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Backstage Process 

 

Brooke: In this video we're going to talk about processes. Once you have your front 
stage, your narrative completely documented, you're going to go one by one 
through every single thing in that narrative and talk about what happens on the 
backstage. What are the processes that need to be created to make sure that 
happens? 

Brooke: One of the things that's really important is that you have them in order in a 
really clearly titled way, so you want to think about if somebody's going through 
this narrative of Kris's maybe, and they're supporting her, and there's the part 
where the customer schedules an appointment, say for example, the backstage 
of that needs to be named the process for the customer scheduling an 
appointment. It needs to be really clear. Don't say Acuity process, which is the 
name of the software she uses to describe that front end process. Make sure 
they're the same name, the process for that front end thing. 

Brooke: You will have a process for almost everything in that narrative. What does it 
require from you to make that thing happen? So let's start at the very top of her 
narrative. The first thing is click the ad. What did she have to do behind the 
stage to make sure that the customer could click an ad that was on Facebook? 
That is the process of creating the Facebook ad. OK? That's what we would call 
it, creating the Facebook ad for the customer, and then the narrative is clicking 
the Facebook ad. 

Brooke: Let's just go through kind of in specific detail that one thing, so you can 
understand what the steps are for our process. What needs to happen in order 
for our customer to click an ad? 

Kris: We have to create an ad. 

Brooke: Yes. 

Kris: There's a lot that goes even into that, right? 

Brooke: You're right. 

Kris: You're creating an ad and making sure that you have your campaign set up, and 
you have your pixel, and so there's a lot of steps just within the process of 
creating an ad. 

Brooke: This is a perfect example, and I'm going to use this as an opportunity to 
demonstrate what it's like to come in as an employee. Let's say how not to train 
an employee, OK, if you don't have processes. I come in, and I say, "Hey, so you 
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run ads for your customers. Do you want me to run some ads for you?" And you 
would say, "Yes." I'd say, "OK, what goes into creating an ad?" 

Kris: A lot of things. 

Brooke: Yeah, and then she would start talking to me− 

Kris: Yes. 

Brooke: ... just like she did about those things. 

Kris: I would just start listing them. 

Brooke: So tell me. What do I need to do? I'm going to take notes, so tell me what I need 
to do to create an ad. 

Kris: We need to set up a pixel for the site. We need to set up a campaign. We need 
to make sure that we've set up some different ad sets with different audiences 
and different images so that we can test them against each other, and then we 
need to decide if we want to use images or videos. 

Brooke: OK. 

Kris: Then we need to write the text for the ad. 

Brooke: OK, text, yeah. 

Kris: We need to write a headline for the ad, and then we have to decide how much 
to spend for the ad. 

Brooke: OK. 

Kris: We set up a budget for the ad. 

Brooke: OK. Good. All right, thanks. And then I go try to do that. 

Kris: And then there's turtles. 

Brooke: This is what will happen. Then I go try and do that. That's the cryptic direction 
that she gave me. I go try and do that, and completely fail, and come back to her 
and say that I failed, and then she gets mad because I don't know how to do a 
Facebook ad properly. That is a typical Tuesday in most organizations. 

Brooke: Now, if Kris takes the time to really sit down and say what is the full process of 
creating an ad start to finish, and she basically does that. Instead of doing that 
brainstorm at her employee, she does the brainstorm on paper first and gets 
really clear and then documents the exact steps, and doesn't only document the 
exact steps, but then goes and sets up an ad and records it on her computer. 
Then when I come as an employee, and she says to me, "We need to create an 
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ad," I just click on the process create an ad, and there's all the steps that are 
there and the video of exactly how to do the process. 

Brooke: What is so beautiful about that is I can rewind. I can pause. I can try it as it goes. 
I can try to figure it out. I can Google anything I don't understand. It's all there, 
and Kris is working on something else the entire time. She didn't even have to 
take the time to explain it to me and answer all my questions. I just got to click 
on that process and do that. 

Brooke: Here's what's even better. When I win the lottery and quit and another person 
comes in, she doesn't have to do that terrible brainstorm again, and then be 
mad at me because I don't know how to do an ad. She just simply says, "Go into 
the process of create an ad. Click on it. Try to do the ad. Try to do the process, 
and then if you still need help, I can help you. But send me all your clarifying 
questions first." All of her time is spent working on other more important things, 
and my time is spent learning this and learning this process, but we're not 
spending that time together. Instead of it costing us two hours of our time, it 
costs me one, and only costs her the time to set up that process in the first 
place. 

Kris: Yeah, and that's why so many people don't fire people, just as a side note. 

Brooke: Yes. Yes. 

Kris: Because it's so exhausting to train people. When you take the time to do the 
work once and do it well, now you have a process that you can replicate. 

Brooke: Then you can have a tactician that creates the ad for you. You can have 
someone that just follows the steps that you've created versus having them 
come up with a process, or them trying to figure it out every single time you hire 
a new person. 

Brooke: Everything that's required in terms of a process to create a Facebook ad would 
be that first step, and there are so many pieces. How do I find the right picture? 
Where does that link to? Where's the Dropbox of pictures? What are 
appropriate pictures? How do I write the copy? What kind of headlines? The 
more descriptive you can be in that area, the better. Then you go to the next 
one. What about an opt-in page? How do we handle that? If there's a process 
for creating one, you might want to create a process for creating one. 

Brooke: Now, sometimes the opt-in page will always be the same. You don't need a 
process for creating it. You just need to write the process for collecting the 
names maybe, or for emailing the people. Whatever your process is on the 
backend to make sure that that's working, you want to have it there. One of the 
things that we always do is when things go wrong during one of these 
narratives, we always create a process for solving it as we're solving it, and then 
add it to the backend. If I'm Kris's assistant, and someone said, "Oh, I didn't get 
my email." I'm able to go in there and see what the process is for helping the 
person get the email that they didn't get after they opted in, etc. 
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Brooke: This is a painful process. I'm not going to lie to you. I remember the first year 
that I did this, I really tried to hire someone else to do it for me. I did not want 
to go through this. I tried to delegate it. I tried to have other people do it, and 
then one day we decided, Chris, my business partner and I just decided, "We're 
going to take this whole weekend, and we're going to document processes." 

Brooke: Neither one of us wanted to spend our weekend doing that, but I will tell you 
it's the best thing we've ever done, because we set it up in a way that now my 
team can go in and execute, and my strategist can go in and create their own 
processes based on what we set up in the beginning. It has saved us so much 
time in the long run and made it so much easier to hire employees, because so 
many of you don't want to hire employees because it takes so much time to 
train them. It doesn't take us any time to train them now. We're just like, "Go 
through the processes." Ours is called SweetProcess. "Go through SweetProcess 
and learn how to do this process." 

Kris: You know, Brooke, I remember that weekend. 

Brooke: It was not fun. 

Kris: You and Chris to go through the whole thing, but that was a pivotal time for 
your business. 

Brooke: Yes. 

Kris: You know what's interesting about processes as I was listening to you? 

Brooke: What? 

Kris: It's like, here's your business model, right? Here's your revenue goal. Here's 
your business model. Here are the people. Here are the processes. 

Brooke: Yeah. 

Kris: As soon as you document a process, now you've built an asset. 

Brooke: Yes. 

Kris: So a process is an asset, just like the hardware that you have in a building or the 
furniture that you have in a building. If you sell it, you now have... It has value. 

Brooke: Yes. 

Kris: That's a really cool way to think about a process. 

Brooke: Well, and think about what an asset is. An asset is something that produces 
value for you. 

Kris: Yes, yes. 
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Brooke: Right? 

Kris: Yes. 

Brooke: You're your only asset in the beginning, so your brain is the only thing producing 
value, whether you're telling someone a process or doing the process yourself, 
so when you create a separate one, then you're exactly right. It becomes the 
asset. 

Kris: I think it's kind of cool that you even think about as we did this, it'd be 
interesting to think about how much is that asset worth to me? 

Brooke: Yes. Yeah. 

Kris: Because as I start thinking, "Oh, well that's worth this much money, and that 
could be worth this." That's kind of fun. Now I'm excited to create that. 

Brooke: Yeah, yeah. And then to sit down and create and write it down becomes... It's 
almost like people that have these amazing stories in their head and never write 
them down, right? 

Kris: Yeah. 

Brooke: It's the same kind of thing. Those processes become assets. I love it. 

Kris: Yeah. Yeah. 

Brooke: You will have processes for departments that aren't directly connected to a 
main narrative. For example, when you join Self Coaching Scholars, you get a 
box in the mail. There are about 75 processes that go into our shipping 
department that are all connected to that narrative, so it's not just that there's 
one process for every step in the narrative. Sometimes there's many, many 
processes for one step in the narrative, so it's important to have processes for 
everything. 

Brooke: I used to say to one of my employees, "Well, what if someone gets hit by a bus, 
and we would need someone else to come in and do that job?" He said to me, 
"Well, why can't they just win the lottery?" So now that's the new thing. They 
just win the lottery, and they leave. But you want to have someone who comes 
into that job completely cold to be able to understand the processes. We do, in 
our organization, we have cross departments auditing other people's narratives, 
so I could go into the customer service, which I don't do any customer service, 
or the shipping department, and look in that narrative and be able to identify 
what the process is and actually execute the process without asking any 
questions. That's how we set up our processes. 

Brooke: One note that I want to make here is this really helps you understand why it's 
hard to scale a business that has so many different products. If you have 15 
different products, you have 15 different customer narratives. You have 15 
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different processes for every step in that narrative. It gets overwhelming, 
because managing these processes and keeping them accurate is absolutely 
imperative. 

Brooke: Why don't we talk a little bit about what you've seen in organizations that don't 
have processes and some of the problems that they run into? 

Kris: It's probably 99% of the companies, the smaller businesses that don't have 
these, and it's because everybody's just running around getting work done. 

Brooke: Yes. 

Kris: The problems that we see are overworking. People are always saying they're 
working too much, but they're not producing. They're not getting the level of 
production that they want, so the business owner is really frustrated, because 
they're watching all these people working, and they're paying people a lot of 
money, but they're not getting any more traction on getting better results, 
right? So we end up having burnt out staff. We have business owners who don't 
understand how things are done in their business. 

Kris: Business owners have to understand the processes that are helping all of the 
different parts of their business run. What happens is a lot of business owners 
don't know how things work in different parts of their business. 

Brooke: Right. 

Kris: And so then they can't replicate it, and they're kind of blind to it, and so then 
when things don't go well, when we're not getting the result we want, there's 
kind of this paralysis that happens. That's where a lot of my clients are. Like, "I 
don't know what's wrong, but it's not working." I've had clients where they do 
things. They've had parts of their business that they've run for, frankly, years, 
and they've never built a process. I remember specifically I talked to a client 
who's been running projects for years, and there was a project that wasn't going 
well. And I said, "Well, do you ever just do a debrief after a project, just to talk 
though all the steps of the project?" 

Kris: "Yeah, that'd be a good idea, right?" It just didn't occur to her. It wasn't that she 
was not trying to run her business well, it just didn't occur to her to have a 
review process even. They had it up on the front end, but they never really 
reviewed what didn't work, so I level process, but it just level sets everything. 
Again, I like when things are like math. 

Brooke: Yes. 

Kris: And that's what a process does. It just brings the math. It makes things neutral. 
It doesn't make it about the people and their personality or whatever. It's just, 
"Did we write the right process, and did we follow it?" 
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Brooke: Now some of you may think that you don't have a process, but I promise you, 
you have multiple processes. The problem is all of those processes are in your 
entrepreneurial founder brain. We need to get them out of your brain or out of 
your employees' brains and into a place that exists separately from all of the 
people. That will be the heart of your business, all of those processes, and when 
you look at your processes, they should be updated. They should be accurate. 
They should be being used. It's one thing to have a process manual that sits in 
the corner and is dusty. That's not useful. You want to make sure that the 
processes are being used, and if there's a problem, you need to ask what went 
wrong in the process. 

Brooke: One of the ways that you can do this, especially in the beginning, because you're 
not going to want to do it, is when you hire someone to do something and 
you're training them, you're only allowed to speak to them in video. This is what 
we did when we... We hired our first employee, and my husband was doing all 
the shipping and all the logistics for our corporation, and I told him, "OK. This is 
your new employee. You can only speak to him in video, and you can only speak 
to him in written processes." That is how we started our entire process system, 
which is now like completely huge and covers everything in our business. It was 
just that one small thing. So all the steps, and he would just talk to our 
employee through video, and he was able to reference the video and go back to 
the video, and if something changed, he could correct the video. And so when 
you first hire someone, that's a great way to start. 

Brooke: Don't have tons of meetings with them. Don't sit down and just have meetings 
with your person and train them. "Oh, I need to spend the week training them." 
Yes, you do, but you don't ever get to talk to them. You send them everything 
through video and everything through documented process, and you put it in a 
process place that they then access it. Do not email them the process. For the 
love of God, don't email them the process. Don't do anything where someone 
can't find the process. Put it in a program like SweetProcess or Dropbox that 
anyone can then access after that. 

Brooke: If you take the time to create the processes and the systems, that will become 
what your business actually is. This brings us right back to the beginning where 
we talked about how there's you, and then there is your business. What's in 
your brain should not be the same as what your business is. Take what's in 
there, and put it into a process so your business can exist separately from you, 
and increase your amount of freedom. 

Brooke: I'll tell you this. I can go on vacation for two solid weeks and know that my 
employees have every process they need to keep my business functioning. I 
couldn't emphasize more. I'm thinking about your brain right now saying, 
"There's no way. I can't do it. It's too hard." I just want to grab you by the 
shoulders and be like, "Listen. It's not that hard." It's hard right now, because 
you like instant gratification, but if you're able to delay that gratification and 
slow down enough to create those systems and processes and to keep them 
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accurate and updated, you will have the business that will be able scale beyond 
your dreams. 


