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Company Manual 

 

Brooke: In this video, we're going to talk about having a team manual. I remember when I first 
started my company, I said I will never have a manual because nobody ever looks at the 
manual, and everything in there makes no sense because there's big words that nobody 
understands. And then I started building an organization and I realized that you really do 
need a team manual. But here's like the best news. You don't have to follow some 
corporate template, you can put whatever you want in your own team manual, which 
made me delighted. This is why I'm always worried that the adults are going to come in 
and I'm going to get in trouble. But so far, so good. 

Brooke: So I'm going to give you a sample of how to create a manual. You can look at mine, you 
can follow it, follow the guidelines for it. Don't use the exact same one because that 
would be kind of weird in your organization unless you're running The Life Coach School. 
But use it as a template for creating your own. Use your own voice and your own tone 
and pretend like you're talking to actual real humans and not robots, because you are. 

Kris: Or lawyers. 

Brooke: Or lawyers. Exactly right, exactly right. So here's how I decided to do my team manual. 
Every single concept in this manual gets one page and one page only. I call this one 
sheet management. You should be able to look at one sheet and get the idea and the 
concept of what we want you to know about working for our organization. So I'm going 
to go through this manual, you can print out a version of this and go through it at the 
exact same time just to get an understanding of it. 

Brooke: I really recommend that you only do it as a PDF and print it out literally at Staples. Don't 
make this some super fancy book that is bound and has a hard cover because this will 
change at least once a year, if not more. So I like it to just be spiral bound, Staples, 
Kinko's whatever. So it's like a working document. I personally like to have it printed out 
and I like to give everyone a hard copy. But you can do just an online version as well. 
The reason why I like having it hard copy, it's kind of old school. I like having it so people 
will actually read through it because it's large type and everything is on one sheet. 

Brooke: So I started with just having a table of contents that is page numbered, everything's 
page numbered on here. And we also do the latest revision and the date of the latest 
revision in the left hand corner. Highly recommended as well. So the first thing I have on 
here, manifesto and values, which we've already read to you in previous modules. Just 
make sure it's accurate, it's the latest version, and it's written on the first page. The next 
page I have is a company philosophy. This is basically my philosophy on running a 
business. It's everything conceptually that we have taught you in this course from my 
personal perspective. 

Brooke: What is your company philosophy for your company? You can read through mine to 
kind of get an idea and get some background from how I came up with my business and 
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you'll have your own story about how you came up with yours. And the way that you 
can write this is by basically saying, this is what I believe about doing business. Do you 
feel like most of the people that you work with have a company philosophy and maybe 
they're just not aware of it? 

Kris: I think that's the best way to say it. I think some are pretty clear and it's easy to 
communicate. But I think a lot of people haven't really ever given a lot of thought. But 
when you ask like, what is the reason? What do you love about what you do? What do 
you want people to experience because of what you do? Why are you doing what you 
do? All those kinds of questions. Absolutely they can come up with answers. I love 
seeing it all in one piece of paper. That one sheet is so valuable because it makes your 
brain need to be concise, which the more concise you are, the easier it is for someone 
else to understand. 

Brooke: Basically, this is what you believe about business. This is your philosophy. So it's going to 
be different for everyone. And this is just summarizing your philosophy. The next page I 
have is called rules. And as you can see, it's only like a half page. And we have very few 
rules. Most of them are about how to dress. I think having rules about how to dress is 
actually a really good idea because it kind of represents everything you believe about 
showing up in your company. 

Brooke: So you can read through mine there and I talk about coming on time to meetings and 
staying till the end, making sure you're in a quiet place with good audio and internet, 
being prepared. I talk about don't answer Slack on the go, waiting till during work hours. 
So we have some, just a very few number of rules that I put on there. If you find that 
your rule page is longer than one page, it means that you're hiring the wrong people. I 
want to just tell a little bit of a story about that. It's something that we talked about a lot 
when we're trying to figure out what is our process for reimbursement. 

Brooke: We don't have a very strict process for reimbursement. Basically, you just submit your 
receipts and we pay you back. And we assume that you'll be reasonable and that you're 
an adult, and that you won't spend a lot of money on crazy bottles of Dom Pérignon 
when you're on a business trip. That's just our assumption. But then we had someone 
that kind of did some crazy stuff and asked for reimbursement. 

Brooke: Chris and I had a long conversation about it. And one of the things he said is, or asked 
me was, "Hey, do you need to put more rules? Do you need to put more expectations in 
your manual so people know the process for reimbursement doesn't include hot air 
balloon rides on the way to the company meeting?" We kind of talked about like what 
we needed to put in there and what was acceptable and what wasn't. I just decided, I 
was kind of like, if I have to explain this to someone, they're probably not the right 
person for my organization. 

Kris: They're not blue collar. Which is her value. And so the cool thing about having values is 
values become like the broader overarching way to address some of these, you don't 
need a rule. If you have clear values, you don't have to have this specific rule. But you 
could see how companies just like start making rules for every egregious thing that 
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employees do, because they don't have the values and they don't lead and manage their 
team to values. 

Brooke: Yes. And I do think it's important to make sure that the people that are working for you 
have your business' best interest in mind. I think a lot of times when we're working for 
larger corporations and this is especially important as your business gets bigger is, do 
they see you and your organization as this separate thing that doesn't matter to them? 
The budget doesn't matter to them. And that will be clear, you know, really soon. 

Brooke: I think too setting expectations is important and when people are really off base, like 
correcting them, but not just in like, that's not OK, we don't reimburse for that. But like 
sitting down with them and being like, “Hey, why did you submit this? Like, what were 
you thinking? What was going on in your head?” It's an opportunity to kind of explain 
that company philosophy and remind the employee of the company values. 

Brooke: The next page I have here is the business model, which we've discussed in a previous 
module, and we just want to summarize it so everybody that works for your 
organization knows what it is. As it changes, you'll need to update this. The next page is 
the company plan. And this is kind of how we set up our personal company plan at our 
organization. So we have a 10 year vision, we have one year goal, and then we have 
quarterly goals where every single employee has what we call a rock. And that's 
basically their goal for that quarter. There are three goals for that quarter, and that's 
how we evaluate them and monitor them. You understand what the rocks are about. 
You want to explain it to them? 

Kris: Yeah. I think it's great because it takes it all, it makes it very simple. We have a lot of 
things we have to do every day, but the rock keeps us focused on the results that we're 
responsible for. Which is different than, I gotta get through Slack. I gotta read my email. 
I gotta respond to this. Having those key rocks simple, three, I love three because it's not 
too many. But it's not a little amount either. It's a little bit of a stretch. And then it 
obviously helps you assess how they're doing. 

Brooke: Yeah. And it comes from this idea that if you have all these little pebbles and three big 
rocks and you put the pebbles in first, then the rocks aren't going to fit. But if you put 
the rocks in first, then you can pour the pebbles in all around. So you do the rocks first. 
So that's why we call them the rocks. The next page we have here, we just summarize 
our company goals. The next page is our operations. This is kind of how we run our 
company. We have hiring, how we hire, how we onboard, how we work, and how to 
handle questions. It's all summarized here in the manual. 

Brooke: We talk about our systems on the next page. We use four main systems in our company. 
We use Slack, Basecamp, Dropbox, and SweetProcess, we define them. Now, this may 
seem super basic, like something that you would assume everybody knows. But what 
we learned and why we added this page is when we had new hires come on. Some of 
them didn't know what some of these programs were or some of these systems were. 
So we just included them here and talked about the differences between them a little 
bit. 
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Brooke: Next page we have is the narrative processes. We just kind of talk about what a 
narrative is because most of us don't know and most new hires won't know what it is. So 
we just kind of summarize it as we've done for you in these modules. The next page is 
the company calendar. We have at our organization, a company calendar that includes 
all the classes and events that we teach as an organization. It includes meetings for the 
entire team. It includes vacations for all team members. One of the things that we offer 
all of our team members is six weeks of paid vacation. It's a beautiful thing because they 
get to go and get time off. But also they have to have a backup who is trained in their 
job. Tell them why that's important. 

Kris: Because the business is the priority. So it's lovely to work for a company that has such a, 
I think generous vacation policy. It's not common. But we have to always ... I'm always 
reminding my clients and then even myself like, you have a job because there's a 
business that you're supporting because of the job. You don't have a job so that you get 
what you want as an employee. And so when you say I'm going to take vacation, that's 
awesome. But you're saying in exchange for this wonderful benefit, your work still has 
to be done, your results still have to be achieved. The business doesn't take two weeks 
off while you're on vacation. The business and the clients and everyone else that we 
support has to continue to get what they need. 

Brooke: Right. And the other thing that's really important for me as a business owner is to know 
that someone can leave their job and someone else can follow processes to fill in for 
that, because then I don't feel so desperate for that person to overwork or be there all 
the time. I know that the business can function with the processes and not the people. 
So I really want to encourage, if you are going to give vacation time and you should to 
your people so they can go get rested, they're not allowed to check in. The person 
backing them up, not allowed to contact them. If that job cannot function without a 
specific person, it needs work and the vacation will reveal that. So it's a benefit for the 
employee, but it's also a huge benefit for the business. 

Brooke: The next page is hiring and onboarding. And we just talk about our philosophy about 
that and how we execute that. I have a page that's on bonuses and pay. It's really 
important for people to know how they're going to get paid, how do they get raises, do 
we offer bonuses, we just summarize our philosophy on this one page. The next page 
we have we call the manager page and it basically talks about how for each employee 
and each job, you need to have the following processes for each employee. So this is an 
instruction page for the managers so they know what is required for each employee that 
they manage. 

Brooke: This next page, we talk about meetings and the meetings that we have at our 
organization. So you have to imagine someone reading this manual for the very first 
time may not understand how you set up meetings and why you've set them up the way 
you do. So in this one, we talk about Monday Hour One, and what's required of them as 
an employee. We talk about the weekly meeting that we have regularly as a team. And 
then we talk about Friday Hour Done and what's required of them on Friday. This is 
something that everybody reads right when they come on board, and everybody 
participates in it. So it's important for them to be able to, if they're confused about it, 
they can just come right here and read what that process is. 
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Brooke: We also talk about meeting structure and all other meetings being by request that we 
have in the organization. And they can read about all the details of any meeting that we 
may have on this page. This next page, we have the quarterly evaluation worksheets 
and what is on each of them. At the top we have the employee evaluation, which is 
completed by the manager, and then we also have the manager evaluation, completed 
by the employee. We have everyone read this evaluation the first day they start 
working. So they know what they're going to be evaluated on a quarter from now during 
this entire quarter. I think that's super important. I think sometimes the evaluation is a 
surprise. Like, we're evaluating on all these things. Well, I didn't know you were 
evaluating them. 

Kris: Yeah. And they don't know what they're being evaluated on. So this is so great, because 
now day one, I know what you're going to be looking at in terms of my performance, I 
can be prepared, and I know that I'm going to get a chance to talk to you about what 
might be working for me or what isn't working for me. So it's so great. It just level sets. 
Like, immediately, like there's a ... Creates a lot of tension and stress for people if they 
don't know how you're going to evaluate how well they're doing. This now, now I know. 
And if I don't understand what be an example means in my job, I could ask you and say, 
can you tell me how I can ... If I was your employee, I would always say, how can I win 
here? 

Brooke: Yes. How can I win here? How can I get the best possible evaluation possible. It's a great 
conversation to have with them. And the other thing it really makes clear is that we will 
be evaluating you on our core values. It's not just rhetoric in our manual, it is what 
matters to us. You need to know what those are and you need to know that you will be 
evaluating me as your manager on those things. But I will also be evaluating you on 
those things. 

Brooke: Then we have a list of our employee filters that we talked about earlier in the program. 
They're listed and exactly how to do them. We also have them online so people can 
copy and paste them as they're giving them to their managers. We have the manager 
filters documented here as well. We have vacation and company holiday policies listed 
in here. Policies for your vacation, but then also what are the holidays that we take off 
as an entire organization? 

Brooke: And then the last piece of this is our company glossary. This is something that I hadn't 
even thought about creating but one of our employees came on, our new employees, 
and she's like, I don't know what you are all talking about. What's so interesting about 
that is you develop your own language in your organization. You do like shorthand and 
abbreviations for everything you're doing as a company. People coming in from the 
outside can feel really kind of ... What's the right word? 

Kris: Intimidated? 

Brooke: Yeah, they can feel kind of intimidated and like they don't understand what's going on, 
because you're talking in a language that they don't understand. So if there's a way for 
them to look something up without having to ask for it, having this company glossary is 
really helpful. Anytime you have a new employee who has to ask like, “what does that 
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mean?”, that's an opportunity for you to add it to the company glossary. And we just 
keep this going as we add new products, new abbreviations, and new shorthand for 
things, we include it in the company glossary. 

Brooke: I have to tell you that all new employees read through this and they're so appreciative 
because when I created, it seems very simple. It seems very obvious. It's what I'm living 
every day. So even as I'm reading this to you, it sounds a little bit silly to me. But for 
brand new employees, this can be everything. 

Kris: Yeah. It can feel kind of almost remedial, like, this is all so obvious, but it's not obvious. 
You just you and a couple members of your team because you won't think of all the 
things because you'll overlook them. Just have the acronyms. It's like we kind of 
overlook the obvious. So taking a little bit of time. But what you've done here, which I 
just have seen so many people download someone's manual that's a boilerplate that 
was created by some HR company somewhere that's just got so much stuff in it that's so 
unnecessary. This is so simple, so clean. Using this as a template and putting in the 
things that matter to you in your business, it's going to just be a working, living, 
breathing sort of instruction guide for anybody who comes into your company. 

Brooke: That's right, I just want to add, do not have someone really wordy or technical creating 
your manual because you'll end up with this really thick professional and you'll feel like 
you're legit manual and no one will read it. Listen, if you aren't willing to read your own 
company manual aloud, then it shouldn't be in there. If you have something that's said 
in three pages that can be said in one page, you really ... I mean, as I went through this, 
everything in here is imperative. I'm proud of every single one sheet in here because we 
actually do use it. 

Brooke: So you want to make sure that as you go through it, every single year you should ... We 
go through this as a team and read it out loud to each other. So I think that's kind of a 
good test for it. So make sure you create a manual, don't be too fancy with it, have the 
cover be super boring, just spiral bound it and make it so it's readable and that people 
will actually use it. 


