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James Schramko here, and today on SuperFastBusiness.com, we are talking about 

building your virtual team. In today’s episode, I’m going to talk about why 

entrepreneurs need to build a team, the benefits of having a team, what you need to do 

first, how to find the best people, training your team. I’ll also cover some common 

misconceptions in building a team, when to hire, and some core value discussion. Plus 

I’ll give you a few things to remember, and a couple of mistakes to avoid. All of these in 

this episode of SuperFastBusiness. 

Why do you need a team? 

Why do entrepreneurs need to build a team? It’s simply a case of you running out of 

capacity. You’d want to be spending most of your time on your highest value activity 

and you’re going to get about 180 hours a month, maybe 200 or 300 if you push hard. 

And that’s it. After that, you run out. Now assuming that you’ve got important things to 

do, you’re going to have to find other people to do the things that you don’t want to 

do, you can’t do, you shouldn’t do, or that you can’t scale. 

http://www.superfastbusiness.com/
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So if you want to focus on the things that you are truly world class at, then you should 

hire in team members who are world class at what they do. Now this might be an 

internal hire, it might be someone who works for your business, either full time, part 

time, or as a contractor, or it might be you using an outside company, a supplier as 

such. And that still counts as building your virtual team, even if they’re not employed 

directly by you. 

You’ve just got to recognize that you should not be doing some of the most basic 

tasks, like building your website, or setting up opt-ins. These things are the type of 

activity you could easily get someone else to do. For example, we have a website 

development service. You could easily have us build a website for you and install it so 

that you could get on with what it is you do. 

And the same applies for other tasks such as copywriting, content writing, publishing, 

search engine optimization. And then there’s other stuff outside the business, like 

accounting, legal, lawn mowing, cooking, shopping. There’s a lot of things you can 

have someone else do if you want to get it going. But in terms of the online, virtual 

team, then this episode is really going to help you. 

The benefits 

Let’s talk about some of the benefits of having a team. You can do things that you’re 

best at, and let them do everything else. You’ll pay an amount that gets you the results 

back, so if you can grow your business to the next level in revenue, then you’ll still 

make more profit. You bring in the revenue, you pay out your costs, and your profit is 

there, but you didn’t do as much work. This in turn brings up your effective hourly rate, 

and I’ve mentioned this in a few other podcast. 

You’ll build up something bigger than what you can create by yourself if you have a 

team. You can only get so far by yourself. In fact, most entrepreneurs will struggle to 

make more than low to mid six figures all by themselves. It’s just at that point you need 

to bring in an assistant, and then a website manager and a content person, a project 

manager, etc. to scale up. 

http://www.superfastbusiness.com/
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Now here’s what you need to do first. You need to figure out what business model you 

have, and then what needs to get done. An exercise that might be helpful is this: list 

down every single task that happens in your business, or that has to happen in your 

business that’s not happening right now because you’re doing everything. Then write 

down what sort of roles you need to be able to complete those tasks. And then assign 

the tasks to those roles. It simply could be done with Post-It notes on a window or on a 

desk. 

So just to repeat that, list out every single task that needs to happen in your business, 

and then write down the roles that you would need to manage those tasks if you group 

those tasks. Once you’ve identified the tasks, then you should find a contractor or a 

supply service or hire someone to give that task to. You move it from you to a supplier 

or an employee. Again, this allows you to work on the role that you need to. Everyone 

else does all the other stuff. 

Getting and hiring the best 

So how do you find the best people? The absolute best way to build your team is 

through word of mouth referrals. This is a good starting point. Talk to someone in your 

industry who’s got a good referral. Ask them if they have someone who’s got 

experience, who got them great results. Doing this will eliminate a lot of the potential 

risks of hiring the wrong person. 

There are entire teams of people who respond to job advertisements on jobs boards 

with the same Web spam that they want to work for you, but they’re really just 

recruiting you for their services, and they do this en masse. You want to weed out 

those services. That’s why word of mouth referral, from people who have already 

delivered a good result, is the best starting point. 

The upfront effort 

Now if you’re taking on team members, it’s very important that you put in the effort in 

the beginning. You have to hire people and train them yourself, and after that you can 

http://www.superfastbusiness.com/
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set up standard operating procedures and then assign a person to take over the 

training. It’s really a two-step phase. Step 1, you’ve been doing everything. You 

transfer that knowledge to someone else. Step 2 is that person, now the custodian of 

the standard operating procedures, can help you train the next person. Now if you 

want to find out more about this topic, I did a wonderful interview with Sam Carpenter 

from Work The System. We talked a lot about standard operating procedures. I’ll link to 

those in the show notes as well. 

Everything can be completely automated after that, including the entire recruitment and 

training process. For this step, you’d have to have a strong training system and a really 

good quality team in place to ensure that every task gets easier. In my business, we 

know when we scale that we should requisition a job, and then we can recruit for that 

job and bring someone on board, usually via word of mouth, and then we can train 

them. And this all happens without my involvement. 

What some people think 

Let’s talk about some of the common misconceptions in building a team. Number one 

is, some people think you can hire a magical remote worker who’ll automatically know 

everything, and will be able to do anything and you’ll never have to do any work 

anymore. And it’s simply not the case. It will take years to develop the kind of culture 

where you will have someone who knows everything and can do anything and that you 

don’t have to actively get involved. 

And I’d say that that’s going to take somewhere between 3 and 5 years of working with 

the same people. Certainly in my business, at the 5-year mark, with the current team I 

have and in the business that I was working at before in Mercedes-Benz, after 5 years 

you get very, very solid skills and very good rapport, as long as you put in the work and 

the training upfront. 

But there are not magical Swiss Army Knife workers you can just pluck off a shelf who 

will automatically know everything. You’re going to have a phase of getting to know 

http://www.superfastbusiness.com/
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you, synchronizing your preferences, your likes, your dislikes, your decision-making 

style, your management and leadership style. 

Here’s another misconception, is that you just pay peanuts. Some people think, when 

it comes to pricing, that you can pay like a dollar an hour and these sort of low wages. 

If you’re going to pay the minimum, you’ll probably get the lowest bidder, and the least 

able person to do the job, the most desperate. And they probably can’t afford to live 

off just one job. They certainly won’t have a flushing toilet or food on the table for some 

of the low wages that are talked about out there. 

Here’s a better solution. Pay well, and pay on time. This can go a long way. It makes 

things run smoothly, and it removes animosity and also cultural challenges. If you’re 

always paying on time, and you pay well, then at least you’ve done your end of the 

bargain, and you can expect to have good performance in reciprocation. 

In our business we have a saying, a fair day’s work for a fair day’s pay. I’m not 

expecting someone to work their guts out for a slave wage, and at the same time I’m 

not expecting that I’ll pay a good wage and get a poor performance. There’s an 

expectation that is evenly matched. Because anything that is out of balance for too 

long will break, and that’s how we’ve managed to keep our balance with a large team 

for so long. 

And I know from friends and from listening to other people talk, there’s a lot of 

problems around people not getting paid. It’s the fundamental sin of an employer to 

not pay on time if your employee is doing the job right. 

Number 3 is about respect. Just because your team will call you “Boss,” and they are 

very polite and they might use words like “sir,” it doesn’t mean they respect you. Aside 

from the formalities, which are purely a cultural and environmental thing, you’ve still got 

to earn the respect of your employees. 

Be willing to roll up your sleeves and show your team that you’re prepared to do things 

as well as the things that they’re doing. Lead by example. There’s some famous 

http://www.superfastbusiness.com/
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sayings in the military that go along the lines of, “You show me your men and I’ll show 

you the leader.” And that’s pretty much about you’ll get the team that you deserve. 

And if you think you can just sit back and bark off orders, you’re not really going to 

gain much respect. And people won’t extend. 

Misconception number 4 is that you actually need to hire a full-time virtual assistant or 

a direct hire. In many cases, entrepreneurs can be hiring a specialized service provider 

to do one task on a pay-per-job basis and then not have to worry about the training, 

managing, monitoring, protection against fraud, checking against reputation, trust 

issues. 

Some people are just not cut out for management, and if that’s you, that’s fine. Just 

hire services who specialize in the thing you need done, whether it’s build a website or 

do SEO. In fact, that’s one of the most common ones where people break this rule. 

You’re not going to hire a really low wage virtual assistant full-time who’s going to be 

amazing at SEO. You’re better off to hire an SEO company who have a research and 

development facility, who have been doing it for years, who get great results, who are 

very efficient and effective and who require no input from you. It’s better to go and pay 

for a contractor than to hire full-time unless you really think this is a permanent 

situation. And if you think you can do better than the experts. 

Misconception number 5 is that “I’m a manager and I can handle a team.” Well, as a 

boss, you’re responsible for someone’s wage. It’s a shame when you hire someone 

and you have to let them go because of mismanagement or poor leadership because 

you can’t even keep enough profit from your business to pay your team. If you’re a 

manager, you’ve got a big responsibility when you’re hiring. And you’ve got to sustain 

your business so that you can actually come through with your end of the bargain. 

When to hire 

So let’s talk about when to hire. Setting triggers is a way to know if your team is in 

good shape. Communication is a key to knowing if your team is performing or not. You 

should be able to tell if your team is productive. If they’re working enough hours or if 

http://www.superfastbusiness.com/
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you need more people in your business from some of the indicators that you set up in 

the business. And these can be set up with systems. You want indicators that will tell 

you if you have too many or too few people so that you can keep a handle on your 

labor capacity. And if you are scaling up, then you have these monitors in place. That 

will trigger a hiring process. 

An example of this is if you sell a package that requires labor, then the more you sell, 

the more labor you require. And you can work out how many hours you need to buy, 

and from that, it will tell you how many people you need in the team. It’s as simple as 

that. 

Core values 

In terms of core values, this is a way that you can set some values for your business 

that should be able to guide a lot of the decisions. Generally, these will be people-

generated, not entrepreneur-leader generated. So involve the team in this. Don’t just 

dictate, “These are our core values.” Sit down with them and talk about, “What are the 

core values we’d like to establish that define what it’s like working in our business?” If 

you tell them what the values are they don’t believe in them, it’s not going to matter 

much because the best process is as a team working out the values. 

And what does it mean to work your business? Come up with these values and define 

it. That way, you can hire, and then lead, and even let someone go if you need to 

according to the values. This is often the grounds for behavioral correction and in some 

cases, unfortunately, termination. If you have employees who can’t adhere to the 

values, they don’t belong in the business. Here are some examples of core values: 

integrity, communication, expert or high-level professionalism. Having core values is a 

great way to be able to filter or judge where you’re at in terms of how you’re operating. 

Things to remember 

Here are a few things to remember as we close out. Don’t take shortcuts. Hiring 

happens when entrepreneurs get busy, and often, they hire the first person even if 

http://www.superfastbusiness.com/
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they’re not right for the job because they’re desperate and then they compromise. And 

often, they end up with a bad hire, and a replacement is required. The cost of rehiring 

is significant. If you had a bad fit, don’t prolong it. It’s better to do without than to have 

a bad person on deck. Sort it out quickly. 

Know your marketing capacity. If you can anticipate and know where your marketing is 

driving your sales so that you can have enough capacity to deliver, then you’ll have just 

the right balance because overcapacity is better than under capacity. With over 

capacity, in other words, if you can deliver really quickly at a high level even if it costs 

you a little more in labor, you’re going to build a fantastic reputation. You’re paying a 

slight premium in labor to have overcapacity; however, your reputation is solid and 

you’re able to deliver. 

If you run with under capacity, if you sell more than you can deliver, you’re going to 

burn your reputation. So saving a few dollars on wages is going to cost you big time in 

future business. Now if you happen to have a recurring subscription model, which is 

something I talk about quite a bit, and I’ve got a few episodes on that, which we’ll link 

to in the show notes, then it’s going to impact you even more. 

Here’s another thing that I’m passionate about – give your people enormous 

responsibility. Put your trust in them, and let them run their own show. Let them feel 

that they’re in the environment where they can make mistakes without the fear of 

losing their jobs. People are amazing and they will surprise you with their ability if you 

let the shackles off. If you want employees you can trust, then trust them. If you want 

employees you can’t trust, then don’t trust them. And monitor them. Micro-manage 

them. Install software tracking. Make sure that they truly know that you’re all over them 

because that’s the best way to ensure they never stretch and they never achieve 

anything great. 

I’m being sarcastic of course. Let them free. Let them be intrapreneurs. Let them be 

entrepreneurial within your business, and let them shine. Show them how they can 

bring out their best talents. Encourage them to tell you when they’re ready to stretch. 

Give them more responsibility. 

http://www.superfastbusiness.com/
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And keep in mind this: that pay, contrary to popular belief, is not the number one thing 

that keeps your team member. People would much rather be in a supportive, nurturing 

environment where they get trained and cared for. So give lots of praise when 

someone does something good, highlight for them what it is that they’ve done well, so 

they can do more of that because they’ll automatically steer towards that. 

And have a great communication system with your team. We highly recommend Slack. 

See our review of Slack and why we’ve used it for our team. It is the best 

communication platform for an online team. 

Common mistakes to avoid 

Now here’s two mistakes that I suggest you avoid: 

One, not giving people the responsibility and trust they deserve. If you don’t give your 

team trust, then you won’t get it. If you treat someone like you don’t trust them, then 

you’ll probably create an untrustworthy employee. They’ll actually try and justify that 

untrust. So let them loose. Give them huge responsibility. 

And number two, over structuring and over managing your staff. This one is a classic. I 

remember some very keen marketer who’d never had a proper corporate job, 

contacted me and said, “Check out my recruitment system.” And I looked at it and I 

said, “Oh my goodness, this is terrible. You’ve created this extremely, intrusive, 

regimented, horrible handcuff system for your people.” And this guy was actually proud 

of it because he’d never had a corporate career. He wanted to make this bureaucracy 

something suit-worthy. He wanted to have his own little mini-corporation. 

But the old 80’s command-and-conquer management style just doesn’t work. And 

you’ll look around, you’ll see companies now opening up and getting more into the 

flow of things with responsibility and trust. You can actually get the minimum possible 

safety margin, and people are going to open right up. If you can get to that, then you’re 

going to get the most output from your team. 

http://www.superfastbusiness.com/
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I do recommend you go and visit your team if you have a team of 5 people or more in 

another country. Go and visit them, and make sure that you give them lots of buffer so 

that they can try things and experiment without getting hurt. Because if they can, then 

they’ll open right up, they’ll just blow you away. They really can develop and shine if 

you give them that. 

Action steps 

That’s really the inspiration I’d like to leave you on. Your action steps will be to review 

the tasks that you are doing in your business, compare which ones you should be 

doing versus the ones you shouldn’t, and then create a role or subcontract the task to 

someone else so that it’s off your plate. Keep in mind some of the things I’ve 

discussed in this podcast. Give them responsibility, let them impress you. 

I’m happy to answer comments. And of course as always, I strongly recommend 

you join SuperFastBusiness.com/membership. Plenty of people listening to this 

podcast have joined as a result of these podcasts, and when they get inside, they say 

things like, “Wow.” “This place is great.” “How do I change to the annual 

subscription?” “I’m getting so much more value than I had expected. Thank you 

James.” 

I’m in there to coach you and help you grow your business. And with a team of 46 

people, I’d like to think that I have a clue about this topic. So I’ll see you inside there. 

I’m James Schramko, thank you for listening. Be sure to share this episode with 

someone who needs to build their team. And also, I always appreciate a nice 5-star 

rating on iTunes. Thank you. 
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