
in that you need three, four, or ﬁve people. In fact, they may become a very,
very important part of your business because they are essen'ally sales
people, as well. That's something to consider. It might be a key vehicle for
growth in your business.
But like I said, bare minimum. Get someone in there. I honestly believe within
a week of that person being in your inbox, they can take away 80% of your
email. There is a real 80- 20 rule here. They can deal with 80% because 80%
of your email is going to be messages that you don't need to deal with
because they are really simple than newsleVers. They are things that can be
replied to with one sentence like, "No Thanks".
All these liVle things like that, they can deal with. They can learn very quickly.
The remaining 20% might take longer, but how would you feel right now if
80% of your email was no longer your job? I am preVy sure you'd be happy
with that, and that can happen within the next week. That's a realis'c
outcome for you in the next week.
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That leads me to a great 'me to segue into some exci'ng news. I have got a
new business, which is going into a beta launch period. That is as I record this.
In fact, when you listen to this, it might be out of beta and fully be available
to the public. However, as I record this, we are only looking for our ﬁrst few
beta trial people for a new service and it's got a great name. It's called
InboxDone.com, Inbox Done, which essen'ally means your email Inbox Done
for you.
If you like everything I've talked about in this podcast, I am partnering with
my client care team to essen'ally oﬀer the same level of service that my team
does for me to a select handful of other entrepreneurs, other online
entrepreneurs. If you'd like my team member, one of them to basically take
over email for your business and do everything I talked about in this podcast,
do all the canned replies, the templates, learn about your business, and go in
there every day and actually reply to your message, starts se[ng up systems,
and poten'ally even become a person who brings in more sales because they
learn how to deal with those client queries, to chase up poten'al customers,
these are the things that may be you don't have 'me to do, or you know you
want to do, but you just haven't found the way to do it or you are not sure on
the best kind of follow-up process, my team have done it for me so they can
do it for you.
However, because I only have a small team, we don't have capacity for many
people, so this is going to be a really bou'que service for a handful of other
online entrepreneurs. We are looking for someone to really be a partner and a
team member to step into your business and take over this inbox, this email
role, learn how your business works, and become a fairly regular part of your
team. This is an ongoing role. They become an in'mate member and they
have an in'mate understanding of your business, so that's important.
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If you're looking for someone like that, someone you can trust because I trust
them, then inboxdone.com is the website address to go check out.
Depending on when you're listening to this, you might ﬁnd an early no'ce or
a coming soon, or you just missed out, but there will be another chance to
sign up no'ce on that page where you can enter your email address and we
will let you know as soon as the doors open.
But, like I said, this is a bou'que service because it is so personalized, so
tailored. We're not looking to do a really, really low-priced shoddy job for a lot
of people. We are looking to oﬀer a higher priced, but premium-quality
service for a handful of entrepreneurs who really understand the value of this
kind of person and you want to break free from email forever. That's
ul'mately the goal here. So, you'll never have to deal with the email in your
business ever again and you feel conﬁdent that someone responsible and
trustworthy is dealing with it, and even someone there who could poten'ally
grow your business.
Inboxdone.com is the place to go if you are interested. If you are one of the
lucky people who applies and gets accepted, I can't wait to start working with
you on this new business we're launching. So, that's inboxdone.com.
Okay, I'm going to call that done for this special EJ podcast solo edi'on
talking about how to get your inbox empty, how to get down to inbox zero,
and get to the point where you can never deal with email again, just as I have
not had to do, I have not dealt with my email personally now in over a
decade, and as I said earlier, I believe, it is the single best thing I have ever
done to live the laptop lifestyle.
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I hope you take away some of the ideas I've talked about in this episode and
apply them to your business. If you do manage to break away from email and
something I said today helped you do so, I would love to hear about that. So,
please hit me up on Facebook, or TwiVer, or Instagram or send us an email
and let me know how your life and your business changed because of this
podcast. And if you apply to inboxdone.com, I can't wait to hear more about
what your business is about.
All right, I'm going to call that the end. This has been the EJ Podcast. You can
ﬁnd all the other episodes including other solo episodes like this one featuring
just me, as well as a huge back catalogue of amazing interviews with
entrepreneurs like Tim Ferris, the founder of Aweber. There is Steve Baxter,
one of the sharks from Shark Tank in Australia... There's all kinds of amazing
interviews from people who are doing online businesses, a lot of bloggers in
there, all within the EJ Podcast archives.
That's EJPodcast.com if you want to catch those. If you want to ﬁnd the show
notes, and all the details and links to go along with this episode, you can go to
EJPodcast.com/5. This is the ﬁ]h episode of the EJ Podcast Solo Edi'ons.
Okay, that's it from me. My name is Yaro. Thanks again for listening and I'll
talk to you on a future episode of the EJ podcast.
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LAUNCH, GROW AND PROFIT
FROM YOUR OWN PODCAST
USING THE ‘INTERVIEW
STORY’ FORMULA
Podcas'ng can be a great way to engage with your audience, drive traﬃc to
your website and promote your products and services. If you’ve ever
thought about star'ng a podcast but don’t know where to start, Yaro has
created Power Podcas9ng: a step-by-step training program that teaches you:
• The basic technical tools you need to start podcas9ng FAST
• How to reﬁne the strategic purpose behind your podcast by becoming
clear about what you want it to do for your business
• How to conduct a ‘Podcast Launch’ so you can make a big splash
when you ﬁrst publish your podcast
• The 10 step process for crea'ng a powerful storytelling interview
• How to NOT be dependent on iTunes for your podcast traﬃc growth
by tapping into other powerful referral traﬃc sources
• Three diﬀerent op'ons for charging money for podcast content, and
what op'on I recommend you focus on.
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