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Filters 

 

Brooke: So I'm riding solo on this one, because I'm going to teach you all about the 
communication filters that I created in my organization for us to communicate. 

 The first four filters that I'm going to cover are the employee filters. So these are 
filters that your employees will use when they're communicating with you. I've 
included all of them. You can completely use them exactly as I have done them, 
but I want you to consider your organization and make changes as needed. 

 With the guidelines that I give you, the only thing I want you to really make sure 
you do is don't make them any more complicated than I already have, because 
when you start making things complicated and hard to remember, people don't 
use them. Then they're useless. So you want to keep them as simple as possible. 

 I'm going to start by talking about the systems that we use for communication. 
First and foremost, I highly encourage that you do not do interoffice email ever. 
We never send emails to each other in our organization. Everything we do is on 
Slack, and it's very specific and clearly organized into channels. 

 If you're not on Slack already, I highly recommend that you get on Slack or 
something similar and handle all interoffice communication through there. The 
reason why is, instead of an email going back and forth and round and round, 
it's all in one area. It's just like a text on your phone. You can see who said what 
to who, multiple people can be involved in the conversation, and it's all within 
one area in the software versus having all these emails. 

 The second thing that I want to recommend that you do is you have a project 
software. We use Basecamp, where we use all of our current projects that have 
timelines and dates and communication back and forth. So Slack and Basecamp 
are our main forms of communication. 

 We don't do a lot of verbal communication, in terms of phone calls and stuff like 
that. We have meetings set up, and I'm going to teach you how to do those 
meetings and how, exactly, we do them. But most of the communication is done 
between Basecamp and Slack, and we do have a lot of kind of guidelines and 
rules around that communication. 

 I created something that I call communication filters, and I got this concept from 
Dan Sullivan, because he teaches about the idea of having a self managing 
company. I just loved the idea about that, because I never wanted to manage 
anyone. 
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 So, as I started working with people, I started noticing that it was taking a lot of 
my time to communicate back and forth with them. So I decided to create a 
filter system that they can use for the communication. 

 I'm going to start with the Clarifying Questions Filter. All of these filters are 
included in the manual, in the Life Coach School manual that I have shared with 
you. So you can scroll down and get access to them. But I want to go through 
each of them and kind of tell you my philosophy behind them and then tell you 
how we use them. 

 So the first one that we use is called the Clarifying Questions Filter, and here's 
how this one goes: If you're going to delegate something to an employee and 
you're going to ask them to complete a result for you or create a process for you 
or execute something, they are going to have lots of questions is my guess, 
because if your employees are anything like mine, we're trained to be told 
exactly what to do and then execute on exactly what we've been told to do. So 
if there are questions in our mind, we immediately want to ask them. 

 This is a problem for you as a manager, because you're constantly being 
bombarded with questions. It feels like you're getting pelted all of the time, and 
you're having to stop and think about and answer the questions. So one of the 
things that I wanted to create was an organization that could answer their own 
questions. That is exactly what I do with these filters. 

 So what I ask my employees to do is I'm going to give you an assignment, and if 
you have any questions about the assignment, I want you to write down every 
single question that you have about that assignment. Give yourself some time. If 
you need to think about all the questions that you have, write them all down. 
Then, as soon as you have all those questions written down, I want you to 
attempt to answer them yourself. 

 So you may have a question like, "Well, when are we going on this trip?" or 
"When do you need it delivered?" or "How many people are going?" − really 
obvious questions that would be very easy for me to answer. I want them to 
guess at answering. Make an attempt at answering. 

 Then, once they have all the questions written down and all the answers written 
down, then they can submit the questions to me. This does a couple of things. 
First thing it does is it lets me know what questions were unanswered when I 
assigned it. It's good feedback for me. It also helps me see how they're thinking 
about the assignment. They may be completely off base, and that may be 
because of my lack of communication or a misunderstanding on their part, or 
they're just not thinking about it in the way that I want them to think about it. 

 I'll give you an example. One time, I gave an assignment to one of my employees 
to find a transcription service. So that was a service where they would take 
audio content and transcribe it. So she went off to find this transcription service, 
and she found five different people. She came back with her recommendation 
on who we should have do it. We went and had them do it, and it was terrible. 
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The transcription was so bad. The words were spelled wrong. They didn't get 
the point. It was almost like they didn't understand what I was saying. 

 I went to her and I said, "What really happened there?" She was like, "Oh, I just 
got the cheapest one, of course." If you know anything about me and the way 
that I think, I would've chose the most expensive one, always, especially if their 
quality was there and they had demonstrated quality. 

 So I saw that all she did was go try to find this transcription service, and, in her 
mind, cheapest is best. So had she asked the clarifying questions ahead of time, 
I could have helped her think about it in a way that would've served us both so 
much better by understanding that. 

 Not only that, instead of me just answering the question for her, me 
understanding how she thinks about it helps me tell her how to think about it 
and adjust how she's thinking about it. So then when I ask her to go hire a chef 
or something different, she kind of knows the thought process that's going on in 
my brain. It has made a huge difference in making sure that I'm on the same 
page and the communication is clear. 

 So I make an assignment. We call it clarifying questions. Write down all the 
questions that you have. Make an attempt to answer them. Sometimes all of 
their answers to your questions will be correct, and all you do is a thumbs up. 

 So think about that. Let's say they have seven questions that they wanted to ask 
you. You would've had to answer all seven of those questions, but they already 
had the answers. You just needed to confirm them. So instead of you typing the 
answer to seven questions, it's just a thumbs up or a slight correction that will 
then serve you over the long term. 

 So that is the Clarifying Questions Filter. No one's allowed to ask me ... None of 
my employees are allowed to ask me a question unless it includes an answer. 
That'll change your life, my friends, I promise you. 

 All right. The next filter that I have we call the Decision Filter. This is another 
thing you're going to notice as a manager, is that you have to make so many 
decisions in your organization. As your organization expands, you will get 
decision fatigue, and you will start developing what we call decision debt, where 
you'll be putting off decisions. 

 Making a decision requires that your brain stops, adjusts, considers lots of 
different things in order to make an educated decision. When you have an 
employee who you have hired as a strategic employee, you want them to make 
the decisions for you. But here's the problem: They don't know how in the 
beginning. The decisions they make will be the wrong decisions. They'll make 
decisions based on values that you don't value, or they'll make decisions based 
on their interpretation of what you want. 
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 Sometimes that'll work out, but most of the time, it won't. So what's the 
solution? Most of us, what we do is just make all the decisions for them, which 
just burns up all of our time and turns your strategic employee into a tactician. 

 So what do you do? You can't trust them to make a decision yet. You don't want 
to make the decision for them. So what do you do? 

 Well, I came up with the Decision Filter, and the way that this works is, as soon 
as they get to the point where they have a question and there's two options, 
they write down, in the Decision Filter, what are the two options? Then they 
make the decision on what they're going to do, and they tell me why they're 
going to do it and how they're going to execute it. Then, at the bottom, it says, 
"If I don't hear back from you, I'm going to execute on this decision on this 
date." 

 Beautiful filter. It has changed everything for me as a manager, because when I 
get that Decision Filter, I'm either going to be able to correct their thinking and 
teach them and show them how to think about something, or I'm going to be 
able to just do thumbs up, right decision. 

 It also prevents them from making decisions that they think are right without 
confirming them with me, which can waste a tremendous amount of time. So 
sometimes I'll get a Decision Filter, and it will be a decision that I do not want to 
be executed, I do not agree with. I'll just say, "No, this isn't the right decision. 
Here's why. Here's my thinking about it. Go do another Decision Filter," or "This 
is the research I need you to do to go do another Decision Filter." 

 What it does is it gives people decision authority, which we want all of our 
employees to have. We tell ourselves we want our people to feel empowered. 
We want them to feel like they're in charge, that they can make these decisions, 
but we can't just let them make decisions without any supervision. Most of us 
don't know how to supervise those decisions. The Decision Filter solves that. 

 Most of the time now, in my organization, I get Decision Filters, and they're just 
all thumbs up. The people in my organization know how to make decisions, 
they're thinking properly about it, and I'm informed of the decisions that they're 
making. But it takes me 3 minutes to read a Decision Filter versus 25 minutes to 
make the decision myself. 

 Another filter that we use a lot with our employees is called the Idea Filter. If 
you hire awesome employees, they're going to have lots of ideas, lots and lots 
and lots of ideas. I never want to discourage someone from presenting me with 
ideas, because you never know when the best idea is going to be there, and I'm 
paying my employees to think. I want their ideas. They're in the trenches, doing 
this. 

 But one of the problems you can run into is literally too many ideas, and they're 
just being kind of chucked to you. "Hey, what about this idea? What about this 
idea? What about this idea?" When you get too many ideas, you feel like maybe 
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they're not thought through, or maybe you don't know how to categorize them 
or keep them. 

 So we ask everyone, every employee who has an idea, to present it through an 
Idea Filter. What is your idea? We want to know. We want to know why you 
think it's a good idea. We want you to be really detailed and really clear in that, 
because, a lot of times, we just throw out ideas that we haven't really thought 
through, and that's not a good use of your manager's time or your time if you're 
like, "Oh, yeah, that is dumb," like if you haven't really thought it through. What 
does the idea require to implement, and, if approved, when will you complete 
it? 

 So, a lot of times, I'll get these great ideas, and, basically, they will be executed 
just with a thumbs up, just like, "Yeah, go with it. Go with that great idea." 
Sometimes they'll have ideas that I don't agree with, and I can just simply say, 
"Not at this time." 

 It streamlines the communication of ideas, and there should be lots of them. 
You want lots of them. You want some of them implemented. This is just a really 
clear way to keep track of them. 

 The other Decision Filter that we use is called the Problem Filter, and this will 
prevent people from bringing you their problems. Do you know what I'm talking 
about? The last thing you want as a manager is to have someone coming and 
presenting problems to you, for you to solve. They are well meaning, but you 
will want to kill them. So they'll be like, "I have this problem. What should we 
do? I have this problem. What should I do?" 

 So we have a rule, and this filter requires that you solve the problem or you 
suggest a solution to the problem before you present it to me. So you may have 
found a problem with ... Let's say we were going to have lunch at a certain 
restaurant with the team, and then the reservation was lost somehow. Then we 
no longer have a reservation. 

 So, instead of you coming to me and saying, "Hey, they can't find our 
reservation," and then just staring at me blankly, you come to me and say, "Hey, 
they lost our reservation at the restaurant. They couldn't get us in. There's a 
restaurant down the street. I already called them. I reserved it. This is what it's 
going to be." 

 So I'm still supervising the problem solving process, and I can say, "Oh, no, I 
don't like that restaurant" or whatever. But, most of the time, I just thumbs up. 
I'm aware of the problem. I'm aware of how it was solved. I don't have to solve 
it. It's just me supervising. Again, what could have taken me 15 minutes to solve 
now turns into a 3 minute. 

 I want to warn you that sometimes, in the beginning, your employees will forget 
to do this thinking for themselves. It will be super challenging for them, because 
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they will feel like they don't know what to do. They don't know what you'll be 
happy with. 

 Also, there is this risk of rejection that happens with these filters. They're going 
to make decisions. I may say, "That's the wrong decision." They're going to solve 
problems. I'm going to say, "That's the wrong solution" − according to me, of 
course. 

 That is really challenging for us, I mean as humans, to be wrong about things. 
Much easier for me to just ask you, "What do you want to do to solve the 
problem?" No risk of me being wrong there, as an employee. So of course I'm 
always going to have the inclination to just have you solve it for me so I don't 
put myself at risk for rejection. 

 This isn't something that happens consciously with employees. So you just have 
to bring it to their attention, and it's really important if you're going to use these 
filters that when someone presents you with a problem or when someone 
presents you with a question or when someone presents you with a decision, 
you push back and say, "I need a filter on this." 

 It will take discipline in the beginning, because you'll want to just solve it right 
away. You'll feel like it's so much quicker. But if you push back in the beginning, 
you will save yourself so much time, and you will train them to be much more 
effective in the way that they communicate and work with you. 


