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YARO: Hello, this is Yaro Starak. Today, we're doing a special podcast episode. 
I have on the couch with me a very special lady, my co-founder in 
InboxDone.com, Claire. Hello, Claire. 

CLAIRE: Hello. 

YARO: Thank you for joining me.  

CLAIRE: You're welcome. 

YARO: This is a liSle different. We're doing this podcast in the same place, on 
my couch, which is kind of cool. Claire is visi'ng me from Portland, then I'm 
living in Vancouver. We've been having a few mee'ngs lately just to get to 
know each other as co-founders because we actually met virtually as a very 
common, I think for a lot of co-founders, and certainly online entrepreneurs, 
and freelancers and so forth. I think that's probably where we should start. 
We want to talk about a few different things on this episode, a bit about 
growing with start-ups together as co-founders, what we're learning about 
when we work with different clients. Claire and I have very different roles in 
this company, so if you're currently growing a start-up, you're interested in 
doing the Services Arbitrage business model that I talk about in some of my 
trainings, if you're just interested in email management and how we do that 
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for people, all those topics will be discussed today and that you should stay 
tuned and listen in. 

But first, let's begin with how Claire and I got in touch. I'll let you explain your 
side of the fence, Claire. 

CLAIRE: Sure. It's not a super long story. I've been following your blog for a 
long 'me, along with a few others. It was one of my favorites. 

YARO: You're just saying that [laughter]. 

CLAIRE: Surely, genuinely [laughter]. And then, I saw a work with Yaro link, 
and it was one of the most unique applica'on processes I've ever gone 
through with different steps to go through. I like that you didn't ask for a 
resume, but it was more about skills and experiences that you had and how 
those combine into this very unique posi'on which was a client care manager, 
so taking care of your clients and customers all virtually. Then, I made it 
through all the steps and it's surreal to actually talk to you on Skype for the 
final round of interview and yes, that's how I got in. 

YARO: It's actually a good place to start because what we do with Inbox 
Done in some ways is actually handle the hiring of people rather than our 
clients having to do that, and you could almost say that our hiring prac'ce 
began with the hiring prac'ces for my business that you went through, which 
actually we have to give full credit to Laura, my project manager. I won't go 
into super detail, but when I brought Laura on, it was because I sucked at 
hiring and I was failing at finding anyone good. I have so many different bad 
stories with outsourcing overseas. And then, I hired Laura to help me with 
hiring and we together, did some research on hiring people and came up with 
this process, this special page, which aSracted people like Claire, and also 
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filtered away the wrong people, as well. It's an important part of the process 
for running on my company. I think it's an important part of certainly half our 
business today with Inbox Done is how we hire people maSers a lot, but it's 
let's not get ahead of ourselves. 

Claire came on board as one of my client care managers and I think you 
probably worked a good couple of years almost in that role before we actually 
combined forces as co-founders, and that make sense, too because obviously, 
I had to get to know Claire. I saw the quali'es of a leader in Claire and I 
always love looking for poten'al partnerships and for a long 'me, I've wanted 
to offer this email service to people. I just never really pulled the trigger to 
launch this company. 

With Claire showing up and having the skill set, having done that job for me 
for two years, she really knew what it takes to look a[er someone's inbox and 
build systems and processes.  

I think back in par'cular with you, Claire, it boggles my mind how much you 
enjoyed doing that because frankly, I don't like it like documenta'on, coming 
up with systems. Has that always been the case you've just always enjoyed? 

CLAIRE: Yes, I've done it always, but I realized recently pu^ng the 'me in 
upfront, how much that pays off long term. I think I do it a lot more 
inten'onally now than I ever did before, but I like ge^ng in the niSy-griSy 
details and I really have a minimalist mindset, so I want to streamline 
everything as much as possible and make it just the simplest systems so that 
it serves for a long 'me going forward, so all that upfront 'me to save you 
'me down the road. 

YARO: Yes, which we're really seeing in ac'on with Inbox Done. 
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Just in case you guys don't know what Inbox Done is, I've talked about it so 
many 'mes already, but you never know. We essen'ally decide to combine 
forces and first of all, see whether there was a need for something that I've 
had, Claire being a good example, a person doing my email. Claire wasn't the 
first. For 12 years, I've had people, over the years, managed the email boxes 
of various very different businesses I've had going all the way back to my very 
first Services Arbitrage business, my essay edi'ng company, BeSer Edit. That 
was where I first hired someone to look a[er my inbox, which is really the 
first 'me I broke free and had that four-hour workweek kind of business as 
Tim Ferriss claimed that phrase. 

Then, every business going forward, including my blogging business, there 
was someone there doing email whether it was customer service or just 
managing day-to-day email, all the usual things we'd get-- the newsleSers, 
the so[ware update no'fica'ons, the request for more informa'on, how do I 
download this? Where do I find that? That was work that was taking me away 
from the work that I wanted to do, which was crea'ng product or crea'ng 
marke'ng materials, looking for partnerships and so on. It was important for 
my businesses to have that person. 

It was very surprising how talking to other entrepreneurs, possibly you 
listening in right now, do not have email management handled by another 
human being. It's s'll the entrepreneur, the founder, or the expert, the 
freelancer, the person whose job it is to be a crea've person or the leader is 
s'll doing the day-to-day email, and that's usually what's keeping them 
trapped, possibly even a[er hours doing email at night or early in the 
morning. 
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We want to test this idea of offering email management services just like I 
have for my company for other people. Then, we can talk a liSle about that, 
Claire because this is where you really got your first taste of running a 
company in some ways or certainly running a company in some ways, or 
certainly running a lean test of a business idea.  

I came to Claire with the idea of do we want to provide this service for other 
people, and I can't remember your reac'on. Maybe you can tell me behind 
the scenes what your reac'on was. 

CLAIRE: My reac'on was this very exci'ng, yes, I am definitely interested, but 
I'm in no way passionate about inboxes. Do I want to know all of my 'me to 
this niche?  

But, what I found is that I am passionate about building a business and very, 
very passionate about building and nurturing a team. That's what I love. I 
think that's fascina'ng just in general that you could have. There's a lot of 
boring businesses out there that are very much needed and I think this 
actually, here when you talk about it, you light up when you talk about it 
because it is such a specific pain point for so many people. And so, ini'ally, I 
was, yes, very excited and I've grown to love it even more throughout the 
process. 

YARO: Yes, I guess to be fair, when you first heard me say you wanted to do 
this company, I basically said to you, you're going to do all the work and 
you're going to manage not just my inbox, you're going to manage our first 
test clients' inboxes, as well as a way to test. So, in some ways, I was just 
saying, "Here's more work [laughter], we have to wait and see if this company 
will work." 
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CLAIRE: Yes. 

YARO: But, of course, we painted a picture of the future which was growing a 
company, but we had to go a lean test first. And certainly, we weren't going 
to hire other people un'l we could test it ourselves. That's what lean means. 
And, we put out some ini'al fillers to my subscriber base. If there was anyone 
looking for the service, and we had a couple of people sign up. Our first ever 
client was Cathy. Shout out to Cathy, who I have to say was the perfect 
example of a person who needed our service. Let's maybe take it forward. 

So, I sent this email out and I handed it out to you because you had to deal 
with any person who said, "Yes, I'm interested in this." Maybe you want to 
explain what happened next. 

CLAIRE: Sure, so even though I've been running your inbox, you had some 
established systems already. I came in and added more systems or I 
streamlined systems you had in place along with the rest of the team, but this 
was the first 'me I was coming in with no systems in place from scratched. 
No one has ever touched Cathy's inbox before. 

We opened it up and, I think she'd be fine I'm saying this because she's our 
case study on our website, but she had thousands of emails and so, just from 
that point knowing where to go, but it just amazed me. She's a completely 
different niche, she's a completely different client base, but the same systems 
that we use in your inbox could be applied to hers as well. It's across the 
board. I've seen it work over and over again, the same systems.  

It was first just hearing out her goals and her dream case scenario of how 
much 'me which she liked to s'll spend in her inbox versus how much free 
'me did she want. Then, first it was just organizing and ge^ng that number 
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down and taking care of the whole backlog of emails that had been building 
up over 'me. She's incredibly successful. Her blog is thriving and new people 
coming everyday, so it was a good problem. 

Step two is I started watching how she responded to people and copied her 
wri'ng style, and then, she announced that I joined her team on her 
newsleSer and so, I started interac'ng with her clients when she approved 
the dra[s that I was wri'ng and sending out. 

Then, from there, it just… there's always new things coming up so you learn 
along the way, but that's when we took on our first hire, Alex, and so I was 
able to teach him again these same systems for him to learn and then, apply. 
And so, he preSy quickly took over so that I could brought in my-- 

YARO: I do have one ques'on before we talk about Alex and training people.  

CLAIRE: Sure. 

YARO: You keep using the word, "systems." I think we're ge^ng a hint at this 
thing, what you're talking about Cathy, but even with my Inbox, do you want 
to go over one or two of the most important systems? And this is I guess for 
everyone listening who is s'll doing their own email. You don't have to unless 
you're going to hire us. These are systems you can aSempt to apply yourself. 

What really makes the biggest difference at the start when you enter a new 
inbox like with Cathy. 

CLAIRE: Sure. A lot of people either have no folders and tags or a billion 
folders and tags that don't work at all. It feels really good to make a folder and 
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you think you'll use it, but actually people use around ten folders consistently 
and ac'vely. 

And so, just looking through the list and really categorizing in a smart way to 
where it's going to work to your benefit and then, a[er that ini'al 
organiza'on is done, we look at the text emails that are coming in, and a lot 
of them were reaching out to get someone on a podcast, or were reaching 
out to build a connec'on with someone, someone that were networking for 
affiliate purposes, or if with the customer we're trying to make a sale, and all 
of these things require several different follow ups because people are very 
busy, and so, a lot of 'mes, you don't hear back right away. 

What we did was for these types of situa'ons that require three, four, or five 
mul'ple follow ups, an email for each of these follow ups and a template. And 
so, we can send the first follow up. Of course, it's personalized. It's never like 
the cold response and then, set a 'mer. And so, a few days back, this first 
follow up comes back into our inbox, reminds us that it's 'me for follow up 
two, and we send follow up two, the second email that we'd already wriSen 
and created. And so, it's just tweaking  it, personalizing it, and sending that 
out. That's one of the most effec've systems just for staying on top of 
everything, so that way no one falls through the cracks ever. Some'mes, it 
takes, you would know the number beSer than me if you're trying to make a 
sale, several points of exposure before someone is ready to buy, some'mes 
people, it's nothing personal, you think some'mes if you don't get a response 
that it is personal, but they just are very busy and they need those several 
follow ups in order to get back to you if it's a rela'onship that you're trying to 
build. That's one of the most effec've systems. 

YARO: Right, so it's folders and a way to proac'vely follow up whether it's a 
lead to try and get a sale or even a rela'onship just to keep the 
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communica'on going. Those are the step one and step two basic systems to 
get up and running. 

CLAIRE: Yes and labeling each step of your process so you always know what 
step to follow a[er that. 

YARO: How do you, I was even curious with this because I've used email 
responders, but that's not really what you guys do because it's way more 
manual and tailored, but there are some tools to use for this. Can you break 
down a couple of the systems we've used over the years now that we've 
been doing this? 

CLAIRE: Sure. Autoresponders? 

YARO: Or, so[wares. I know obviously is my main email system and we 
added Yesware. 

CLAIRE: Yes. 

YARO: ...which does… I actually don't even really know exactly what Yesware 
does besides give you canned responses. I'm sure there's a lot more than that. 

CLAIRE: Right. The Yesware, I can't say enough about. I think the 
combina'on of Gmail and Yesware is very powerful because you can 
categorize your templates. And so, if you have support templates, you have 
product ques'on templates, you have JV partnership templates. You can 
categorize them all. We have this giant library now for you and now, for all of 
our clients. For as long as they stay with us, they are going to have this library 
of templates to always draw from. 
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Yesware has 'mer set in place. It also shows you if a person has opened their 
email or not. You're able to see, is this a person who maybe we should not 
invest anymore energy or 'me into this endeavor and just let that one lie for 
a liSle bit and maybe we will look back around to it in a month or so, or is it 
something where it needs a couple more follow ups. Yesware just… Yes, I 
found the combina'on between that and Gmail has been invaluable and a 
couple of our clients have goSen Yesware, as well. 

YARO: Switched over, yes. Is there anything else we used since then? 

CLAIRE: So[ware-wise? 

YARO: I know we use Slack. Obviously, it's a… 

CLAIRE: For communica'on, yes. Honestly, I know A.I. is going to take over 
the world, but it has not caught up yet to real human interac'on and humans 
wri'ng out the emails on a case by case basis. It just has not yet. A couple of 
our clients use SaneBox is another so[ware program which tries to 
automa'cally filter the emails you get. It will put like a "Save Later" for stuff 
you're going to look back around to "No Reply" folder for things that you can't 
remember simply to reply, but it's becoming more cumbersome. We are able 
to create more streamlined systems than any so[ware that I have seen so far.  

So, no I don't have a lot of so[ware recommenda'ons because I haven't 
found anything yet that replaces what human can do. 

YARO: Yes, I remember trying that, I think it's a plugin that tends to put 
everything in the right place for you, basically, get your inbox down to zero. I 
tried it, and then, I was like, "Where's my email? [chuckle]" I went looking for 
everything to see. Is it in the right place? Sure, some of it was but it's funny, 
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I've always preferred the intelligence and the tailoring, and the emo'onal 
ability that A.I. certainly isn't [unclear] emo'onal context yet (and they may 
never, who knows), that you get from a human, which is why for me, it was 
human must be in this role. 

Actually, that's another point worth men'oning, the reason why I chose to 
hire someone to do my email is I felt personally, I was not doing a good job in 
this space. I was not following up the way Claire had talked about that was 
one of the things I knew I had to do, and I felt really quite like I was missing 
opportuni'es, "leaving money on the table," as the phrase goes. Not to 
men'on just like that feeling, I'm sure a lot of entrepreneurs have this, "I 
should be building more systems." And, every 'me I do something, I know this 
should be put into a document and template it, and then, have someone hire 
to do it. 

Then, for me, hiring a person, just like I hired Laura because I was failing at 
hiring, hiring an email person wasn't just to take over my email. It was also to 
build a system to then make the email more efficient going forward because I 
wanted to, for example, if that email person le[, the next person coming on 
board will have all the systems in place from the previous email person. So, it 
makes my business beSer as well. It's like a win-win and makes me feel less 
stressed than not leaving things on the table as everyone does as an 
entrepreneur. 

Let's go forward. We had our couple of test clients and that worked well. 
Obviously, we learned a lot about what it's like to… well, you did. I was just 
asking you, "How is it going?" [chuckle]. And, obviously, Cathy gave us great 
feedback and she con'nuously give us great feedback, so we decided that 
our test was successful enough to get serious and that's when we did things 
like built the website for the business. That was done together and with help 
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from Kerry, theBlogMechanic.com, hello Kerry. I'll give you a shout out. She 
helped build our website. 

Then, there's essen'ally… In many ways, I don't know about you, but this is 
not my first partnership. I had a partnership with Gideon Shalwick. Hello, 
Gideon. Many years ago. Another partnership with Walter Hass, also years 
ago. 

But, with a partnership with Claire, I guess from my side, I had the benefit of 
those previous experiences. I came to Claire saying, "Listen, we should do the 
test first, make it really simple. We're going to do a 50-50 partnership. We'll 
worry about the documenta'on and the legal contracts once we know this is 
successful. We don't want to go spend thousands of dollars on things we 
don't need if the business doesn't work. So, that's fine that test out first. 
Then, we did so we found out that worked, but obviously, we tapped into a 
resource I already had with my audience. We didn't know whether that was it. 
Are there more people out there who want to do this? 

I think that's when we probably realized we needed to find our roles some 
more, although we were preSy clear from the beginning that you were, going 
to given your skill set and having done my inbox, be the person who does the 
first inboxes, but also trains the people who we bring in to our team as we 
grow because there's only so many inboxes Claire can manage and, as she 
said before, she doesn't want to spend the rest of her life managing other 
people's inboxes. Then, we had to do, which for me was more interes'ng, 
learning about selling this service has been a different experience because 
we're not selling an informa'on product. We're selling a service. 

I wouldn't say it's expensive. We're not talking a $50 a month subscrip'on. 
Most of our clients are spending around $1000 a month because it's 
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essen'ally hiring a team member who's really joining part of the company. 
We're just the company providing that service. 

Let's go forward then from that point. You had to learn how to hire and how 
to train which was, I think, based on my recollec'on, when you probably 
started to enjoy it more because you… well, tell me. Why did you enjoy it 
more? [Chuckle] 

CLAIRE: [Chuckle] This is where I think we are solving two pain points and 
they are equally  strong pain points. Like you said, you hired Laura because 
you were struggling with hiring. And so, we talked to our clients where they 
aSempted this before and aSempted to get a virtual assistant and aSempted 
to teach them their inbox, and they rarely had good stories to tell about the 
experience-- people will disappear, or it's too expensive, or too cheap, and 
then, the quality of work isn't good enough.  

And so, this was another system that I was really excited to tackle and I 
learned, I took a lot of what I learned through your hiring process, how you're 
hiring people, the conven'onal ways of hiring, very strange to me. I don't care 
really if you went to school. I think resumes and the whole format, I just don't 
really care. What I want to know is how well can you write. Let me see some 
emails that you've wriSen. How do your unique skill sets combine with your 
past experiences and your emo'onal intelligence and the way that you ask 
ques'ons because some'mes, our clients know they need help, but they 
don't know how to train us, or what types of ques'ons to ask. So, it's really 
being able to ask the ques'ons needed to get the informa'on that we need. 

And so, I created an applica'on that will draw out as much informa'on as 
possible and then, built a couple of steps into giving poten'al hires and tasks 
to complete, to show off these skill sets that they had.  
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Yes, and then, from there, it's just matching the clients that we were ge^ng 
with the people I was hiring. You can tell it's a relief to our clients that 
someone has just provided for them, and it's their person. They really like 
having their personal inbox manager as a go-to. 

It's a very in'mate thing to invite someone into your inbox, and so, there has 
to be so much trust there. But, that's just built very organically and preSy 
quickly where your sharing the insides of every email that you've ever 
received and sent with this, someone who is a stranger. It's a very unique 
rela'onship that's built. 

And so, if you get to that point, you have to hire quality people. That's why 
we pay our managers more than an overseas virtual assistant companies 
would, and I think it pays off because the quality of work that they do is very 
high. 

YARO: Yes, I think I remember my own experience, the idea of someone else 
doing my email, while the freedom aspect was appealing, there was major 
doubts about is this going to hurt my business? Are they going to run away 
with my secrets? Are they going to grab my passwords and do all kinds of 
things like that. Will they cost me sales?  

Those are ques'ons I had. It's funny how quick though once someone steps 
in and they start doing every email and that feeling is so beSer than any kind 
of fear you have of those things happening, plus I don't want to brush them 
aside, of course, because that is a legi'mate concern and that's also why, I 
think knowing there is a company whose purpose is finding the kind of 
people to do this, plus (and I'll be flat out honest), most of our clients, so far, 
most of them, the trust has been through a connec'on with me, we very 
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much, especially with Cathy, our first client, were saying that the person who 
does my email is going to do your email. That was true. That was Claire who 
did my email, did Cathy's email to start with. Obviously, we can't scale a 
business if Claire is our only employee [laughter]. So, that wasn't going to be 
the case forever, but even I s'll feel very that is the same situa'on. It's s'll my 
people. It's s'll Claire. She's training everyone. She s'll got her hand over the 
whole business, so it is very much us as a company, and I think that is 
important because the trust factor is important to our clients. 

And, I think that's a worthwhile lesson for anyone who's building a personal 
brand because it does transfer. I've only just started this company with Claire 
in the last year and a half now as we record this, yet I've been blogging and 
podcas'ng so much longer than that, and I've been selling training products 
about how to make money blogging. Yet, the same trust that was built 
through blogging and podcas'ng now transfers to this new business and 
allows us to get clients and build a business around that, and it could transfer 
to wri'ng a book or building a so[ware company, all these other things, too. 
It's a powerful benefit and you wouldn't be listening to the podcast right now 
if I hadn't started the blog.  

Let's talk about a liSle bit more since we've obviously scaled and we've got 
many more clients and we've gone through hiring several more people. You're 
now more managing a team than you are in inboxes directly. 

CLAIRE: Definitely, yes. 

YARO: It's changed a lot. Tell us a liSle bit about what… This is the thing. I 
haven't been doing this work. I run a different business. Claire manages as 
well. She doesn't anymore, but Claire's team manages my inbox now. Alex is 
my inbox manager. Maybe touch on a liSle bit of some of the things you 
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come across as you're growing the team and you're growing the client base. 
What's come to mind as unexpected or things that our clients have wanted 
that you didn't see coming or that's been important? 

CLAIRE: The first thing that comes to mind is trust again where you put your 
trust in me obviously a[er I was working with you for two years before this 
came to be. But, the fact that you trusted me to take on this role is very 
empowering for me and I knew that I could do it because of the trust that 
you ins'lled in me.  

And so, what I found is once that ini'al training period is over and we've hired 
good quality people, that's necessary, the more trust you put in them, the 
more they come through.  

And so, rather than micromanaging which I don't want to do, and our 
managers don't want that either, and then, of course, our clients don't want 
to always have to be micromanaging either, and so, it's just interes'ng that 
the more you trust people to come through, they usually do. 

Everyone we've hired have stepped up and take on. Honestly, some'mes 
they'll just stay in the inbox and it's just emails, and other 'mes, other clients 
have given them more tasks to take on and branch outside of the inbox a 
liSle bit into payments, or invoicing, or other planorms that are aSached to 
their business. It's because that trust has been built. They are trus'ng them 
more to take on more, and then, all of our managers are stepping up. 

YARO: You made me curious. What are we doing for people? We're obviously 
answering emails. 

CLAIRE: Yes. 
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YARO: You just said invoicing. What do you mean by that? 

CLAIRE: For one of our clients, he gets all his invoices in from clients, other 
clients' customers, from the different services he uses, and then, one of our 
inbox managers will log the invoice, make sure it gets to the accountant, file it 
in the correct place, and so take care of that whole invoicing system. So, it's 
one more thing that our client doesn't have to worry about. 

That requires so[ware outside of the inbox for him that he had to learn and 
he mastered it and uses it for a lot of things. It's aSached to the inbox 
because the invoices are coming in to the inbox, but it requires separate tasks 
that take him outside of the inbox. There's a lot of tasks like that. 

YARO: You said payments. 

CLAIRE: Payments, yes.  

YARO: Do you mean like money, invoicing people? 

CLAIRE: Either that or paying affiliates if they have affiliate programs-- 

YARO: I do. 

CLAIRE: (Yes. You're one of them.) --which again requires high level of trust 
to hand that over. And then… 

YARO: Just to clarify, I have affiliates that sell my products, my digital 
products like my ebooks and my courses with a payout once a month. Not 
Claire anymore but Inbox Done and my client manager, Alex will send the 
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money to the affiliates using our affiliate paying system. That's a task that I 
handed over a long 'me ago to my client care team, and it's an obvious thing 
you should hand over to someone, but you might feel uncomfortable about 
having someone to pay money to other people. That does require building up 
some trust. Email is a great place to start. But, once you do realize that you 
can trust your person, suddenly you might think, yes, all the payments can be 
handled by someone else. All the invoices and bookkeeping and tracking can 
be sent off to the bookkeeper. I don't have to do that for me anymore. That's 
another example really isn't it because every single payment receipt I get for 
so[ware subscrip'ons, even paying my contractors. For example, when I pay 
Inbox Done for their service, Inbox Done will then forward the receipts of the 
invoice to my bookkeeping so[ware. I'm out of the loop completely for 
paying, and on top of that, I don't know if we're doing this for any of our 
clients, you can tell me, Claire, but paying contractors, as well is top-level 
trust issue if you want to get that far. It's something that you can get out of 
the loop. That's what I love about being clients. I feel weird saying "being 
client".  I'm being a co-founder here, but it is so nice to see these processes in 
your company and realize, "I don't have to be involved anymore." 

What else could we put on the spot here? I know we have so many examples 
of our clients, but what are we doing that people may not be thinking of 
because they're going to think, "You mean you're just replying to emails," but 
that's not it, right? 

CLAIRE: Right. Scheduling is a huge one. Ge^ng our clients to the point 
where all they have to do is show up at the day and 'me on the calendar, but 
we'll do all the back and forth required to get that 'me on the calendar.  

YARO: Which is like podcasts? 
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CLAIRE: Podcasts or coaching, mee'ngs with their clients, for any like 
network calls, round up calls… It gets into their personal life, too, scheduling 
in general. 

YARO: How they spend their life [chuckle]. 

CLAIRE: Yes [chuckle], everything. Your inbox is the hub, that's how I look at 
it. Our managers take over that hub and then, that just branches out into so 
many different areas. I know we, I want to touch on what's the difference 
between what we do having an inbox manager and a virtual assistant.  

I think a virtual assistant doesn't always have the higher level of emo'onal 
intelligence, as the people I already hired, doesn't always have the wri'ng 
skills, very high quality wri'ng skills, but also virtual assistant can be spread… 

YARO: A generalist, really. 

CLAIRE: Yes, a generalist, exactly. 

YARO: It does everything not on a shallow level. I don't want to say virtual 
assistants are terrible there. It can be fantas'c and I'm sure there's some that 
have emo'onal intelligence and that, but just by the nature of their role, they 
have to update a website code. They might have to do, get a graphic, go to 
Fiverr and get a graphic design done, which means their 'me and their skill 
set is way more broad and shallow, where we've decided to build a company 
around going deep around this core func'on, email, which really, like we said 
is the hub for most people's lives. It certainly is for my life, so I'm s'll checking 
my email. Replying to email, I don’t do it. I s'll look at it. 

CLAIRE: Yes. 
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YARO: Tell us a liSle bit about, you just said before, it triggered something in 
my mind that I was thinking of… I lost it. 

CLAIRE: Scheduling and… 

YARO: Yes, you had something… No, I lost it. It will come back to me. But yes, 
with working with now, so many people, it's obviously, from our point of view, 
we have a startup that has, I won't say we've grown rapidly, but we've grown 
at a steady pace by the nature of our business, it's not something where we 
really could grow rapidly. I feel I was funny when I promote Inbox Done 
because I say, "We only can take on two clients a month," and it sounds like 
one of those typical marke'ng claims. We're just trying to say this limited-- 

CLAIRE: Create scarcity. 

YARO: Yes, limited spots available like you hear on webinars even though you 
know it's really not the case. But, in this case… 

CLAIRE: It is very real. 

YARO: Yes, Claire has very much told me, "We can't take in any more people 
than that because we want to really carefully train and tailor people." Maybe 
let's talk about that a liSle bit. What is tailoring and training? Why is it so 
hard? [Laughter] Why can't we take in 100 clients a month? [Laughter] 

CLAIRE: It's a bou'que service. It's not for everyone. It's not a service but it's 
so many liSle details and more stepping in to the mix of an o[en very chao'c 
situa'on where the emails and the systems have goSen out of control. And 
so, where all the details that we need to learn about you personally, the client 
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and your business, it takes a lot of 'me, and just being very aSen've, and 
very on the ball, and again, asking all the specific ques'ons needed to get the 
full picture and we just don't want… I don't want our aSen'on stretched in. 

Also, the hiring process is slow because we want to make sure we're hiring 
really quality people because it's such a unique role, and so, I don't want to 
hire because we have to fill a posi'on quickly so we can take on a new client. 
I want to hire because it's a really good fit. 

Yes, we've hired four people in a year. Now, we're a team of six. I think that's 
great growth and I also don't want to overload any of our managers either. No 
one at this point has more than… I think four clients is the max. I don't want 
to go over that because I want them to be able to fully show up everyday in 
the inbox and give their best and not be stretched between so many inboxes 
and so many clients. 

YARO: I remember what I was trying to think of before. 

CLAIRE: Okay. 

YARO: Communica'on. In my case, I wanted to get out of the inbox, which 
also meant, I didn't want to be in a situa'on where I was emailing my inbox 
manager. Thankfully, maybe not in the beginning, but more recently, Slack has 
become available. It's a great so[ware. It's an instant chat tool. That's how I 
communicate with my whole team, and obviously, my email manager. 

For people listening in, I know we have clients who come to you and say, like 
one of our early clients was like, "I want to never see my email again." And 
then, one of our other clients was like, "No, I want to be involved in certain 
things in my email because I just have to be. There are certain func'ons that 
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only I can do. Maybe it's five percent of my email." And, they may also, like I 
know one of our clients actually is happy to have a separate email inbox that 
you maybe forward the five percent of emails that only they have to deal 
with. One of our clients want summaries, or maybe do want summaries 
everyday. Maybe just give us an overview of how you communicate with our 
clients and how involved they are with the inbox. 

CLAIRE: Sure. Yes, it's usually through Slack, but we can use any mode of 
communica'on that's easiest for the client because that's the point. And then, 
it's just how much you want to be involved and so, it's looking at the types of 
emails that, "This is an email I always want to answer. Always get this to me. 
These are the types  of emails where I'd like to know when they come in but I 
don't need to act on them. Just give me a heads up. Then, these are the types 
of emails I don't care about, I never want to see it again, you handle this 
completely." 

It's just learning which emails fall into which categories because we don't 
want you ever to feel out of the loop with your own business and you don't 
feel… You have a good hold of what's going on. 

But, I think it's this new level of professionalism and almost pres'ge that you 
should use your exper'se for just this certain area of your customers and 
clients and not deal with all the 'ny liSle details that don't deserve your 
mental energy. It's just parsing out how much do you want to be seen and  
involved. Some people, like you said, we give them a daily overview of 
everything that came in. 

YARO: What does that look like? I'm always curious. I don't get that because I 
don't cross that, but what does that look like?  
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CLAIRE: Again, we learn what are the things that you want to know about. 
There's a ton of emails that just get instantly archived or instantly filed, just 
stored. And then, there's some that just, FYI, this came in that will on the 
digest. We'll send them out either like an email digest, like just a roundup of 
everything that happened that day, or we can do it weekly, too, or just a Slack 
post. And then, with a liSle bit of a to-do list like, "So and so need you to call 
them back. We have scheduled this, just FYI." And so, it's usually we act as 
your filter. That's the best thing that we do. You save your mental energy 
going through in filtering everything yourself. We can do all of that so that 
you're only le[ with what you have to ac'on. Usually your to-do list are 
preSy small, and then, just put a couple of FYIs in there, too. 

YARO: I remember recently, I went back to Tim's book, 4-Hour Workweek 
and I listened to the audio version for the first 'me, and it's a more recent 
extended version. There's a sec'on there on email outsourcing. In fact, Tim 
really emphasizes the need. If you do want to have a 4-hour workweek, 
forge^ng email off your plate because that was one of the last things he got 
himself broken free from. Usually, it's the last thing for a lot of people. 

What I found interes'ng with what Tim wrote about was he wanted voicemail 
as a way to give a summary. Just call me once a day and voicemail me what is 
absolutely vital or what the informa'on that came in email, what do I need to 
know about? What do I need to ac'on? Give me a voicemail. 

And, of course, nowadays, you've got WhatsApp. If you're travelling, you've 
got so many others, WeChat, Line, Kakao Talk, we recently discovered the 
Korean chat one. There are so many of these instant messaging tools. 

Do we have anyone using anything like that or is it all Slack mostly and email? 
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CLAIRE: It's mainly Slack with some WhatsApp and some tex'ng actually. 

YARO: Oh, SMS, right. 

CLAIRE: Just because it's easy. That's the whole point. It's not to add another 
cog to your system but to make it as easy and accessible for you as possible. 

YARO: I can imagine 50 emails turning into five texts. 

CLAIRE: Exactly. It feels amazing. 

YARO: It's a big difference. 

CLAIRE: Yes. And, there's another thing I was going to say, too in addi'on to 
the email, some of our clients have forums, and so, it's s'll a form of 
messaging. We handled someone, a client's Facebook messages because he 
said, "It's become my new inbox." And so, it's wherever messages are 
consistently coming through and you need to lead through and filter. We 
have one client who has their inbox and they have a forum. And so, every 
forum pings also comes into the inbox, but then, our manager will go through 
all of them and just take the forum no'fica'ons or email that has a ques'on 
and just put those ques'ons in Slack each day and say this was an email or 
this came from the forum. Super simple. Ends up being like four or five things 
to do. 

YARO: Yes, that's great. I remember a long 'me ago, I studied Paul Williams, 
an Australian friend of mine and he was teaching an outsourcing method that 
was like the 4-hour workweek but was even on steroids. Rich Schefren 
recommended Paul and he was talking about very much what you just said, 
taking, "I get a lot of ques'ons from forums. I get a lot of ques'ons and 
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email." In fact, I know from just speaking to a lot of my entrepreneur friends, 
one of the things that keeps them trapped to their email is a ques'on coming 
in, someone who's pouring their heart out in a email about the desire to start 
a business or write a book or solve whatever their issue is. That can happen in 
a forum or even it could be in a Facebook post, if you want to reply to those. 
It becomes, two things, it's a trap because you might end up replying and 
spending 45 minutes on one reply to one email for free. It's not your job to 
offer free coaching if you're growing a business or provide customer service 
personally at that level.  

I think this ability to create a filter, as well as someone to reply for you and 
do… Okay, they are not going to reply exactly the same as you will, but they 
are collec'vely building a knowledge base that are in many ways beSer than 
you have. I know, and I'm thinking this myself when I handed over my inbox 
to people like Claire, I'm no longer dealing with my email. They know more 
about the ques'ons coming in to my inbox than I do, so, they are beSer able 
to build on that knowledge base and grow it, and use it in future ques'ons to 
answer with more in-depth answers, build beSer templates… There's a lot of 
advantages to breaking free of that idea that you have to do everything, and 
then, just ge^ng comfortable with, "I;m just going to get a few Slack 
messages or WhatsApp  messages or text messages, and that's all I have to 
do and worry about interac'ng going forward."  That's the kind of freedom 
that I think that should be appealing to everyone. 

CLAIRE: And, just to add to that, some'mes people are so happy to get any 
personalized response. Everyone knows that everyone is busy, and so you 
send an email to someone and it feels like you're sending it out into the void.  

And so, even just knowing that, seeing someone writes you an email and we 
let them know, "Yaro gets a lot of emails but he will definitely read this and 
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really appreciates it," which you do. Goes a really long way. They are really 
grateful. The way your emails are answered is a representa'on of who you 
are, and so, you do care about all of your readers, but we only all get 24 hours 
in a day, too.   

YARO: Yes, and people just want to be heard. This is a great way to just 
acknowledge their effort to contact you. It's a nice stepping stone from 
breaking away from being the only person replying to every email you get.  

I think we probably should start moving towards the end of the podcast 
there. Thank you for listening this far. Claire and I are certainly just riffing on a 
company that we are both growing together. It's an interes'ng subject for us 
and I hope you're enjoying the behind the scenes. I like it because I don't 
actually know a lot of what Claire is doing on a daily basis with their team and 
hearing about everything. 

Even if you're just growing your own startup, hopefully you're ge^ng some 
'dbits about how we work together as a team and a lean test, intensive 
hiring, learned about the pain points of our client base, maybe you're thinking 
about this and going, "These are my pain points, as well."  

Obviously, we'd love to talk to you if that is the case, and we do discovery 
calls. I guess we haven't touched on this. Claire, as we got started from the 
beginning, her role became very clear as the opera'ons manager, growing the 
team, hiring. It went into the more front-end marke'ng and sales role where I 
am doing the ini'al exposure, ge^ng people to know it exists andthen, doing 
the first step of contact, which is a discovery call, which essen'ally means you 
get to talk to me. It's not a free coaching session but it is a chance to explain 
to me what your email looks like and what you'd like it to look like, so how can 
you break free from your email and how can you possibly step in and do that 
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for you, so I could give you an overview of the service. You can tell me what 
messages you get, what you'd like to deal with yourself, and ideally the 99 
percent of emails you'd like to hand out to us. 

Then, if that works well, you will then be moved on to Claire and she'll work 
with you to really actually look at your inbox as the final step before you 
become a client with us. 

We basically just start the training period and that is all about taking over 
your emails. You don't have to do it. The training period, maybe we already 
touched on a lot of it, but the basic ideas, Claire, and more importantly, the 
person who will be in charge of your inbox is going to learn about everything  
to do with your business and your email over that training period. It usually 
takes-- 

CLAIRE: 30 to 60 days. 

 YARO: Yes, and, by that point, you'll be well and truly out of your inbox and 
we'll be in there. We'll s'll be in touch with you, but as you can hear, it 
doesn't have much more than a bit of contact, either once a week. 

In my case, I only do my email once a month. That might be a shock to hear 
that. I go in and reply to messages regarding my business once a month. I 
certainly look at email because I am addicted s'll just seeing what comes in, 
but that's not… It's very passive. It's just on my phone. I don't actually go in 
and reply to anything. I usually will just once a month, just batch process. 
Whatever Alex, my Inbox Done manager, puts in my folder.  

Even that nowadays is not that much because 99 percent of my emails can 
be handed by Alex and the rest of the team.  
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If you do want to do a discovery call, Inbox Done.com would be the place to 
go to, and book that in with me and we'd love to hear from you. 

If you have any ques'ons though, or maybe you just want to send a quick 
ques'on, you're welcome to leave a reply a[er this podcast. 

Claire, what are we doing next with Inbox Done? I guess we're preSy much 
just trying to get as many people knowing about our service. I guess it is the 
early days. We found something that we can really help people with. We 
don't want to go too far outside of our core competence, I think it's fair to 
say, and just we're very happy with the clients we've got. Most of them 
become long term. 

CLAIRE: Oh yes, everyone who has been with us, they're all just clients now 
the full year and a half. It's exci'ng because a lot of the clients did start by 
coming from your network and now, we're ge^ng clients who are just 
coming, finding us through Google searches.  

It's definitely growing. My last point would be that you're really, you decide to 
take on one of our inbox managers to becoming a part of your team, and 
either joining your exis'ng team or you will instantly have a team just by 
having an inbox manager stepping in. 

YARO: So, it's InboxDone.com guys  if you would like to work with us. But, I 
hope, regardless of that, you've enjoyed a liSle bit of the behind the scenes as 
we grow this new company. It is my focus project, my growth project I like to 
call it. It's very much in my top of mind. That's why it's great to have Claire on 
the couch with me here in Vancouver as we record this special edi'on of the 
Entrepreneur's Journey podcast. You could call it a bit  of a startup story / 
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talking about why our company does what it does. It's rare for Claire and I to 
get in the same physical space [chuckle] and it's also rare to do a podcast in 
the same physical space. Nowadays, everything is on Skype. 

So, I appreciate you travelling up here from Portland to do this. 

CLAIRE: Thanks for having me. 

YARO: And yes, we'll leave it at that. Thanks for listening to today's episode, 
guys. 

CLAIRE: Bye. 
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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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