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WHAT COULD YOU BE DOING
INSTEAD OF EMAILS?
Your email done for you by a real human!
Email sucks your .me, yet so many entrepreneurs, authors, speakers,
consultants and working professionals manage their email all by themselves.
At InboxDone.com we provide you with a dedicated email manager, a human
being with English as a ﬁrst language, who will custom build and operate a
system to reply, ﬁlter and follow-up all your emails based 100% on your
preferences.
We are email specialists -- that's all we do.
For more details and to apply for your own email inbox email manager, go
to: www.inboxdone.com
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Text Transcript
Full Downloads For This Episode Are Here:
h<p://yaro.blog/28334/will-swayne-2/
YARO: Hi, this is Yaro and welcome to the show. Today, I have a very exci.ng
guest who's big, too. It's actually a part two episode that's a real bookend, I
hope, to an amazing entrepreneurial career. In fact, my guest today is actually
the very ﬁrst person I ever interviewed on my podcast. Prior to that, I did do a
few solo episodes, very short, ten minutes or so. And then, I discovered that
interviewing people turned out to be a way more exci.ng format of
podcas.ng. I guess I have to give a liKle bit of credit to my ﬁrst ever podcast
guest, welcoming back 14 years -- it's 2019 when we're recording this, so
almost 14 years later. Hello, Will Swayne.
WILL: Hi Yaro, it's good to be back, mate.
YARO: Will is in Brisbane or from Australia back from where I used to live,
hence you're going to hear his Aussie accent. Will, when we ﬁrst did this
interview, you had already a successful online marke.ng business. Obviously,
it was a bit smaller than I believe it's become. I think it would be fantas.c to
really take a look at a long term growth case study of your main business and
also look at how that has ballooned into all kinds of other entrepreneurial
projects. Will, having the skill set in marke.ng, it's I think been something
that's really been transferrable for new startups.
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I'm really excited on a personal level because I don't ever really know what
Will has been up to over the last 14 years besides geSng married, making
babies. He's got chickens in his backyard right now, which I don't know about
and mul.ple businesses, property inves.ng... there's all kinds of things going
on.
Will, where do you want to start? How about where you live now? What's
your home life like at the moment?
WILL: Well, we're s.ll living in the place that we purchased seven or eight
years ago in a suburb in Brisbane called New Market, which you know, but
probably most listeners won't. But, a couple of years ago, we bought 13 acres
at Brookﬁeld, which is acreage area about 15ks out of Brisbane. We've been
working on that property and ﬁxing it up and puSng animals on it, and things
like that. The plan is to build out there and then, we'll move out there in the
next year or so.
We have got a few backyard chickens here, but out at Brookﬁeld, we've got
alpacas and goats and soon to be a few other species as well, hopefully.
YARO: Okay, so you're totally geSng into farming. The online entrepreneur
goes analog, huh?
WILL: Yes, preKy much.
YARO: Now, for those who don't know, which is probably everyone because I
doubt they've listened to the ﬁrst episode of this podcast, what exactly is the
business you founded, well tell me when you founded it then because you
already had three or four years into it when we did that recording back in
2005, right?
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WILL: Yes, I think that was 2003 when I started what was originally called
Will Interna.onal, and I just called it that because I didn't have any beKer
ideas. Within about six months, I rebranded it to Marke.ng Results. This is
when... I suppose they were, I don't know if there were already digital
agencies then. There were sort of website design agencies or web
development shops, which were almost like more of an IT-type service.
I started Marke.ng Results and ini.ally, it was more of a direct marke.ng
consultancy because that was my background out of Japan, and the idea was
to help small businesses market their services using direct marke.ng
strategies.
Before too long, I came across people like Perry Marshall and their adwords
stuﬀ, and tested out some of these adwords stuﬀ myself and found that it
was really, really, really cheap and really eﬀec.ve because not many other
people were doing it, and there was no compe..on.
Over a series of years, it took two or three years, it became more and more
digital un.l 2005 or 2006, it was 100% digital at that point. That was the
backstory there.
YARO: You were predominantly seSng up Google adwords campaigns for
small businesses, is that right?
WILL: Yes, we were doing adwords. We were doing simple websites. I don't
think the concept of landing pages as it were like standalone landing pages or
funnels and everything. It was years away. Yes, seSng up simple websites for
businesses and using adwords coupled with direct response copy. It was
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preKy slow going. It was a number of years, I suppose to just build up the
client base and build up the various func.ons in the business.
I think in 2005, I would have been preKy early in the whole process, but
essen.ally, yes, we just helped clients to make [unclear] and got some data
results and put up some case studies and did our own marke.ng. Then, more
people called and said, "I want to get results like those case studies," and
gradually, one thing led to another.
YARO: All right, why don't you take us forward then. Let's just go from where
we were, 2005 or 2006. I remember checking in on you. It was you and your
friend Ed for a while and then, [Chris Ku?], I think I remember too, a couple of
your earlier employees and then, years later suddenly, you're in this huge
oﬃce, you've got a large team, you've got managers, account managers
looking aeer things.
Maybe take us through those small start-up phase versus, I think you're well
and truly past the startup phase now to an actual growing small business. And
maybe, just for the sake of .me stamping this, too, what does your company
look like right now? How many employees do you have? Whatever
informa.on you're willing to share. I don't know if you want to share revenue,
but everyone loves hearing turnover and things like that.
WILL: Well, this is quite a story because at the moment, we are smaller than
we've ever been. I think we used to have one person, but at the moment, I'm
not really ac.ve in the Marke.ng Results business, but I have a very capable
guy by the name of Ben Sweetlove who is the principal consultant. He runs
that business now, essen.ally. He's in the oﬃce. We have another fellow in
the oﬃce, ScoK and the rest of the team are remote team members. There's
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probably quite a number that was in diﬀerent capaci.es, but essen.ally, inhouse there's three of us day-to-day and I'm not really ac.ve in that business.
YARO: Oh okay, so you've gone full circle. You went from a busy on-the-ﬂoor
bunch of marketers to a virtual team.
WILL: Yes, and I can trace that trajectory for you.
YARO: Yes, tell us what happened. There must be some lessons there if you
go big then small, then remote.
WILL: Yes. Some of these, I don't really have a great memory for things that
happened ten years ago and stuﬀ, but basically, back in 2005, we had an
oﬃce in the city. We had two or three team members. We were trying to
increase revenue and so forth. It was a reasonable struggle I suppose to
manage the cash ﬂow of the business while trying to make a bit of a salary
and trying to work things out as we went.
2005 was certainly pre-retainer days. This was all building websites for three
or $4000 per memory, maybe doing some copywri.ng projects for $500 or
things like that. Yes, they're rela.vely small drops of revenue, and I think
probably a year or two later, I decided to move out of the oﬃce in the city. It
was cos.ng... again, not megabucks, but it was cos.ng 20 grand a year to
have that oﬃce in the city and we didn't really have clients visi.ng us. The
revenues, I'm not sure, the revenue might have been 150 grand or something
like that. It was a rela.vely big chunk of rev. I moved back to a home oﬃce
space based out of the ﬂat I was living in at that .me. Team members came to
the ﬂat and we all worked from there, and that worked preKy well, I think.
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For a couple of years, we had three or four team members, and then, I was
thinking about 2007, I realized that this project-based work product was very
stressful from a business cash ﬂow point of view, and it probably was not that
great for the client because the client comes to you. You build them a
website. Then, you ask, "You got your website, but now what?" They need
new content. They need traﬃc. They need op.miza.on. They need other
things like that.
We had a bit of a client base and I basically just had some conversa.ons with
those clients and said, "Look, instead of us building your website and then us
just wai.ng un.l you need some updates to your about us page and we
charge you $100 for it, we want to do ongoing marke.ng for your company.
This is what we're going to do. We're going to manage adwords. We're going
to do some SEO. We're going to do some content. We're going to do some
landing pages and some A/B split tes.ng, and things like that, and we're going
to charge you $2000 a month."
I'm sure that the model existed somewhere but there wasn't certainly an
accepted or a common model. Now, it's common to us, it's common in this
market.
We had four or ﬁve clients. I said, "Yes, okay, I'll get on that." And then,
automa.cally, we had ten grand a month in recurring income. That changed
the game a fair bit because then, you're paying the bills on day one and
anything addi.onal will pick up the results from there. That put a bit of a ﬂow
on the business and we did that for a couple more years un.l yes, I bought
my ﬁrst house in Brisbane and we then moved the oﬃce into that, boKom
ﬂoor of that house, was there for a couple of years and then, the team started
to get bigger at that point. I probably would have had that seven people
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working from my house at one point. So, we thought, "Okay, .me to get an
oﬃce."
We jumped into an oﬃce just nearby recommence that oﬃce path and we
started to grow more there by adding account managers and diﬀerent types
of infrastructure. We had all our tech and all our delivery inhouse. We didn't
have mega numbers but we probably had about four to ﬁve account
managers. I was also on the tools or the chief sales person, but also on the
tools a bit myself, and then, I do the chief troubleshooter bit of work.
That was at the point where the [unclear] income started to substan.ally pick
up. There was more of a ﬂywheel. It was more of a ﬂywheel moving at that
point with recurring clients, with diﬀerent func.ons were easily well-taken
care of and most of those set up and start up and development costs were
covered. That became more stable.
YARO: Do you remember your staﬀ numbers at the very peak when you had
the biggest oﬃce? Maybe that was when I visited you. I can't remember.
WILL: Yes, so we had another oﬃce. We had that oﬃce [unclear] for three
years. Then, we had another one in riverside suburb Milton. That was, we had
a few more people at that point. But, the biggest, the peak, the best year for
revenue and proﬁt was 2016, tax year. We had a dozen or so members,
maybe a few addi.onal hands-on in terms of part-.me support people in
there.
Revenue-wise, we were above two mil, and proﬁt-wise, it was a preKy... We
had a 25% plus proﬁt. That was a bit higher than what we had in previous
years.
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YARO: Would you mind explaining, because obviously, there's a big gap
between 10,000 a month to two million a year in revenue, and a big gap in
years there, too, eleven years between those amounts. What fueled the
growth? What brought in more clients? Was there a change in products
pricing strategy? What happened?
WILL: I think it's a combo of things like in agency world, if you've got a
computer and an internet connec.on and some knowledge, you can be a
digital agency. Your barriers to entry are really, really small.
In order to scale the agency, you need clients and you need delivery capacity.
Clients was never really the problem for us. We went through many number
of years where 80% of that .me, we didn't have the capacity and the team,
but we had clients wai.ng to come on board. We had capacity to generate
clients, but we didn't have the capacity to deliver.
YARO: Why is that?
WILL: Because probably it's partly due to the diﬀerent models that we tested
over the years. Back in the early days, I was a bit of a jack of all trades doing
everything. Then, we hired the next person and they had the stable clients
and they did everything for their clients, and then, the next person did the
same. It was a crae shop model whereby it's like an old-style cobbler business
where each cobbler is making-YARO: A hairdresser's -WILL: -- en.re... Well yes, and the cobbler analogy I suppose, we got the
cobbler making the upper, the sole, and the shoelaces. And then, you got
another one who makes the upper, the sole, and the shoelaces, and so forth.
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And then, we eventually started to move it more towards specializa.on
where someone's making uppers all day, someone is making soles all day, and
then, you're s.cking them together.
YARO: Got you.
WILL: Nevertheless, that was a very gradual transi.on because there was a
lot of moving parts in the sort of work we were delivering because we were
selling up marke.ng, automa.on, and landing pages, traﬃc, and things like
these.
YARO: Right, so you'd have one person doing landing pages, one person
doing ad campaign, one person doing copy. That's how you cobbled it
together, right?
WILL: Yes. The account manager was also the coordinator in the middle who
had a preKy broad skill set, but certain things we oeen had head specialists if
we had enough business in that par.cular category. Not the way that we do it
today, obviously, but that was... and that was probably, I stuck too long
around that non-specialized delivery model. It was more of a generic delivery
model.
That made this quite hard to hire those account managers, hard and slow to
train them. And aeer a couple of years, they might get bored or go, "Yes, I
know this job now. I've got the skill sets now. I'm looking for something else."
People s.ck around for two or three years if you're lucky, and then, go oﬀ to
the next thing. And then, some people, they don't have the ability, desire, or
whatever you want to call it, to acquire all the skills. We had some mishires, as
well. It was a real challenge to keep that pipeline of capacity at the right level
to match the pipeline of new business coming in.
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YARO: I can see why there's that capacity issue. I'm sure though everyone
listening is also very interested in how did you ﬁnd yourself in a situa.on
where you had more clients than you can handle? That's not common. That's
very desirable usually. What was the source of lead? I know you said you
could generate on demand, but why? Magic wand?
WILL: It was all inbound. We've never really done anything outbound
marke.ng. I always preferred the inbound channel.
YARO: What do you mean by that for us novices, the diﬀerence between
outbound and inbound?
WILL: Yes, we had an email, an e-zine as it was called in 2003. It was a
business when you could get away with puSng something on your website
that said," Put your email address in here. Free marke.ng .ps," that sort of
thing.
We had an e-zine. We had autoresponder emails and then, broadcast emails.
We started to build that email list really early, over .me enhanced the
content going out to the list and upgraded it and tried to put out some
thought leadership around lead genera.on frameworks and things like that.
We had traﬃc... We were ea.ng our own dog food basically. We were doing
adwords. We were doing SEO, geSng people on our email list, sending
broadcast, type emails, and then, geSng people to respond and have a
consult discussion and [unclear].
YARO: Prac.cing [unclear].
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WILL: Exactly, which was quite interes.ng because ironically, some of the
agencies, some of the pay-per-click agencies that have grown the fastest and
the biggest in Australia, their client acquisi.on is 95% outbound
telemarke.ng.
YARO: [Chuckle] Ironic.
WILL: Yes, so they're doing that then saying, "We'll manage your adwords."
Not here, but that was... that certainly doesn't work here.
YARO: Okay. So, what happened next? You found yourself with more
demand than capacity and that model of the cobbler system was not working
too well because people were not really s.cking around or they were not the
right ﬁt, and so on. How did you solve that problem?
WILL: Well, I don't know if we ever did really. There was always an ongoing
challenge. And, I don't want to make this too much of a chronological walk
down memory lane because people might ﬁnd it hard to iden.fy some those
pain points. But, some of the break-YARO: I'm sure the agency owners will.
WILL: What's that?
YARO: I'm sure the agency owners will be listening very closely about your
story.
WILL: Yes, that's right.
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A couple of things that we did to, I guess, to choose some inﬂec.on points in
the business, one was we hired a sales process engineering consultant by the
name of Ballis.x. Jus.n Roﬀ-Marsh is the principal of that ﬁrm and they are
s.ll doing wonderful things and are US-based now. They proposed a
methodology of sales whereby there was a division of labor in the sales
process. Basically, a lead would come in, a sales coordinator, which is basically
like an execu.ve assistant type of role, would book an appointment in with
me to have a sales consulta.on. I would do that chat and I would put
together a proposal and then, I'd go back and present that to the client. Then,
they'd say yay or nay, and then, I would write a brief of the work onto the
account manager and we can hand it over to the account manager. That
bumped revenue by 30% in two months.
YARO: Wow.
WILL: Because the eﬃciencies, there was much more eﬃciencies in the sales
process. I wasn't faSng around trying to call people back and book
appointments and yes, things like that. That was very eﬀec.ve.
Another thing that was very eﬀec.ve, I'm trying to think of the .ming of
this... it would have been say 2011 or 2012, maybe a bit later, we had a
couple of bigger clients whereby they... Ini.ally, they'd come to us and they'd
say, "Can we have some SEO, some adwords management...?" We go, "Yes,
sure."
We start doing adwords, but it wasn't very strategic or overall global thinking.
We thought we can probably go to some of these clients and say, "Hey, how
about we spend a day together on strategy and we'll work with you and we'll
work at all the leverage points in your business to implement and we'll charge
you three grand for that process."
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Ini.ally, that was a career big thing to be proposing a 3K fee for "a day of
consul.ng."
YARO: It's quite cheap.
WILL: Well, it seems cheap today, doesn't it? But, ini.ally, because the model
we had come from was all about doing work for work product, money for
work product. But, we had a few clients that could see the beneﬁts and went
ahead with this since.
Ini.ally, it was not very eﬃcient to deliver because there was usually a lot of
writeup and other stuﬀ out of it. But, what we found was that we could look
a lot deeper into the client situa.on. We could come up with beKer
recommenda.ons and we could quan.fy the value of those
recommenda.ons a lot more precisely, which meant that we could up with
scope of work and more things that we could do for the client and the client
was very percep.ve to those when they'd go, "Yes, this looks awesome. Let's
do that."
That allowed us to basically do more for each client, add more value for each
client, and charge more for each client. It took a couple of, probably two or
three years again, quite slow when you look back on it, but eventually, we
made this the single dominant sales model in the agency.
Client comes in, has a conversa.on, and we assess what they want to do,
assess if there's a ﬁt, and then, I would say, "Okay, the way we work from
here is to ﬁrst of all, go through a strategy process to really map out exactly
what the leverage points are, map out deliverables A, B, and C." As a result of
that, we can then develop an implementa.on plan. The rough price points of
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those implementa.on plans will be between ten and thirty grand, and then,
we can go and execute.
Basically, we wouldn't take on board any clients un.l they had engaged the
strategy service and paid the 3K.
YARO: Right. It's like a qualiﬁca.on tool, as well, to get a highly qualiﬁed
client because they are already spending three grand. They are much more
likely to then jump on board for ten or twenty grand implementa.on product.
WILL: That's right. Also, we did have people who wanted free analyses, free
proposals, or they had some tac.cal requirement that they wanted us to just
jump into. We developed good ways of basically saying no to all those
requests. But, the thing is, once you go deep and you ana-- A client might
think they're geSng value by asking for a free proposal, but a free proposal is
going to be... It will take an hour to put together and it's not going to have a
really .ght handle on the situa.on. It's probably not going to be the best
course of ac.on, and it's going to cost them money to implement all that, and
maybe halfway through, you realize, "Oh gee, if I'd have more .me to think
about it, I would have proposed something diﬀerent, but I suppose we're
moving now, so let's see how we go with this."
But, with the strategy process, you go deep and you've got a much beKer way
to set the direc.on.
YARO: Hmm, I understand.
WILL: And get results. So yes, that was good. And again, that process of
charging for the strategy, A, brought in some more revenue, but also nine out
of ten clients that went through that strategy process engaged us for
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implementa.on. We no longer had a situa.on where we were pumping out
page proposals and then, one in ﬁve go, "Okay, you all go ahead." It's really
interes.ng shie to the business model.
YARO: So, it's like more conversions but far less applica.ons was the way to
look at it.
WILL: Exactly, yes.
YARO: Okay, so did that take you all the way up to the big year in 2016?
WILL: Yes, essen.ally we had a few good buildup years there. Around that
.me, I was star.ng to look at diversifying my income or poroolio, if you like,
from that business point of view. I've been doing the agency stuﬀ for like how
many years, 12, 13, 14 years at this stage.
YARO: Were you bored [chuckle]?
WILL: I was looking for new challenges. I think I was looking for new
challenges and also, someone once made a point that, agencies are great. You
can start with a computer and an internet connec.on. But ul.mately, you
have to be adding a lot more business value than you're charging for because
if you were not, then no one would engage you.
There were opportuni.es in business. I have started to have an equity
posi.on in a business and to actually capture that full income and equity out
of that business. Does that make sense?
YARO: I think to put that in layman's speak, you mean you could take your
skills, apply them to another company that you had some kind of ownership
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in, maybe in a partnership, co-founding or something like that, and therefore,
you get an ownership, an equity gain rather than just running an agency,
taking your salary, and so on. And, why not do both, right? Once you build
systems in the agency, you can step away a bit and play around with some
ideas.
I remember, because you always had people in real estate interested in doing
things with you. I remember down in West End, there was that... what was
that? It was like a retailer of rugs? Was it rugs? You did a whole bunch of
adwords for that guy and he became a specialist in-- What I am basically
summarizing here is, Will, I remember you through the nature of the agency,
and especially when you were hands on with a lot of the adwords campaigns,
ﬁnding yourself a specialist at selling other people's stuﬀ, as well. Is that kind
of what maybe eventually led you to do your own spin-oﬀ business?
WILL: Yes. Just to get to some speciﬁcs, I suppose I was open to these new
opportuni.es and the other thing with having your own business versus... or
having a direct business rather than helping other people market their
businesses is that you get to be the captain of the ship and you get to decide
what you're going to do where some.mes, you might pitch a client on say,
"Oh, we should do SEO now."
But, the client goes, "Nah. I'm preKy happy with adwords." But, SEO might
generally be the best vehicle to grow that business. If it's your own business,
you make those decisions and you live or die by the consequences.
YARO: Right.
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WILL: So, I think chronologically, there are about three businesses that I spun
oﬀ in rela.vely short order, but one of them was a shed manufacturing
business.
YARO: Awesome.
WILL: So-YARO: An obvious choice.
WILL: An obvious choice. A contact of mine introduced me to some mutual
friends of his who have been developing steel shed designs and building steel
sheds for about 20 years, and they... I guess steel sheds are everywhere in
the world, but there's this quintessen.al Aussie shed, corrugated kind of
shed, you see it all over the place, and they've been developing this and they
were looking for ways to grow that business. They ini.ally looked into
franchising, so having showrooms doKed around diﬀerent country towns and
ci.es, and growing that way. But, that's the real last century model. Anyway,
my friend put us all together into essen.ally a strategy situa.on where they
explore this digital model. We looked at the digital model and worked out
how we could revolu.onize the shed business by reaping out a lot of cost and
making it much more responsive and expanding the geographical reach to a
na.onal presence, and all of that stuﬀ.
As a conclusion of that conversa.on, we said, "Well, there's a couple of ways
we could do this. We could use an agency or we could go partners on this."
Eventually, we preKy soon, we decided to go down the partnership route and
launched that business. That business is called Designer Sheds. That's gone
really well. It's been going for about three years now, but essen.ally, we've
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got a very digitally enhanced sales and delivery model whereby we generate
leads from all over the country and people will get on the call with one of our
sales people to have a screen sharing session, basically explain what they
want in their shed and the salesperson will design the shed in front of them.
And then, aeer they get the design, they say, "Okay, let me price this up. This
will be $15000 delivered. Would you like it?"
Then, they'd go, "Yes." So, we then build, we'll [unclear] all the components
through the Blue Sky which is a big steel [unclear]. We have lots and lots of
diﬀerent branches in Australia and send that shed to them in kit form. It's a
preKy big kit, but it's in kit form. Then, they'll build it on site through their
own builder or whatever.
YARO: What's the lead source for that? You said you're geSng them all
digitally. Is it your bread and buKer, ads and landing pages and email
campaigns?
WILL: Yes, exactly, all of the above, ads, organic, a bit of Facebook. When I
say Facebook, mostly paid, and yes, email autoresponders, diﬀerent types of
campaigns there.
That business, yes, the ﬁrst year or so at least, it took a while to build that
infrastructure and automa.on because one of the things that makes sheds,
specially custom sheds, how to build is that they are surprisingly ﬁddly. You
look at them and think, "Oh, it's just a steel box," but when you go down to
customiza.on, they are super ﬁddly. There are lot of ways you can miss out
components or make stuﬀ up in diﬀerent ways. That was the technology that
my business partners has, which is all about the shed, the custom design and
pricing and provisioning. I'm the guy that's get the funding.

19

First year was working out at a diﬀerent system for air prooﬁng and
troubleshoo.ng and then, we've added marke.ng pillars, added sales people,
and then, now they are... a typical shed salesperson working out of a
showroom. It depends on the day but they might only speak to one or two
customers a day. With our model, we were drawing from these the whole
country, our shed salesman and our... they're doing 15 or 20 customer
consulta.ons every week.
YARO: I hear a popular crow in your background. [Chuckle] I haven't heard an
Australian crow in a while.
WILL: Yes.
So, yes, it's a way to get more capacity out of them all. There are some
challenges, as well of course being the remote model, but yes, that's gone
well. I've got high hopes for that business over the next few years as we
con.nue to scale that. I think the model is dialed in and it's now put foot on
the accelerator. They are not the capacity issues that I have faced with the
agency, for example. That's exci.ng.
YARO: And you said there was two others?
WILL: That was business number one. Business number two is a property
investment business advisory. I've always been quite interested in property
investment. Right about 2015, I started looking to buy business premises
through what you call a self-managed super fund. For the Australian listeners,
that's like a re.rement account 401K account or something like that. Anyway,
you can buy business premises in your own super fund, and then, you can
rent it to your business. This is very... It has lots of advantages. It is tax
eﬀec.ve. You are paying rent yourself rather than paying it to the landlord
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and all that stuﬀ. Fished around for a couple addi.onal premises. It's hard to...
Yes, there were a few disappointments of deals .pping over or whatever, but
eventually, myself and my wife purchased a building in Bonny Hills, which is a
preKy very central suburb in Brisbane and we put the business in there. It was
an industrial premises. It was quite basic in terms of internal ﬁt out but good
land and etc and put the [unclear] in there.
The advice I was working with on that front was someone I've worked with
before for a number of years, and I think one thing led to another there and
we decided to do the same model with proper.es. So, again, I would do
business genera.on, lead genera.on. He would handle the advisory side and
that has been... Also similar path, ﬁrst year, working at the model and trying to
build up the systems and processes and that sort of thing. Then, it's gained
probably about three years in there with that. That's been rela.vely
successful. The property market had a bit of a boom and now it's on a bit of a
downturn in Australia depending on where you are, so that's slightly harder
condi.ons than it was. But, that's been an interes.ng path, as well.
Yes, that was play number two [chuckle].
YARO: It's sounding like a very similar story with each of these side
businesses.
WILL: Yes. This is an interes.ng lesson for people that have been involved in
marke.ng or agencies for a long .me. Over that 12 years that I was in the
[unclear] phase in the agency, I worked with, I don't know, how many
hundreds of businesses. You see lots of diﬀerent business models, lots of
diﬀerent growth models, and lots of ways that things can go wrong and right
and eventually, you get a bit of... you learn so much from other people's
experience. You can go, "Well, here's a bit of a formula."
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I eventually got a formula that's on a piece of A3 paper with a bit of a
checklist of all the stuﬀ that I will look at in the business and do and gradually
try to build for that business over a period of .me. There's only so many ways
to grow a business, really.
YARO: Mm-hmm. What was the third one?
WILL: The third one was the one where I am most involved at the moment
and has been most challenging. Essen.ally, it's a CRM automa.on soeware
product for mortgage brokers called Broker Engine. Another long-term client
who's a mortgage broker came to me a few years ago for strategy around this
soeware that he developed as an inhouse tool and he was geSng some
interest from other brokers who were saying, "What do you use for your
internal processes?" He'd explained it, and they would say, "Can I use that,
too? I'll pay you money for it."
He came through a bit of a strategy session with myself and took a lot of...
between that and when we started going forward, it might have been six or
nine months, I can't remember exactly, but essen.ally, we decided to pan
around that and I would .p in some funds as he did and we would develop
that product into a more of a commercial product.
Yes, that's been preKy interes.ng. First thing, being I talked about price of
entry. To be an agency, computer and internet connec.on is ﬁne. To have a
soeware product, you need to build a lot of soeware, a lot of features. Yes,
you can build it feature by feature, but when it's 99% complete toward a
minimum viable product, it doesn't have any value. It's the last 1% that then
allows you to have some value and to bring on board customers.
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The development costs are very substan.al and we've got a SASS model
where we're selling the soeware on a license basis for $150 a month or $100
a month depending on the user type. We need a lot of users to keep ini.al
investment.
Yes, that's been a real growth journey in terms of just the entry. Yes, it's not
as simple to adjust. In the shed business, it's like, "We've got sheds. Okay
customers, do you want a shed? All right, we design it. Okay, surprise. Shed.
Okay, bye."
With a soeware, there are so many layers of complexity there. There's user
onboarding. There's reten.on. There's all sorts of things like that. And also,
from a product perspec.ve of... everyone's had to get their hands dirty
around helping the products succeed and design up UX and UI screens or
provide feedback on the product itself. And then, we've had to get a lot more
rigorous about planning our strategic priori.es that we use and we use Verne
Harnish's One-Page Strategic Plan to do that. We had to get a lot more
rigorous around a weekly, monthly, quarterly mee.ngs and things and
priori.es and make sure that we're on track there.
Soeware being soeware, it costs a lot more than you expect and takes a lot
longer. So, we've had all of those challenges but we've just launched our new
version which is... and this is a liKle side by here, the ini.al version was built
on the back of Microsoe dynamics, which is a CRM system with its own
licensing model. We were building a layer on the top of that for lots of, in
retrospect not very good reasons, but essen.ally, we ended up with a product
that was really more Microsoe dynamics than it was our own product. So, we
had to redevelop the whole product in our own technology, which is built on
Django, Python, React. That again, very expensive and .me-consuming, and
again, cos.ng a lot more than we expected. We've just now launched that.
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We're on the market with that product now and star.ng to get more users on
and par.ally achieve some solid growth this year to start making some money
someway.
YARO: Interes.ng. The advise sell sheds not soeware could be a takeaway
from that comparison, although obviously, it's whatever your business model
and the skill set of your team can do. If you didn't have the partners to make
sheds, you would probably be preKy useless star.ng that business, too, right
Will?
WILL: Yes.
YARO: Interes.ng.
WILL: And, I think it was Jay Abraham who... and this is a bit of like agency.
Jay Abraham talked about doing his... he used to do marke.ng conferences
and get a thousand people in the room... I think part of the reason why he
used to do those conferences was to iden.fy the three or four or ﬁve
businesses that had a really good, really poised to grow the businesses that
he would partner with on some proﬁt-share basis. The point of the
conferences from his perspec.ve was largely to iden.fy the four or ﬁve.
In the agency perspec.ve, I think agencies have this opportunity as well. If
you've got 50 or 100 clients, and there's a bit of churn every so oeen, so
every course of a year, you might be talking, really looking in depth into the
wheels of growth in 100 plus businesses. It doesn't give you the opportunity
to cherry pick or at least propose some partnerships if that's viable.
YARO: Right. Yes, that's fantas.c and hopefully, the agency owners listening
in will be thinking, "Ha, I didn't really like to do this and now, Will is showing
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some interes.ng examples." I'm curious to dive into on the side business, a
second side business, and now, obviously a third one that does seem to
sound like it's taking a bit of .me to get going, what happened to the agency?
Because you must have had to separate yourself and you did men.on this at
the start of this interview, you have scaled back to a completely virtual team
basically, and you've got a CEO-type person who is running that company.
Can you just explain how that all eventuates and maybe even how that
impacts your life? What's a day in the life of Will in terms of running or being
involved with four diﬀerent businesses?
WILL: Yes, it's a good one. I think everything happened... The last three years
have been very diﬀerent from the previous twelve. The previous twelve was
climbing the same mountain at a slow pace, and the last three have been... I
don't know what the right analogy is, probably sliding-YARO: Picking the fruits and growing more trees by the sound of things.
WILL: Well, it's converted into a roller coaster space. In the process of
star.ng these businesses, they required a capital. Sheds and property, not too
much, but soeware a lot more. At the same .me, we had, yes, let's say we
had a dozen people in the agency. We had a couple of account managers
who basically resigned about the same .me. I think we might have had say,
six account managers. We were puSng out feelers to hire more account
managers, tried a couple of people, had some mishires and stuﬀ like that
which are .me consuming and costly.
What I was ﬁnding is that whilst the ﬁnancial results were going well, etc., so
much of my .me was taken up with HR, management, looking at accounts,
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planning, and all that stuﬀ, and compara.vely liKle .me around growth and
doing marke.ng, helping people grow. That's what I like to do.
We had the layer of management and everything like that. That's great but
the management starts to... it does take up a lot of poten.al proﬁt because
you... you know how to do this, right? You got liKle managers and not
necessarily dollar produc.ve but they are sucking up your proﬁts.
Although we had more scale, it wasn't necessarily much more proﬁtable than
it was at a much smaller size, and we had a couple of people who didn't work
out or resigned around the same .me. I sat down with the management team
and really looked at the future of that business and said, "Do we really want
to go through a bit more hiring and training spree? We're going to have to get
back on the tools basically to soak up the clients and then, now without an
account manager. And then, we got account managers and train them, hand
over the clients back to them." That would have been like a twelve-month
process. I wasn't that excited about that process. So, we ended up making a
decision to go back to a small lane and distributed team, and worked out that
the co-structure would be fairly aKrac.ve, I suppose or would not have some
of those big ﬁxed costs of the [unclear].
That's what we did. I had to have some hard conversa.ons with our team.
There were really good team members among them. I sort of said, "Look,
we're basically going to re-imagine the agency and call it downsizing, and so,
thanks for your service. This is what we're going to do." One Friday aeernoon,
I said I had to lay oﬀ eight people.
YARO: Yes, tough day.
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WILL: In one go. Yes, that was a tough day. I'm sure it was tough for them,
too. But that was a hard day for me, too.
Yes, so we moved up to the top ﬂoor in the building and then, over a period
of .me, we searched for commercial tenant to then occupy the boKom ﬂoor.
That's preKy hard to do [chuckle] actually, [unclear] for commercial tenants.
They tend to be long-term leases but hard to get. The market was preKy soe.
We had a really good real estate agent who assisted with that process and we
found a very good and suitable tenant who's now been in there for about a
year. They are actually a doggie day care business. So now, we're a marke.ng
agency on top and doggie day care below.
YARO: That must be very noisy downstairs.
WILL: Well, they put in some sound prooﬁng, so that was a blessing. But, the
good thing about this is that the doggy day care is not going to get digitally
disrupted. People are s.ll going to want their dogs and they are s.ll going to
want their hair clipped and stuﬀ, so I think we're safe from a tenant point of
view there.
But, only just I suppose coming back to the cashﬂow thing, the cost of
downsizing was quite large. You got to pay out people their annual leave. You
probably got a lot of lessee costs that are suitable for a 12 or 15-person
business, and now you're a three-person business. You got to trim away those
costs, these contracts to see through, whatever. We had a lot of cash going
out that way. We had the lower ﬂoor of the building temporarily unoccupied
and I was puSng money into these new ventures, and they were not
necessarily producing coin at the same rate.
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Around about the same .me we bought the acreage, 13 acres at Brookﬁeld,
so there was a lot of big transac.ons going on and a lot of ouolows into the
income side of things. It took a while to put the brakes on that and basically
go, "How do we turn the corner here and get these things moving again?"
Now, probably, I'm just at the post where things are heading on the up and
up again. It has taken two or three years.
YARO: So, is a lot of your personal .me now spent managing campaigns for
these other three companies?
WILL: Not so much. I've got... Again, I'm just being able to draw on those
agency resources. I've got a specialist generally in each area who are
providing what they... a lot of the work products for those companies, so
Facebook adver.sing, adwords, SEO researcher. I'm more of, an overused
term, but a growth hacker who is trying to work out what the leverage points
are and the next steps are and then, making it happen.
I dabble in some of the tools a liKle bit but essen.ally, the heavy lieing is
being done by other par.es. And, there has been some good... economies
have scaled around us, tech stack and things like that. We got standardized
tech stack so we can go, "All right, for businesses A, B, and C, we need this
thing put in place," and we use the same stack, same tech, same [unclear], and
that makes it a lot more eﬃcient once we work at what you know.
YARO: Okay, I feel like we've come full circle here. We've summarized
everything. Thanks for clearing up all the steps. I like the chronology. I think
it's actually interes.ng to see the evolu.on of an agency in par.cular. I think
anyone who is an agency owner or geSng into that business will take a lot
from the full cycle of whatever it is, their 20 years of agency life, or maybe 15
or 16 years to see what worked and then, did the decision you make to
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downsize the autonomy control you gained by becoming partners in other
people's companies and using your agency resources to grow those
businesses. I think that in par.cular will be a real eye-opener for people
thinking that this could be a way to create, not just mul.ple streams of
income but some stability, and use their skill set like you said in a more
controlled, "I get to decide where to drive the ship and not let my client make
that choice." That's interes.ng.
As we wrap it up here, if you think back now since the 15, 16, 17 years since
we had your ﬁrst interview. You're obviously in a much diﬀerent life situa.on.
You had gone through a heck of a long journey with one company and then,
had some fun now growing some new businesses.
If there was one or two really big takeaways, having a chance to go back and
do it again or maybe to put it into the point of view of the listener who does
not want to repeat your mistakes so to speak, what would you do diﬀerently?
WILL: That's a really interes.ng ques.on. I think I took a long .me to make
key decisions in the agency. I would go, for example, what we should do is we
should start charging the strategy. We could do a day of strategy, we could
charge money for it. I probably had that idea three years before I did it. There
was a lot of .me between thinking of the idea and ac.oning it. There were
always some reason why it couldn't be done or it wasn't the right .me.
So, puSng things into ac.on faster, having a mindset more of
experimenta.on, and going, "Hey, let's treat this as an experiment. Let's pitch
this to three clients and see what comes of it. If they say yes, then we'll
[unclear] and we will work and deliver or whatever."
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It was quite quite ploSng in my own development, or it was a bit of a big
snowball gathering, and maybe that's the style that I tended to do things, but
that's one lesson to iterate faster.
I think, now that I've got four companies, it's one too many to be honest
[chuckle] for my current... with everything else going on in my life. Each
company has a... I don't know... You hear Richard Branson and people like
that, they might have 200 companies but in my case, each company has...
there's a layer of administra.on, of set up, of decisions they need to make,
and all of those cut into your workweek so that you've got less and less value
being delivered through your core competency. If that makes sense. If each
company takes ﬁve hours a week just to keep the lights on and stands oﬀ
admin, admin in general, maKers like that, then you've only really got 20 to 30
hours to add value rather than 40 or 50.
Possibly expanded into many companies too quickly without geSng each one
onto its feet. I don't think it's a major issue, but yes, I might have delayed
inves.ng in one more and got up to a bigger stage ﬁrst. That's probably one
takeaway.
YARO: You do realize your two takeaways were one was like I was too slow,
and now, you're saying you're too quick [chuckle].
WILL: That's true. That is true.
Okay, just disregard everything I have just said then.
YARO: [Laughter] Which is terribly a fair call because you had one company
for 12 years and then, you had three and three.

30

WILL: Yes.
YARO: You made up for it in the speed.
WILL: Yes, and I think the current evolu.on of Marke.ng Results as well has
been posi.ve. It's technically like a partner, well, it's not a technical
partnership. Func.onally, it's like a partnership where Ben is responsible for
delivering and he receives a percentage of revenue from the clients that he
brings in and looks aeer. It's a fairly generous and lucra.ve split for him, but
also, because now, I don't have to worry about anything and that works for
me, as well because before, you'd start out with some good revenue, but by
the .me you've got all the managers and you paid for everything, it chips
away at that in terms of proﬁt.
That model is working well and because, yes, he's obviously super mo.vated,
autonomous around, geSng clients in, doing good work, sa.sfying, retaining,
all of that. That's working preKy well, actually.
YARO: Yes, it's actually, I've no.ced this also having been in the space now
for so long and seeing entrepreneurs over .me. For example, Eben Pagan,
he's got a Ben, as well, so to speak with James [Melnick] or James [Mel] who
runs his coaching business. I do not obviously know the ﬁnancial
arrangements, but I know it is a form of co-ownership or partnership that
James had to buy into. It's a nice strategy for someone who's been building a
business for a long .me who does not want to sell the whole thing, but who
wants to step away from it quite signiﬁcantly, and you can bring on a skilled
opera.ons execu.ve person and not exit, but get a good result. That's
another takeaway for everyone listening in.
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WILL: Yes, and the model has worked very well, and I would be, as a growth
path perhaps for Marke.ng Results, it's around ﬁnding another band or
mul.ple people that are interested in the same model. It's probably preKy
hard to ﬁnd because they got to be preKy awesome, but as a growth path, it
does give some light at the end of the tunnel. It's not just a straight downsize
and fade oﬀ to the distance. There's some growth poten.al there as well
which is exci.ng.
YARO: Right, don't have to close down the completely, yes.
WILL: Yes.
YARO: Okay, so where do we ﬁnd you now, Will? Where do you want to
send people? You're not much of a personal brand anymore, I guess, are you?
Because you used to be the face of Marke.ng Results, but I am assuming,
that's not the case anymore.
WILL: Yes, that's right. My proﬁle photo is s.ll on there in the Marke.ng
Results website, Marke.ngResults.com.au. If people are interested, then I've
got that growth strategy map that I men.oned and that's my methodology for
growing a company. It's on an A3 sheet so I could give you a copy or link to a
copy or something.
YARO: Yes, sure.
WILL: If your peeps are interested in that.
YARO: All right, we'll put that with the show notes. I'll link to it or direct
download for the ﬁle. That will be awesome.
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WILL: Yes, cool.
YARO: Okay, any last words, Will?
WILL: I don't think so. It has been good to come full circle. There's been a lot
of water under the bridge, isn't it? Yes, hopefully, I'll be invited back in another
15 years to...
YARO: Talk about your grandkids.
WILL: Talk about how my bionic brain is going.
YARO: Yes, or your chicken farm, alpaca farm, whatever you got.
WILL: Yes, one of the two, yes.
YARO: Awesome, well, I love the mul.-entrepreneur path you take, and I
think it's a lot of fun to say you've got a shed business and a real estate
business and a marke.ng agency and a soeware company that's bleeding and
dry but, that's all part of the journey. That's awesome.
Yes, good luck. Hopefully, we'll get in touch again in some future .me, and
maybe it might be another 15 years, but hey, that's a good amount of .me to
do a lot of stuﬀ. So, keep up the good work.
WILL: Thanks, man. Good to chat.
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WHAT COULD YOU BE DOING
INSTEAD OF EMAILS?
Your email done for you by a real human!
Email sucks your .me, yet so many entrepreneurs, authors, speakers,
consultants and working professionals manage their email all by themselves.
At InboxDone.com we provide you with a dedicated email manager, a human
being with English as a ﬁrst language, who will custom build and operate a
system to reply, ﬁlter and follow-up all your emails based 100% on your
preferences.
We are email specialists -- that's all we do.
For more details and to apply for your own email inbox email manager, go
to: www.inboxdone.com
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