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Introduction  

Dear friend, 

Thanks for downloading The Little Black Book of Enlisting the Right Help.  It will help you 
to free up more of your time to do the things that you enjoy, that you’re good at and 
that can’t be done without you.   
  
I run my business with a virtual team of skilled and talented people.  My reason for this 
is that I wanted to have a great quality of life and for me, that meant being at home 
for my family – being able to throw a load of laundry on before a coaching session, 
being able to duck up to pick the kids up from school and spend time with them in the 
afternoon and then pick up the loose ends at 8:00pm when they are happily tucked 
up in bed.   
 
For me, having a virtual team has meant that I haven’t needed to pay for the 
overheads of having full time ‘staff’ that need to be accommodated in an office.  I 
have also found very resourceful people that are efficient and effective and enjoy 
working from home themselves.  We share a common vision of a flexible working life.   
 
It’s not to say that the traditional approach doesn’t work for many.  It’s just that for the 
entrepreneurial mum who needs to launder the bed sheets while balancing the 
spread sheets, read bed time stories and then read draft submissions, a flexible 
approach is often best.   
 
The world of work is changing so rapidly.  There is a vast array of skilled and talented 
resources available for the savvy entrepreneur who knows what she needs.   
 
This handy Little Black Book of Enlisting the Right Help will help you navigate the 
outsourcing maze - from identifying your needs right through to recruiting and 
managing your projects.  There are ideas here to suit every budget and scope of 
work.  I wrote it with my dear friend and colleague Colleen Amos to whom I have 
outsourced many projects over the years.  Colleen runs a business called Your Virtual 
PA and together we have navigated the triumphs and pitfalls of the virtual team.  I 
value her experience and her judgement as do many of my clients.    
 
Your virtual team awaits. Stop doing it all and start 
delegating and managing effectively.   Your success is 
waiting for you.  
 
Brigitte and Colleen x 
   
P.S. If you have some light bulb moments of your own whilst 
browsing this book, please do get in touch – 
Brigitte@shesorganised.com.  We want to hear your 
thoughts, stories and inspiration.] 
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1.  What do we mean 
by ‘Leverage’?   

“Give me a lever big enough and I can move the world.”  
Archimedes.  

 
With the use of a lever, a tiny amount of force can move extremely heavy objects.   
And so enlisting help – leverage – can help you achieve massive results in your life and 
business.   
 
You want to grow your business and you want get big results for all your hard work.  In 
order to do this, we’re going to show you how to leverage your time by enlisting the 
vast array of resources that are available to you to achieve your goals.  The 
possibilities are almost limitless.   
 

 
 
The two biggest obstacles people face when they think about leverage is:  “I don’t 
have time to brief anybody” and “It’s cheaper to do it myself”.   It is absolutely true 
that you can always do something more cheaply yourself.  But it is also true that you 
can never get that time back.   
 
Ask yourself how you would most like to spend your time.  Put a value on your time – 
what is your hourly rate?  Then review some of the tasks you do and check out 
odesk.com or freelancer.com and see what the going hourly rate is.  You’ll start to see 
activities and tasks that you could easily outsource and save you a lot more time and 
money.   



	   	   	  

 
My personal power comes down to my ability to get things done. It’s about what I can 
get done.  Not how I get it done.    If I outsource a task, it still gets done and that 
boosts my personal power.   

At She’s Organised we define Leverage as anything that increases your personal 
power through the use of the power of other people or through the use of 
automation.  In other words, engaging others’ to use their power to help you achieve 
your goals or automating activities that increase your power.  

Getting the results you want cannot come about without some sort of action.  But the 
great news is that it doesn’t have to mean doing more.   It can mean doing less.   

One important note is that leverage is always two-way. It is an exchange.  That means 
there needs to be value in the leveraging relationship for both parties.  Leverage is 
NOT manipulation or exploitation (which is what happens when the person to whom 
you are outsourcing is disadvantaged).  True leverage is a two-way relationship, so 
remember to always keep your end of the bargain and you will enjoy long term 
mutually beneficial relationships.   

 

 
  



	   	   	  

2.  The only limit is your 
imagination: 
 
Think Big. Why might you want to 
leverage your time? Think about the 
kind of Leverage that you have in 
your business and life right now.  Are 
you satisfied with the kind of leverage 
that you have?   
 
Can you visualise your results doubling 
or tripling as you use your available 
leverage effectively and properly?   
 
What are the targets of your 
leverage?  What are your goals?    
 
Imagine having someone write your 
next best-selling book.  Imagine 
someone paying your bills, organising 
your travel, cleaning, errands, 
organising, moving home.   
 
Take a look at this list of some things 
that people outsource to make their lives and businesses run more smoothly and 
consider which ones might free up YOUR time in a big way: 
 

Life  Business 
Personal assistant Personal assistant  
Laundry  Customer Service 
Cooking  Technical support  
Shopping  Script-writing  
Cleaning  Ghost-writing / copy writing 
Errands  Blogging  
Events  Social media posting 
Organising photos Public Relations 
Technical support  Software development 
Travel bookings and management Mobile development 
Email management System administration 
Decluttering Database administration  
Wardrobe organising Web development  
Gardening  Internet research  
Answering calls  Project management  
Filing information – electronic and Data entry 



	   	   	  

paper 
Writing a book Multimedia 
Researching family history Human resources 
 Procurement  
 Web design  
 Graphic design  
 Animation  
 Data analysis  
 SEO – link building, directory 

submission 
 Lead Generation  
 Recruitment  
 Billing and collection  
 Editing  
 Php programming  
 Video and audio transcribing 
  
 
 
 
Think of what results you want to get from your business in the next three months.    
With each goal area, what specific tasks could be outsourced to give you leverage?     
 
Business:   

Goal area Tasks 
e.g. Write a best-selling book E.g. 

• Research 
• Writing 
• Editing 
• Proof-reading 
• Design  
• Marketing 
• etc 

  
  

  

 
 
  



	   	   	  

Think now about your life.  What results do you want to get from your life in the next 
three months?  Again, with each goal area, what specific tasks could be outsourced 
to give you leverage so that you can achieve your life goals? 
 
Life:   

Goal area Tasks 
e.g. De-clutter my home so I can cut 
my  housework in half and have more 
time with the kids  

E.g. 
• Decide what to toss 
• Room 1 – de-clutter 
• Room 2 – de-clutter 
• Room 3 – de-clutter 
• etc 
• reassess storage needs 
• take items to charity 
• take items to tip 
• sell items on e-bay  

  

  

  
  

 
 
TIP:  Each delegated task must be both time-consuming and well-defined.  If it’s not 
time-consuming, then it’s not going to save you time by out-sourcing it.  If it’s not well-
defined, then your assistant / contractor will not be effective.  	   
 
Tip:  Another way to decide what to outsource is to consider the kinds of activities that 
you DON’T have enough time for that you really DO want to do.  Here are a few 
examples:     

• Exercise 
• Your relationship 
• Planning your business 
• Planning your life 

 
Then consider the time-consuming activities that get in the way of you doing those 
things.   
 
 
 
 
 
 
 
 
 



	   	   	  

The benefits for you:  

Are you feeling stressed out and overwhelmed? 
Is your business suffering because of your busy-
ness or lack of focus? Are you looking to scale 
what you do now to a greater level? 

There are countless benefits of outsourcing, 
ranging from greater personal freedom to more 
profits to just plain necessity in some cases. 

When you become good at leveraging, you will 
build an excellent reputation as people will know that you are great to work with.  
Bringing in other people to help you in your business and / or life and empowering 
them to achieve your desired results will move you forward in leaps and bounds.  It 
will also boost your self-esteem 
 
You may have the talent to ‘do it all’ but it’s not necessary and this approach will hold 
you back and prevent you from doing what is needed to build a truly successful 
business.   
 
By enlisting the right kind of help, you will gain lots of other benefits like peace of mind 
that the job will get done, clarity about where you want your business and life to go, 
self-esteem as your personal power boosts, a huge boost in your productivity and self-
respect.   
 
By outsourcing certain tasks to others, you will be able to concentrate on the core 
areas of your business to take it to the next level.   
 
Another benefit is the cost-effectiveness of outsourcing. When you outsource specific 
tasks to others, you need not carry the overheads that come with employing a large 
number of people, buying or renting office space to accommodate them and 
managing sick leave, holiday pay, etc.    
 
The growth in effective online outsourcing services have made it easier to appoint 
professionals from any part of the world for any kind of task imaginable. The 
availability of highly skilled freelancers combined with the accessibility of their services 
makes outsourcing a no brainer for some tasks and projects. 

  



	   	   	  

3.  Before you 
outsource:  Eliminate 
If a task isn’t adding value to your business or your life, then you should eliminate it, not 
outsource it.   If you consider Pereto’s law, you will know that 80% of your results come 
from 20% of your efforts.  So many of the activities we do are unnecessary.   
 
In the last section, you let your imagination run 
wild with ideas of what you could achieve if you 
outsourced.  Now before you decide what to 
outsource, it’s time to eliminate the wasteful 
activities that aren’t adding value to your life or 
business.   
 
It’s no secret I’m a massive fan of de-cluttering.   In 
the home it cuts your workload in half.  In business 
it can double your profits.   Get rid of the clutter 
and you have a direct path to your dreams and 
goals.   
 
Clutter puts you in a state of being overwhelmed. 
And being overwhelmed is a state of ‘doing’ – it’s 
almost as unproductive as doing nothing.   
 
So let’s de-clutter your to do list right now.   
 
Identify your ‘to do list clutter’: 
 

• What are the activities that you are doing that don’t produce any or minimal 
results?   

• Which clients take up your time and give little or nothing in return?   
• When you are ‘really busy’, it often means you aren’t thinking clearly.  You 

need to stop and ask yourself ‘is what I’m doing adding any value to my life or 
business?’     

• Is a particular activity going to help you to get more done or less done? 
• Are you satisfied with how you are spending your time?   
• Consider Parkinson’s Law which says that a task will expand to fill the time 

available for its completion.  Which tasks do you give too much time to?   
• ACTION: Three times per day, ask yourself this question – “Am I being productive 

or just ‘busy’?”.  The way to remember is to schedule an ‘alert’ on your phone.   
 
 
Ask yourself the following questions: 
 



	   	   	  

1. For mums, remember when you were breastfeeding and you had less than four 
hours sleep per night and you had to do less during the day.  What activities did 
you cut out (and still kept the family and business running)?  
 

2. If you became injured for a period of time (like I did when I delivered my 3rd 
baby), what would you cut out?   

 
3. If you had to cut back your work to less than two hours per day – what would 

you STOP doing?  
 

4. If one of your children said to you that they really needed more time with you 
and you needed to pull back on work, what activities could you drop 
immediately to spend more time with them?  
 

5. Ask yourself:  If this is the only thing I accomplish today, will I be satisfied with my 
day?   
 

6. Am I multi-tasking?  If so – STOP IT!!!! 
 

7. Can I automate what I’m doing?   Do not delegate a task that can be 
automated.  This will just create inefficiency.   If you can automate an activity, 
like some e-mail responses so you don’t need to answer every one, then do so.   

 
 

	    



	   	   	  

4.   How & What to 
outsource 
Step 1.  Create an outsourcing strategy.   

Your outsourcing strategy is a plan that dictates HOW and WHEN you outsource work.   
This strategy should leverage your organisational talents and improve your 
productivity.   
 
Leveraging can be achieved by systemising a particular task or set of tasks, by 
automating a particular function or by bringing in other people to do the work you 
were previously doing.  This third option is always best done when you have a 
procedure in place and you know what the steps are.   
 
For small businesses, outsourcing can be extremely advantageous at the outset.  As 
the business owner, you need to make sure that you stay focussed on growing the 
business. If you have to handle tasks such as attending to calls or bookkeeping, you 
may not be able to do justice to the more important tasks at hand, like lead 
generation, conversion, boosting your transactions and enhancing your bottom line 
by looking for efficiencies. 
 
While a very small business can capitalize on the advantages of outsourcing from the 
very beginning, a medium-sized business may not need to outsource daily tasks 
considering this option only if they cannot handle new projects on their 
own.  However, this may only be appropriate if appointing a full-time employee is not 
justified. 
 
If you feel that you are the only one who can manage everything efficiently, but do 
not find adequate time for the most important tasks of your business, it may be the 
right time to let go of your complete control over certain tasks and outsource them. 



	   	   	  

 
 

Step 2:  Identify the outsourcing opportunities  

 
The best place to start is to think about activities you don’t like or that take you too 
long to complete. 

The common tasks that small businesses may choose to outsource include the 
following: 

• Recurring Actions / Routine, repetitive Tasks: Data entry is a good example of a 

highly repetitive task. While you may use your in-house staff for this, it may be a 

better idea to outsource this and employ the in-house staff for more useful work. 

• Specialised tasks: IT support can be the right example of this type of task. While you 

may need IT support for your network, you may not need to appoint a full-time 

employee for this purpose. In such a situation, a contractor may be ideal for this 

specialized work. 

• Expert tasks: Financial analyst is a good example of a position requiring a high level 

of expertise, but that you can still easily outsource. It may be difficult for a small 



	   	   	  

business to pay for highly-skilled executives. However, you can appoint a financial 

analyst on a contractual basis at a much lower cost. 

 

Take a piece of paper (or a spread sheet) and break it into four columns:  

• What I Do,  

• What I Do That I Don’t Like or Am Not Great At,  

• What I Want To Do, and  

• What I Can Delegate. 

Start from the left and move to the right. Before filling out the delegate column, be 

sure to eliminate. Cross stuff off from the 2nd column if you can. This can be a great 

exercise to stop doing your least productive and unnecessary activities… especially 

before you go and pay someone else to do them! 

Example from Colleen:   

What I Do 

 What I Do or Need Done  

 That I’m NOT Great At  

 (or I dislike doing) 

What I WANT To Do 

More Of 
What To Delegate 

• WordPress 

workCoding 

• Design (Photoshop) 

• Personal Email 

• Company Email 

• Reply to all clients 

• Project Management 

• Training (once I hired) 

• Networking 

• Travel 

• Cleaning 

• Personal Social Media 

• Company Social 

Media 

• Clients’ Social Media 

• Working ON the biz 

• Client 

communication 

• Coding 

• Design (Photoshop) 

• Sometimes WordPress 

• Company Social 

Media 

• Some training 

• Accounting 

• Bookkeeping 

• Employee Recruiting 

• Sales (bad at 

quoting/pricing) 

• Managing Twitter, etc 

• (I Like Facebook) 

• Technical Research 

• Organize Contacts 

• Cleaning 

• Hosting Management 

• Public 

SpeakingTraining 

• Content 

Creation 

• Blogging/Writing 

• Product 

Creation 

• Networking 

• Start New 

Businesses 

• Work ON the 

Business 

• Strategic 

Planning 

• Marketing 

Consulting 

• Travel (personal 

& business) 

• Coding 

• WordPress work 

• Technical Research 

• Design 

• Cleaning 

• Contact 

Management 

• Personal Twitter 

• Company Social 

Media 

• Client 

Communication 

• Project Management 

• Most Company Email 

• Writing Research 

• Proofreading 

• Sales (to a pro) 

• Proposals 



	   	   	  

• Client acquisition 

• Writing (blogging) 

• Technical Reseach 

• Proposals • New Ideas • Hosting stuff 

• More… 

This takes time, but this first step is absolutely necessary to understand where you are, 

where you want to be, and what’s holding you back. 

I’m still working on outsourcing some of these, but in the last couple of months I’ve 
been able to boost my revenue and do a lot by outsourcing, while also freeing up my 
mind to focus on bigger and better things. In a few months, this list will evolve, and so 
should yours. The more you go through this process, the easier outsourcing gets, and 
the more freedom you experience. 

Don’t be conservative on the “delegate” list. If you think you might be able to 
delegate, put in on there, regardless of how much you might think “but this requires 
my knowledge/skills/access to do properly.” Just put it on there and figure out the 
details later. 

	    



	   	   	  

Step 3:  Decide What’s First 
Take your “delegate” list from above and determine the top 2 or 3 items that you 
need done most, at least one of which you feel pretty comfortable delegating 
immediately. 

Write out exactly what it is that you do or need done on these items. Outline it in the 
action steps that you would follow to do it. Then break down these action steps to be 
super simple that a skilled technician can follow. 

However, if you have a technical task that you want to outsource from your “Things I 
Am Not Great At or Don’t Like Doing” List then don’t spend too much time on your 
outline. Just determine what you need and write out scenarios in which you might 
need it. 

I defined what I needed done first, and what kind of work was needed for what client 
sites. In this particular case, I didn’t outline all the steps since the people I’m hiring 
know them better than I do, but I defined my needs very clearly, down to the level 
experience required with each programming language and software. 

A note of caution:  It’s important first to refine your rules and processes before adding 
people.  Using people to leverage a refined process multiplies production; using 
people as a solution to a poor process multiplies problems.    
 

	    



	   	   	  

Step 4: Write the project specification 

 
Create your Vision for the project:  
 
The key to successful delegation is being able to effectively convey and share the 
project vision and the vision for your business.  In short, you must know what you want 
before you are able to get it.   
 
Most of the things that go wrong in outsourcing situations are caused by not having a 
clear idea in mind about what we want.   
 
If you are clear about what you expect and the people you are hiring are clear then 
things are off to a really great start.   
 
If you’re not clear, then start with what you don’t want and write that down and then 
turn it around and re-frame it as a detailed spec of what you do want.   
 
Write your specifications 
 
Create a clear set of requirements for the project.   It helps to create a process or way 
of doing things so that people are really clear on what you expect.   
 
Answer these questions:   
 

• What exactly do you want done? 
• When and how frequently do you want it done?   
• Explain why you want it done and what the value is and how it fits into the 

bigger picture of the business. 
• Is there an expectation of where you want the work done?  Can the contractor 

be at home or does he / she need to be somewhere in particular? 
• Summarise what needs to be done to complete the project 
• Define the criteria for successful completion and how you’ll verify the 

completeness 
• Break the project or process down into individual steps.  Give each step a 

name, explain how to perform each step and detail out how well each step 
needs to be done in order for it to be completed successfully.  It’s important to 
be clear on how well each step in your process needs to be completed, 
defining how well each step needs to be completed helps ensure the end 
result of the entire process will meet your expectations:   
 
 
 
 
 
 
 



	   	   	  

Job Specification 

 
Step # 1:   How:   

•   
•   
•  

How well:   
Step # 2:   How:   

•   
•   
•  

How well:   
Step # 3:   How:   

•   
•   
•  

How well:   
Step # 4:   How:   

•   
•   
•  

How well:   
Step # 5:   How:   

•   
•   
•  

How well:   
Step # 6:   How:   

•   
•   
•  

How well:   
Step # 7:   How:   

•   
•   
•  

How well:   
Step # 8:   How:   

•   
•   
•  

How well:   
Step # 9:   How:   

•   
•   
•  

How well:   
Step # 10:   How:   

•   



	   	   	  

•   
•  

How well:   
Step # 11:   How:   

•   
•   
•  

How well:   
Step # 
 
  
 

 

    
 
The best way to ensure that the partnership works out is to be clear about everything. 
Because you are the one providing instructions, you may be the one to blame in case 
of any misunderstanding. To ensure proper communication between your business 
and your outsourcing partner, it is best not to leave anything to assumptions. 

 

So once you’ve written down the procedures or the project specifications (depending 

on whether you’re outsourcing a recurring action or a project), now you can 

communicate it clearly to your new recruit. 

 

Which brings us to the next step – finding the right person for the job.     
 

  

	    



	   	   	  

5. Who to enlist – 
finding the star players 
for your team. 
After you have decided when and what to outsource, the next job is to find the right 

partner. The best way to do this is to get recommendations from your business 

associates and contacts. You may also find a number of contractors from online 

platforms dedicated to connecting businesses with outsourcing partners. 

 

Finding the right partner is all about understanding whether your requirements 

correspond to their specialisations. After you have selected a contractor to outsource 

to, the next task is to draft a contract to specify every detail of the outsourced tasks. 

Step 1:   Ideal Candidate Profile 

The next step is to profile your ideal outsourcing partner. The more specific you are 

here, the more qualified applicants you get, and the easier the next steps will be. 

Being clear about what you want is more likely to… well, get you what you want. 

Also, the better you identify your ideal candidate, the easier the interview will be. 

You should decide: 

• What skill areas you need 

• What level of skill you need in those areas (on a scale of 1 – 10) 

• Approximately how many hours per week you need done (better to 

overestimate than under) and which working hours you prefer 

• Desired level of English speaking skills 

• Level of qualities such as independence, problem solving, creative thinking, 

communication, etc. 

• Determine what your budget is for this. How much is it worth to you to have it off 

your hands personally, or to have it done in general? 

Outline all of these areas and more in your Ideal Candidate Profile before you go 

recruiting.	    



	   	   	  

Step 2:  Decide your preferred outsource method 

Once you have your needs defined, your most immediate tasks/jobs outlined, and 
your Ideal Candidate Profile, it’s time to go to the job boards. 

Start by posting a job. Create a document from the steps above, defining what you’re 
looking for in terms of skills and quality. The best way is to create a separate email 
address for your applicants, so that you can easily review them all at once, and you 
reduce spam. 

Collect your applicants contact information, resumes, and portfolios if appropriate. 

I recommend NOT giving out your Skype ID, phone number, or other contact 
information for questions. Just give that unique email address, and request their Skype 
ID for interviews. Unless hiring in your own country, a phone number is usually 
unnecessary. 

Now, in this post I am outlining my own process, and I recommend outsourcing 
primarily to the Philippines. I have had experience with both Philippines and India, and 
find that the Philippines provides better overall results for less money. There are many 
other specific reasons that I recommend the Philippines as your primary spot for 
outsourcing, but ultimately it’s whatever works best for you and your specific situation. 

Here are a few great sources for posting your job listings: 

EasyOutsource.com 
craigslist.com.ph — some cities are better than others for different tasks 
hirefilipino.com 
onlinejobs.ph 
Freelancer.com 
odesk.com 

If you choose to post your job in India or other countries, you can find similar sources 
for these countries, or use the local Craigslist to post a job or “gig” as well as search 
through other job/outsourcing networks. 

You can also choose to look at a few outsourcing agencies. The advantages of an 
agency, which has many potential employees ready for you, include that the 
employee is trained, available at a specific schedule, always has an Internet 
connection and power, and can be quickly replaced if they quit or get fired, or don’t 
meet your needs. However, an agency is typically much more expensive. 

For example, I’ve found quality workers in my industry for as low as $2.50 per hour for 
some WordPress tasks, while an agency would start at a minimum of $8 per hour and 
go way up from there. 



	   	   	  

Step 3:   Compare and select and optimal provider 

 
One you’ve posted your job and are waiting for replies, you should go and start 
proactively looking for candidates. Keep your criteria from step 3 in mind and use the 
same sites above to search through postings. 

You should have a prepared letter to send to anyone whose post interests you. You 
can base this letter almost entirely off the previous steps and the job posting, except 
that here you can give a little more information on you or your company, as well as 
your contact information, and ask for some good times to set up a Skype chat for an 
interview. Always suggest 2 – 3 times that work for you – an eager and dedicated 
applicant will usually make one of those times work, and you avoid the back and forth 
of scheduling. See more on step 7 about tools for scheduling and conducting 
interviews. 

Step 4:  Sift and Sort 
Now that you’ve posted a job and sent out some outgoing requests, you’ll start to get 

a number of applications to sift through. Depending on how many you get, narrow it 

down to the top 5 – 7 applicants based on your profile, and decide to schedule an 

interview with those applicants. 

Here are some things I typically see in an application: 

• Resume with some past employment and education 

• Links to previous projects (since I’m in the web design business) 

• Their answers to my job post requests, either in a list or in a paragraph “cover 

letter” format. 

• Take the application itself as an evaluation tool. Take a look at how complete it 

is and the language used – depending on your requirements, this can matter a 

lot in and of itself. 

Then of course evaluate the technical details of the application. Pick your favorite 5 – 

7 applications and move onto the next sorting step: The Interview. 

	    



	   	   	  

Step 5:  The Interview 
The next step is to interview your qualified applicants. 

This is the part where a lot of people screw up when they get started. I know I did. I 

was so excited when I first started getting applicants that I started to hire the wrong 

people. My biggest problem? I didn’t interview properly. 

So how do you interview properly? 

Here are a few tips: 

• Make interview questions in advance based on your Ideal Candidate Profile 

• Ask specific questions. For example, I ask: “How skilled are you in php on a 

scale of 1 – 10?” 

• If hiring for something that requires a portfolio, ask for your applicant’s role on 

each project. Just because they post a website link in their portfolio, doesn’t 

mean they built the entire site. The might have just made a few graphics, or 

coded an opt-in form. Ask for specifics so you get a better idea of skillset. 

• Ask them a little about their previous work experience, what they struggled 

with, and where they performed well. 

• If possible, test their knowledge on the spot. Have a few technical questions 

prepared for them to answer once they tell you their skill level in that area. 

• Whenever possible, perform an audio interview after an initial Skype IM chat. If 

the applicant does not have a microphone, this might already be a significant 

enough issue to merit dismissing the application. It’s pretty important for you to 

be able to connect on a call occasionally for Skype screen sharing, and 

generally explaining some concepts and tasks. It’s also important to get a 

voice interview in to better judge communication skills and character. 

• Be specific, but not intimidating. You want to build a good relationship in the 

beginning. Filipinos especially can be easily intimidated with aggressive 

language, so choose your words more carefully than if you were speaking to 

someone in your own culture (their sense of humour is generally great though!) 

• Even if you like the candidate a lot, don’t hire them immediately after the 

interview. Tell them you like what you’ve seen so far and you’ll get back to 

them very soon. You should have 2 – 4 applicants that you like from the 

interview to move to the next step. 

• However, if you know right away from an interview that you won’t hire them, tell 

them so: “Sorry, right now you don’t match our needs. I appreciate your time 



	   	   	  

and wish you luck.” If you think you might need them in the future, add “but 

feel free to stay in touch as your skills develop.” 

Step 6:  Try Before you Buy  
Now that you have 2 – 4 qualified applicants, test them out! Make a sample task 

based on your outlines in step 2 and give your applicant the instructions. 

Notice how well the applicant does the job, how long it takes, how many questions 

they ask, how comfortable they seem with the work, etc. Keep in mind this is their first 

time working with you, but be critical enough to ensure you get the right person. 

You should feel confident that based on the application, the interview, and this 

sample task, that this applicant is a good fit for the job. If the first few steps turned out 

well, but the sample task was a disaster, you either have to give better instructions or 

your applicant is under-qualified and ultimately over-sold you on the application and 

interview. 

If you have a few great prospects, use the last and often best tool at this stage: your 

intuition. At this stage, don’t hesitate too long, make a decision, hire the right person, 

and get them trained and working! 

Once you hire someone, make sure to pay the other applicants at their agreed hourly 

rate and thank them for their time, and tell them to stay in touch if you like them. If 

they got this far, there’s a good chance you might hire them in the future or refer 

them to someone else looking for a good employee in the same field. 

  

	    



	   	   	  

7. Coach your team to 
success 
Congratulations! You have recruited your star players and now it’s time to build up a 
truly successful virtual team.     

Here are some ways to get the most out of your leveraged relationships: 

• Understand what their goals are so that you can help them to grow in the role 
you have set for them.  People will want to stick around if they know you really 
care about their progress and growth.  For example, if Sally wants to improve 
her design skills and you have a flyer that needs to be designed, you might give 
her the opportunity to work on it and give her feedback to help her improve 
her skills.  Perhaps another person wants to improve his or her time 
management skills.  You could show them how to access the Milking It program 
to become more effective in this area.  Maybe you’d like to shout them the 
membership fee.   
 

• Be kind and show interest and compassion for the lives of your team members, 
not just what they do for you within the project.  Remember their children’s and 
partner’s names, remember their interests and notice things they do that you 
appreciate.   
 

• Understand how each person you work with likes to be communicated with.  
We have already discussed the cultural subtleties that need to be considered in 
an earlier section, for example certain expressions when dealing with people in 
the Philippines.  But there are many other ways we can better understand 
people we work with.  Does the person you are outsourcing to have a need for 
very detailed specifications before they understand the context?  Or does he 
or she prefer to have the big picture explained first and then let curiosity lead to 
the detail?  If you can understand how to best communicate with each of your 
team members you can save a LOT of time.  One great way to find out?  ASK!  
People are often very happy to tell you – even if you are the boss.   
 

• Ask questions.  When you have briefed your team member, ask them politely to 
repeat back to you what they think you said.  This will give you an opportunity 
to clarify anything that might not have been clear.  Also ask what they plan to 
have done by the next meeting.  Ask them if they can see any issues that might 
come up and what they plan to do to avoid them and how you can help them 
overcome these issues.   
 

• Have an open door policy.  Ensure each team member feels really comfortable 
coming to you with questions and issues.  That way there will be no surprises 
and things can be resolved quickly.          

  

  



	   	   	  

Communication basics 

 

The art of delegation is a very important skill: If you can't delegate effectively, you can 
never expand your productivity beyond the work that you can personally deliver. This 
means that your career will quickly stall, and while you may be appreciated for your 
hard work, you'll never be truly successful.   

It's also one of the reasons that micromanagement is such a vice: You spend so much 
time managing a few people that you constrain the amount of leverage you can 
exert.   

Once you’ve hired your new outsourced employee, make the best use of your time 

and theirs by providing proper training and organization. 

A few training and organisation tips: 

• Use Google Docs Spreadsheet for login information. Change your passwords to 

something you feel comfortable sharing, and different from your most 

important secure accounts (personal email, bank, Facebook, etc unless you 

are outsourcing something relating to these). In the spreadsheet, include 

columns for: Account, Login URL, Username, Password, Notes. 

• Set up standard communication systems and stick with them. If you have a 

project management system such as Basecamp, put your tasks and projects in 

there and assign them, and avoid extra emailing. Use Skype for instant 

messaging and voice talks, but try not to rely on it for scheduling tasks 

throughout the week. 

• If you do decide to use primarily email for communication with your new 

employee (again, not recommended, especially once you hire more than 

one), make sure your emails are well structured with all the instructions and 

some what-if scenarios to reduce back and forth and information bottlenecks. 

• Use Jing (free tool) to communicate visual tasks. You can take a screenshot, 

draw and write directly on the screenshot, and upload directly to a link that 

gets copied to your dashboard – all within seconds. You can also record 5 

minute videos for instant upload. This communication tool alone can change 

your life. 

• If you assign a long term task, as for progress reports, ideally at the end of each 

day. This will allow you to correct course if necessary and better estimate future 

project timelines and investment required. 

• Use a system for your new employee to track hours. Google Docs Spreadsheets 

can be a good start, but many project management systems and accounting 



	   	   	  

systems will have a feature for this. I currently use my accounting software, 

QuickBooks, to track all my team’s hours and it works perfectly. 

• Write a welcome email for your new employees, outlining the communication 

details above, a little bio about yourself and/or your company, and an 

overview of your expectations and procedures. 

Here’s an example of what you can do with Jing: 

 

 
 

(You can give clear visual instructions within literally seconds, and upload and send 

them instantly) 

Make sure you go back to step 2 and outline your desired tasks and projects well 

each time you put your employee on a new project. 

You can even buy information products and have your employees learn and 

implement them, but that topic would merit an entire separate post . 

	    



	   	   	  

 

8. How to be an 
inspiring leader 
Purpose 
 

Inspiring leaders believe that success serves a higher purpose. When you ask what 

motivates them, they talk about making other people successful. 

Uninspiring leaders believe that success is their higher purpose. When you ask what 

motivates them, they talk about what makes them personally satisfied. 

 

Giving Back 

Inspiring leaders feel an obligation to "give back." Their long-term plans usually include 

pro bono work or even endowing a charity. 

Uninspiring leaders feel no such obligation. Their long-term plans are limited to cashing 

in and/or buying physical objects. 

Gratitude 

Inspiring leaders are deeply grateful. They know that their success is hugely dependent 

upon accidents of birth and circumstance. 

Uninspiring leaders are self-satisfied. They secretly believe their success is a natural 

result of being smarter and better than everyone else. 

Beliefs & Values 

Inspiring leaders treasure their beliefs. They don't wear their values on their sleeves, but 

their deeply held convictions pervade everything they say and do. 

Uninspiring leaders foist their opinions. They demand converts to whatever religious 

sect or management fad currently captures their fancy. 



	   	   	  

Empathy 

Inspiring leaders care about people. They agree with Bill Gates that the fortunate few 

have an obligation to help those who are less fortunate. 

Uninspiring leaders couldn't care less. They agree with Ayn Rand that the poor are 

merely "moochers" begging for a handout. 

Team Focus 

Inspiring leaders spread the credit. They never brag about themselves. Instead they 

redirect praise toward everyone else on the team. 

Uninspiring leaders spread the blame. They are as quick to mention the mistakes of 

underlings as they are to toot their own horns. 

Energy 

Inspiring leaders are uplifting. You come away from meetings with them thinking, Gee, 

I'd really like to work here. 

Uninspiring leaders are depressing. You come away from meetings with them thinking, 

Gee, I'm glad I don't work for that jerk. 

 

"To handle yourself, use your head; to handle others, use 
your heart." Eleanor Roosevelt 

Let Go! 
Finally, the last step is to let go a little. Don’t micromanage. The step above helps you 

to create systems for your employee, and eventually for your team, to be productive 

with or without you. Sure, you have to check in, assign new stuff, make sure all is going 

well, etc… but remember, the idea here is that you are getting more done with less of 

your own time (and if done properly, with less of your own money), so that you can 

enjoy life more and earn more money doing what you do best. 

 

 



	   	   	  

Work hard but… Relax. 

The first time you go through this process, it can seem a little overwhelming. You might 

be tempted to quit it and just continue to do-it-yourself. Remember: successful 

entrepreneurs all use leverage; the sooner you learn it, the better. 

Once you get over the hump and master this process, you will earn more, work 

less, and be able to contribute more to the world with your own unique abilities. It can 

also be a lot of fun! 

 

Maintain your preferred provider log 

 
Keep track of the people you have used and your experience with them in a log and 
keep it up to date.  You will then know who to call on when you need help.   
 
Name of provider Tasks completed Rate Comments 
    
    
    
 
 
 

Manage and track the project.   

 

Keep in mind that the contractors you appoint may need some time to adjust to your 

work processes. Also, keep away from micromanagement as it may hinder your 

outsourcing efforts. 

 

Decide how you are going to manage the track the project and keep an eye on the 

deliverables and deadlines.  After all, your business needs rigour and results to 

succeed.   

 



	   	   	  

9.  Troubleshooting – 
what can go wrong 
and what to do about it 
When things go wrong there will be several causes that you can go back to see what 

went wrong and then you can fix it.   

The first thing to consider when things go wrong is that you own the problem because 

it's your business and your life.  So own it straight away.  Usually things go wrong in one 

of five ways.  Either: 

1. You somehow broke your promise to the outsourced person.  So you didn’t pay 

them.  Or they broke their promise to you by not fulfilling the work on time or as 

requested.   

2. Your expectations weren’t communicated clearly, so the contractor didn’t 

understand what you wanted.  Or their expectations weren’t clear, so you 

didn’t understand what they were thinking or needing.   

3. Your vision and ideas for the project were either erroneous or not clear enough.     

4. The accountability was broken – either you didn’t follow up or they didn’t come 

to the employer to check their  

5. You knowingly harm the contractor by allowing them to harm their own 

business and put it in jeopardy by taking your job (for example, under pricing 

themselves). 

Figure out which one of these was the cause of the trouble and see if it is fixable.  

Problems are usually fixable if the person who caused the problem accepts 

responsibility, can see how it went wrong and fixes it.  Then communication and 

accountability can be re-set so that it doesn’t happen again.        

 
 
 



	   	   	  

COMPLIMENTARY 
OUTSOURCING 
STRATEGY SESSION  
 
To talk about your outsourcing needs, please contact Colleen for a complimentary 45 
minute strategy session.  Prior to your session, please complete the ‘What can I 
outsource’ template on the following page. 
 
Email colleen@shesorganised.com to book today. 
 
 

Yours in Freedom, Passion, and Purpose, 
 
 
Colleen and Brigitte x 

  



	   	   	  

What I Do 

 What I Do or Need 
Done  

 That I’m NOT 
Great At  

 (or I dislike doing) 

What I WANT 
To Do More Of 

What To Delegate 

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  



	   	   	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  

	  	  	  	  	  

	  



	   	   	  

 


