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Firing 

 

Brooke: OK. In this video, we're going to talk about firing. 

Brooke: Firing is one of the most important skills that you can develop as an 
entrepreneur. It doesn't seem like a very glamorous thing to do, it doesn't seem 
like a very lucrative thing to do, but I'm going to tell you, it's one of the most 
lucrative things you can do for your business; especially, if you're an 
entrepreneur in a fast growing company. 

Brooke: There's a couple of reasons why you may end up having to fire someone, and 
both of them, you will want to take full responsibility for, which makes it a much 
more powerful experience when you are letting people go in your organization. 

Brooke: The first thing you may end up doing is hiring poorly; especially if you're not 
good at hiring. That's why we say hiring is kind of your super skill that you want 
to spend as much time and energy as you can to get good at. But you will make 
hiring mistakes. And if you aren't willing to own up and admit those mistakes, 
and fire people, you're going to end up with a culture that doesn't function well. 

Brooke: The second reason why you're going to end up firing people is if you're super 
successful. So what happens is, you're going to hire people at this point in your 
organization, and your organization is going to grow. And either those people 
will grow with the organization, or your organization will outgrow them. Usually, 
the people you start with are not going to be the people that you finish with. 

Brooke: Most organizations that don't go through and reconsider all of their employee 
base, every single year, who are growing, literally get to that ceiling point where 
they can't keep growing because people that aren't high functioning in your 
organization, are going to weight your organization down. They are going to 
literally drag it down, and slow it down; financially, but also culturally. It's the 
one of the most important things that I have done well within my organization, 
is let people go when they aren't at their hightest capacity. 

Kris: Yeah. It's such a ... We have such fear around firing people. I think a lot of 
entrepreneurs thinks that you're mean, or you're letting people down, these are 
people's livelihoods, you get really attached to what you mean to them. And the 
level set is always the business. The business needs high performing, high 
functioning, high delivering resources. The humans in your business are your 
biggest asset and your biggest resource. And so you, as the leader of your 
business, have to always be assessing, how well are they contributing to the 
results that you want. 

Brooke: And you as an entrepreneur, are not in the same situation that large 
corporations are. So you may have worked for a corporation, who spent time 
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developing people, who had much looser accountability, and much more rehab 
and training that goes on to develop someone so they can be high functioning. If 
you have less than 200 employees, you have a zero time to be developing 
people. I know that sounds harsh, but if they can't keep up they've got to go 
period. 

Brooke: And that's like, “Well, they haven't been keeping up for three years.” No. If they 
can't keep up for three months, they've got to go. And you look at that and like 
you were saying, “I don't want to be mean to them.” No. If they aren't keeping 
up in your organization you're either slowing down, or you're leaving them 
behind. It's not fair to your organization, and it's not fair to you. 

Brooke: And I've heard Kris talk about this a lot with her clients, and I think it's such an 
important thing to remember. Your alliance is to your business, not to your 
team members. They are not your family; but sometimes I feel like that, right? 
You work with him every day, you have a relationship with them, you know 
what's going on in their personal life, you know it would be devastating to them 
financially if you let them go. So how do you deal with stuff like that? 

Kris: Well first of all, if we're doing what we've already talked about, and we're being 
really good about setting expectations, we’re being really consistent with 
accountability, we're giving feedback, there should never be a surprise that 
someone's fired unless they did something egregious and they have to be 
walked out the door. But more so, I think we find that you're ... One of the most 
common things I hear is, “If I let them go, it's going to affect the team. Morale's 
going to go down.” And Brooke mention this in the last video. It doesn't affect 
the team negatively; it's the opposite. And in fact, when you don't fire people 
who aren't contributing, it actually impacts the respect that your team has for 
you, as the boss. 

Kris: And I know that's not what we naturally think of, because we're so worried 
about everyone else, and because a lot of us are nurturers, and because a lot of 
us want to see the best in people, we're always just holding out that they're 
going to get better; it's not that big of a deal. And in a big company, we can 
afford waste. I mean there's so much waste inside large corporations. You have 
no room for that. Your company needs you to be steadfast and focused on 
getting the best people to get the results you need. And when you get lax in 
that, you assume exhaustion, you get tired, you get overwhelmed, and it just 
perpetuates itself. And it’s really, really a super skill to be able to quickly 
identify, “Someone's not meeting their goals, they're not doing what we need 
them to do. I've done everything I can to ensure that they could. I've set it up 
right, it's not happening.” You've got to take quick action. 

Brooke: So I am going to teach you how to have this as a superpower. And here's my 
process, which is very aggressive. And I want to tell you that having this 
aggressive process is one of the reasons why my company has grown so fast, it's 
so profitable, and everybody here loves working here, right? Because it's a really 
clear environment. I have to tell you, when somebody's not doing their job and 



 

 Page 3 of 8 

they get let go, the rest of the team is energized by that, right? They're excited 
by that. They're working so hard, they want to make sure that everyone on the 
team is pulling their own weight. 

Brooke: So here's what I'm going to tell you. Every year, you should re-hire everyone in 
your mind; to look at all of your employees every single year and say, “Would I 
hire them again for this job? Would I hire this person again for this job?” They 
may not have done anything bad. In fact, they may be doing a good job. But if 
they're not doing a great job, if I could bring someone else in that can do that 
job better, I let that good person go. My people have to be great. I often say you 
have to be at full octane, full capacity. And they may have been great a year 
ago, when my business was smaller; that may have been plenty. But now that 
my business is bigger, I'm requiring them to grow and step up. And if they 
haven't, I let them go. 

Brooke: So I sit down with a lot of people and say, “You haven't done anything wrong, 
you've followed my expectations well, and you actually follow the core values; 
except that we've now upleveled to this, and you're not keeping up with that.” 
And that's a good enough reason to fire someone. They don't have to do 
something egregious. They don't have to make a huge mistake. They don't have 
to have a terrible attitude. I fire people for not being great, and that's why 
everyone who works at my organization is great. 

Brooke: It's not because ... Well it is because I'm such a good manager, because I'm 
willing to let go of people who aren't great. And I think that's the difference. 
People think, “Oh. You need to have loyalty to all of your employees, and you 
need to make them great.” You don't have time to do that in an entrepreneurial 
organization. So one of the things that has really helped me, is to ask if, “they 
were going to quit, would I try to make them stay?” That's a really good 
question. And would I hire them again at the same salary, right now, if they 
came in for an interview? 

Brooke: And a lot of times, what you can do, and I recommend that you do, is put the 
job req out there and have them re-earn the job. They may be the best person 
for the job, but you'll be able to compare that to other people that are available 
for the job. If you're a lean organization, that's an entrepreneurial organization, 
it isn't like, “Hey, you come, and we give you tenure.” That's not how it works. 
And you can't think about it, you want your people to be loyal to you and stay 
with you for the long term, of course; but there's no guarantee. And I really like 
to make that clear to everyone who works for me. 

Brooke: You have to continuously earn your job here. So let's talk about how do you fire 
someone. What is the process? I want to start with saying you take 100% 
responsibility, it will make your life so much easier. I didn't hire well. I didn't set 
clear expectations well. My business totally grew, and I take full responsibility 
for that, and now I want something different. Me taking total responsibility for 
that. I never give anyone a specific reason as to why I'm letting them go, based 
on performance. I don't think it's useful. The time for that was before, when you 
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were holding them accountable. If you've come to the decision that you're going 
to let them go or fire them, simply, “It's not working out anymore,” is enough. 
Do you want to speak to that? 

Kris: Yes and less really is more. That holds true for when you let someone go. This 
should not be a long meeting. There's no coaching that happens when you fire 
people. There's no feedback anymore when we fire people. This is a very clean, 
short conversation. I don't even know that I'd call it a conversation; when I said 
that, it's very directive. And just like you said, “This is no longer working out; 
thank you. And here's what will happen next.” Whatever that is. 

Brooke: Yes. And I always, before I go into any conversation like that, it will never get 
easy. And if it does, you're a sociopath. It is a very challenging thing to do, right? 
Because it's disappointing; all of it. You're both disappointed by it. But before I 
go into that conversation, I always separate the person from the job, which is 
super important. And this is why I have so many former employees, that I have 
actually let go out of my organization, that are still a part of my community; that 
are still friends with me, because you as a person, as a human, is amazing 
always. You're just, working at my organization, isn't working. And separating 
that out is so important; to think about it that way. 

Brooke: And, the other thing that I always allow for, is whatever reaction they want to 
have. If you try to control their reaction; them being mad, them being angry, 
them being defensive, them yelling at you, whatever it is, when you try to 
control that, you're not clear. You're weird and creepy. Don't do that. Let them 
have whatever reaction they want. They may come back later, which has 
happened to me, and be like, “Oh my gosh. I'm sorry. My reaction was like 
that.” And I will tell you, that sometimes you've set really clear expectations, 
and you've given a 30 day warning, and you've told them that it's not working 
out, and they're still completely shocked that they're getting fired. 

Brooke: And I just allow space for anything that needs to happen in that moment, 
happen; but again, keep it brief. “Goodbye. This is over.” And that's it. 

Kris: So I think it would be good to hear what you do in your 30 day alerts. 

Brooke: 30 day alert. You're getting a 30 day alert. So firing doesn't just happen one day 
out of the blue. 

Kris: And it never should. 

Brooke: Yeah. Unless ... 

Kris: Unless somebody like ... 

Brooke: Unless it's ... Let's think about the example. If you break the law, if you sexually 
harass, or are in any way, inappropriate or violent with an employee. That's just 
done. Right? That goes without saying. That's not what this course is about. And 
that just needs to be handled immediately, and should always include an 
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attorney. “Goodbye. You're fired,” but most firings are going to happen after a 
series of communications and warnings. So either you have an employee that 
isn't performing up to the standard, or you're setting new expectations, because 
your business is growing, that they're not able to keep up with. Those are the 
two main things that I deal with. And a lot of times, I'll sit down with someone, 
and I'll say, “Hey, I'm setting all these new expectations. This is a much bigger 
job than you're used to . We're going to see how it goes.” And then I give them 
feedback. 

Brooke: “You didn't meet this expectation. You're not able ...” So for example, if I want 
someone to create new or bigger processes, because I need this position to do 
that, and they're not able to do that; remember, I'm not going to spend a lot of 
time developing them. I'm not going to sit down and teach them how to do that 
better. Even though they've been with my organization for years, I don't have 
time to help them develop to the next level. So they're either going to be able to 
do it or not. And I'll give them feedback all along the way. Now, that doesn't 
sound fair. And a lot of times, we want our businesses to be like kindergartens. 
We want them to be fair. I'm always telling everyone, “Business isn't fair. This 
isn't kindergarten. I don't make sure everyone gets the same treatment.” That's 
not how it is. And you have to remember that. You have to know you can fire 
someone just because they aren't keeping up with your vision for your 
organization. 

Brooke: You can fire them even if they're doing a good job. It's really important to 
remember that. And I like to let people know that when I hire them. “This is 
what you're getting yourself into.” And I specifically say, “We're not a family, 
this is a team. And you can get cut. This isn't a place that you're going to get 
employed and stay for 25 years.” I don't even know that those places exist. 

Kris: Well if they do, they're probably not very efficient. 

Brooke: Not very efficient, right? 

Kris: No. They're not getting great result. I've had several clients, just in the last 
couple of months, who've had people on the team who were great contributors, 
got great results, and then the business grew, and they expected them to 
expand, right? And usually this means get more strategic. 

Brooke: Right. 

Kris: Right? And they haven't been able to deliver. But where the gap was for the 
entrepreneur is they didn't rewrite the job. They didn't re-establish 
expectations. So they're in their brain over here thinking, “Well you should be 
able to do all these things.” But they didn't actually tell the employee in a way 
that was explicit. So when we're talking about when to fire. We can't fire yet; 
because you haven't done the work of really saying ... Just like you said, right? 
“This is the job now. Do you want it? We're going to make you a new offer.” If 
they say yes, then they have to deliver on those results. If they say, “No, I don't 
want this job.” Then they don't work for you anymore anyway. 
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Brooke: Yes. 

Kris: But it's so important when you're upleveling your business, and you do your 
annual audit, that you look at the role, you look at the job description. Is this 
inclusive enough of what I want this position to do for my business? And then 
make that employee a new offer, if it's changed. 

Brooke: Yeah. And then the other situation that you're going to deal with, is employees 
that are in their current job, that are just not meeting your expectations, and 
you're trying to hold them accountable. I give a couple warnings, depending on 
the situation, depending on how much time I have for the result to get done. If 
it's something I'm in a hurry for, I may only give one warning. I may say, “We 
have 30 days to figure this out. Here my expectation. Here's what needs to 
happen within those 30 days. Here's what I need from you. Here's what our 
communication needs to look like.” I'm super clear about it. 

Brooke: So if they met that expectation, we come back together and I either say, “Hey, 
this was great.” Or I'm like, “It's still not good enough.” Or, “It was a complete 
failure, and now I'm going to let you go.” 

Brooke: I want to give you a couple other tips. You should fire someone, and have them 
leave on the exact same day. Do not give them two weeks to leave. If you want 
to give them a severance, that's completely up to you; which I've done many 
times. I'd say, “I'm letting you go as of today. I'm going to keep paying you 
through the end of the month.” Or, “I'm going to keep paying you for three 
months.” Or, “I'm going to ...” However, it is. And sometimes I don't give a 
severance; depending on the situation. You can decide that. But do not keep 
them in your organization when you've already let them go. I've never seen that 
work out well. 

Brooke: So it's, “You're fired. Goodbye.” And make sure that they're taken off of ... It's 
basically, you take the exact onboarding process that you have, and you turn it 
into an off boarding process. That's exactly what we call it. And you take them 
out of all of the software, all of the communication with the team; everything; 
completely that day, as soon as you have let them go. And just keep it super 
simple and super clean. Do not delay in doing that. Don't be sloppy in doing 
that. Be super professional in making sure that ... You've opened the door, and 
onboarded them, and let them in, and now you're escorting them to the door. 
They're leaving. Close the door and lock it on the way out, for sure. 

Kris: What I like about you doing that is it requires of you, as the owner of the 
business, to really have a process for how you fire people so that you're not 
doing it out of emotion, you're not doing it quick, you have to think about it. You 
have to think about what day, what time, what's the process going to be to off 
board, so that it's not just a knee jerk response. And I agree with you. People 
who fire people and then let them stay ... I also agree when people quit. This is 
my perspective. 
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Kris: If people resign, it's just, there's no need unless they have to do a little quick 
training; maybe it's a couple, three days. But I think once people have made that 
decision, and once you've made the decision that they don't work anymore, 
doesn't help the culture to have them be in your business. 

Brooke: One of the questions that we get a lot is how to communicate that you've fired 
someone to your team. A lot of people are worried. “Oh, if I fire this person the 
morale will go down. Everyone will be upset.” We've already addressed that 
that normally isn't what happens. But one of the things that I like to do with my 
organization when it was small, is I would communicate to everyone privately, 
that someone had been let go. And I don't give them details, I just let them ... 
One of the things that I do let everyone know is that nobody will ever get fired 
in this organization without a warning, and without understanding that it's a 
possibility. “Nobody just gets randomly fired. So even though it may seem that 
way to you, because you haven't been privy to my conversation with this 
employee.” I like to let them know that it wasn't a shock to them, even though it 
may be a shock to you, because you're on the outside of it. 

Brooke: And I let them know this is their last day, as of this. And keep it very simple. 
Anything you want to add? 

Kris: Yeah, absolutely. We don't need to explain why someone was let go, what they 
did wrong, what they didn't do right. We don't need to use someone being fired 
as a threat to the rest of the team, that, “If you get it together, this is what's 
going to happen to the rest of you.” It really is just a simple, “So and so isn't 
going to be here anymore. And here's how we're planning to reassign their 
projects, their work, etc." 

Brooke: One last piece of advice, or share, that I'll give you about firing people is I 
personally like to do it on a Zoom video call. We're a virtual organization, so we 
have employees all over the United States; all over the world actually. And so I 
like to make sure that we get on a call. I always have my business partner Chris, 
who's also my husband, with me. I recommend that you always have another 
person with you on the call. Very short. Very sweet. I ask them if they have any 
questions, but I don't answer anything that's not going to be useful. And I do say 
that. I said, "Me answering that question is not going to be useful right now." 

Brooke: Because a lot of times, people will not be able to register what you're telling 
them. They'll be like, "Oh, but what about the work that I have due next 
Tuesday?" Or, "What about me coming that event that we had planned?" And 
you have to reiterate. "No. This is your last day. You will not be attending any 
future events. You are no longer an employee of my organization." Or, "Of the 
Life Coach School Organization." It is really important to just say the facts, and 
repeat the facts really clearly. I also think it is appropriate, and can be done in 
writing. People will disagree with me and think that it's more respectful, or it's 
better if you do it in person. I don't know if I agree with that. If you are super 
emotional, and you are super upset about something, I actually think it's much 
wiser to write up the document ... And please have someone else look at it. 
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Make sure that it's very benign; doesn't have any reasons. It's just really clear. 
And then give it to them. 

Brooke: We've actually done this with an employee before, where we gave them the 
notice in writing, and then we had a meeting with them afterwards. It's 
completely up to you how you do it. Of course, always have an attorney. If you 
have any questions about how to do it appropriately, just make sure you run it 
by them first. And then the other thing I want to say is afterward, give yourself a 
minute to process it. It's an emotional thing. It's a very difficult thing. You need 
to congratulate yourself for doing the hard work of being a mature 
entrepreneur, but you also need to be tender with yourself. It's really tough to 
that sort of thing. So making sure that you acknowledge and give yourself time 
to process that is super important. 

Brooke: So the two skills you got to be amazing at, if you want to have a great 
organization is hiring well, and firing well. 


