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Culture Who 

 

Brooke: Welcome to Module Three. 

Brooke: All right, so let's review. In Module One we talked about you and your brain and 
managing yourself because in order to grow a business ... 

Kris: You have to grow the person running it. 

Brooke: Period. That is our tagline for you. OK? In Module Two we talked about your 
business, creating it as separate from you. Creating your core values, your 
manifesto, your vision, managing your money around it. Now in Module Three 
we're going to talk about people because that is the main difference between 
being a solopreneur and an entrepreneur. All of a sudden there's all these 
people around. 

Kris: Which really is what happens. It's like all of the sudden there's all these people. 

Brooke: There's these people that you all of a sudden are hiring and managing and firing 
and frustrating over. 

Kris: Not so much firing is my guess for most people watching this. Maybe hiring, not 
firing. 

Brooke: So this module is really the main course of this course, so to speak. If you 
haven't watched Module One and Module Two, you're doing it wrong. You must 
have that foundation before you move into hiring people. So often people will 
come to us and they'll be like, "Can you help me write a job description?" or, 
"How do you put a process together?" We're like, "Whoa, slow down. Have you 
managed yourself? Have you created your business entity from the stance of 
have you thought about your business model and those sorts of things?" Those 
really need to be in place before you start bringing other people into the mix. 
Otherwise, what happens? Let's just talk a little bit about how most of us do it 
wrong. 

Kris: Yes. Because most of us bring people into our business to solve problems, which 
we talked about before, right? And it usually comes out of your frustration 
because you have too much work that needs to be done, then you can't do it 
yourself anymore. And so then you just think, "I need a person. I need people." 
And so then you go and you find them. 

Brooke: On the street. 

Kris: In some cases. 

Brooke: Literally, it's like your sister and you guys know who I'm talking about, right? 
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Kris: Yes. 

Brooke: Your best friend. That person you used to go to high school with who, you know, 
just got laid off. You're like, "Are you breathing?" This is how we start with our 
hiring. 

Kris: Absolutely. 

Brooke: We hire contractors and we give them no direction. 

Kris: No. And we don't have a company vision and we don't have company values 
and we don't really have any expectations other than, "Please help me get the 
work done. I can't do it all anymore." And so then we are shocked and surprised 
when we're not getting what we want from the people who help us in our 
business. 

Brooke: Right. And so if you don't have your own self managed and if you haven't 
separated yourself from the business and you just start adding people, it really 
is chaos. And you will come to the conclusion that you're not good at this and 
that you don't want to hire people and that it's such a hassle or that really good 
people are hard to find. So many of you I know are in this place right now and 
some of you may not even realize it, but you've hired some people that you 
really shouldn't have or you've hired people that your business has now 
outgrown. And so I remember someone saying to me, "The people that you 
start with are usually not the people that you finish with." And I just want to tell 
you that if you haven't done the work already on yourself and on your business, 
then it's almost 100 % chance that anyone you hired without that foundation is 
probably not going to adapt and fit in. And the reason why is because they're 
already used to what you've had before. And we've had so many examples of 
this, right? 

Kris: Yeah, absolutely. I think what you find very consistently too is even if you bring 
people in who can get some of the work done, the business is growing and a lot 
of times people can't grow with the business. And that's OK. There's nothing 
wrong here. It's just that when you've hired your best friend or your sister or 
your aunt, and now, like how do you fire your sister? Right? And so what ends 
up happening is so many of my clients keep people in their business that are no 
longer helping the business grow. And so you start picking up more of the 
responsibilities. It starts that negative spiral again. Like, "I can't get it done 
through other people, so I have to do it myself." And that's where a lot of clients 
meet me when they first get started because they're just sort of overwhelmed, 
even if they have people who should be doing the work. 

Brooke: That's right. So I personally went through this when I hired someone when I was 
just so overwhelmed. So that's clue number one. When you hire someone out of 
overwhelm, you're doing it wrong. So I was completely overwhelmed. So 
somebody had emailed me that wanted a job, I hired them and they were 
amazing at putting out fires. I brought them into my organization and it was on 
fire, and they were really good at putting out fires. So it was like a perfect 
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match. Well then I started really working on my business. I started getting to the 
point where it was organized and I set up my vision and I set up my values and I 
started working on my own brain about it. And it got so there weren't any fires. 
Well, I had a firefighter but I didn't need a firefighter anymore. In fact, I didn't 
want a fire fighter because you know what firefighters want? Fires. And so it 
wasn't this person's fault. It wasn't my fault. It was just what had happened at 
the time. 

Brooke: So I think it's important as you go through this process to be willing to step back 
and start with a blank sheet of paper. And I want you to consider that as we go 
through this module. I want you to pretend like you have no employees, that 
you're starting from scratch. Now, it doesn't mean that you won't re-hire some 
of the people that already work for you, but I want you to make that a conscious 
decision. This whole module is about your people and how to work with them 
and we're going to introduce you to some ways of thinking about that you 
probably haven't thought about before. And so let's start from complete 
scratch. I want you to start by pulling out literally a blank piece of paper and 
taking notes as we go through it and who ... We're going to start with your 
dream team and work backwards from there. 

Brooke: OK, so let's start with who. One of the questions ... Kris and I talk about this a lot 
and one of the reasons why we talk about it so much is because I had such an 
immense challenge when I started adding people to my organization. I didn't 
know what the heck I was doing. And I learned so much through the process of 
doing it and Kris was really helpful because she had been in a corporate 
environment and managed people before. But the entrepreneurial environment 
is different than that environment and we learned so much by building my 
business that I'm super excited to share with you because you don't have to go 
through the pain that I went through in order to figure this stuff out. So 
question number one, why do we even need people? It seems like a big 
question, but let's talk about it. Let's riff on it a little bit and you guys think 
about it as well. Why do we need people? 

Kris: Well, the common answer to that is we need people to get work done. Right? 
But what I want to invite you to think about instead is you need people in your 
business to get results. And that's very different. It's a very different way to 
think because if we're just thinking about getting work done, then that's just 
tactics. If we're thinking about achieving results, then we're being much more 
strategic. Right? And if we ... Again, we go back to the modules we've already 
talked through with you. If we have a revenue goal, if we know what we're 
trying to achieve, if we have a clear vision, now I have to think about these 
employees that I bring into my team aligned with that versus just I need 
someone to read my email and book my travel or I need somebody to call or 
handle customer service. It's a very different way of thinking. 

Brooke: Yeah, and you may not need people, I think is one of the answers that you may 
come to. I think a lot of us are like, "Oh, well now it's time to hire people. Now 
we need ... I want to have a big successful business. I better hire people." Some 
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of you don't need people yet and some of you have people that you don't need. 
So this is why we have to do our business model because the reason we hire 
people is exactly what Kris said. We hire people to execute the business model. 

Brooke: So question number one, can you execute your business model by yourself? If 
the answer is yes, don't hire any people. That is the truth. Now, most of us want 
... When we start thinking consciously about our business model and we have 
big goals, most of us can't do it ourselves. And that is why we need other people 
to execute the processes that complete and provide the results of our business 
model. So please understand that. We do not ... Repeat after me. Not you, but 
you. We do not hire people to solve problems. Example, I have too many 
customer emails. That is a problem. I need that solved. OK, so we hire a person. 
I actually allegedly did this myself. 

Kris: Allegedly. 

Brooke: Allegedly. There were tons of customer emails and I wanted to solve that with a 
person to answer all of those emails. And what I didn't do before I hired the 
person was asked myself, "Why are there so many customer emails? Why are so 
many people emailing us?" I just assumed, "Oh, you grow a business, you get 
tons of customer emails." What happened was when I hired a person to do the 
customer emails, we never solved the cause of that problem in the first place. 
And so you know what I needed after a little while? Another person because 
then there were more customer emails. Is this how most people think about it? 

Kris: Absolutely. I think we miss ... There's a thing that happens too in this that we 
haven't touched on yet and I know we will a little bit more, but we want the 
problem to just go away. And so then what we think is ... And we haven't really 
clarified our processes, right? So then we just want to hire somebody to solve it 
and deal with it for us. And so what ends up happening is we kind of abdicate it 
to this person. "Oh, I have too many emails. I'm going to get a person who's 
going to figure out how to deal with that." 

Brooke: Yes. 

Kris: And then you're not present in your business. So even if you did hire somebody 
and they did solve the problem ... Let's just pretend all of the sudden, right? 
Now you can't replicate that because you don't know what they did and you 
become dependent on this person versus having a process that you can 
replicate no matter who you hire. You're not dependent now on this one person 
to be the person who solves the problem. 

Brooke: Right. So do you need a person because you have a problem? The answer is 
always no. You have to ask yourself, why do I have the problem? So if the 
reason I have so many customer emails is because there's something wrong 
with my product, I may not need a person to answer all those emails if I solve 
the problem with the product. But I will tell you when you start throwing people 
at problems, you end up with a people problem. I know this from personal 
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experience. I had a lot of firefighters and a lot of fires and I had to stop, slow 
down and do this exact process that I'm going to tell you. 

Brooke: So first question is why do we even need people? The answer is to execute our 
business model and we only need as many people as it takes to execute that 
business model. We don't want one person more because as soon as we hire 
more people, that's less money we have to invest in our business and less 
money we have for expenses. So we want to invest in people and we need 
people but we want to do it very carefully and we're going to take you through 
the process of knowing when and why to hire people. 

Kris: I have another example I think that would be powerful to share here. So I have a 
client who, they were having problems with people not answering the phone 
and they're in a customer based business. They need people to answer the 
phone. This is important, right? And so their immediate response was, "Well our 
team is too busy. They can't answer the phone. We need to hire another 
person." And so I asked the question, "What is the business problem? What is 
the problem that we're trying to solve? Like let's just really focus on the 
problem, not just hiring people." And what they concluded was, which is often 
the case, it was kind of a leadership issue. They weren't properly scheduling 
people to cover the phone. They had plenty of people to cover the phone. They 
just weren't actually directing and managing people to do the job that they were 
paying them to do. And so once they clarified that, they realized they didn't 
need any more bodies in their business. They just needed to have a better 
process and then hold people accountable to the process. 

Brooke: Right. So why do you need this person? If the answer is to solve a problem, you 
say no and you go right back to the only reason we need people is to execute 
the process of the business model. Now, as you make the transition from 
solopreneur to entrepreneur, you're going to go through probably the question 
of, "Do I want to hire full time employees or do I want to hire part time 
contractors?" And it's a very good question and most of us would rather hire the 
part time contractors because it's less of a commitment. It's less of a hiring 
process, it's easier to get them on board. It's easier to get them off board. And I 
want to tell you that when you've really taken the time to build the foundation 
of your business, the answer to that question will shift because if you're not in a 
hurry to hire them because they're solving an immediate fire or an immediate 
problem, your best choice might be an employee over a contractor. You want to 
talk a little bit about why? 

Kris: Yeah. I think the thing about part-time contractors, they certainly are an 
important part of your growth and there's nothing wrong with having 
contractors. But what I think about as my business is growing is contractors also 
work for themselves. They don't work for me. They do work for me, but they're 
not in my business, aligned with my result, aligned with my vision. And so when 
I'm a solopreneur and I need a graphic designer or I need somebody to work on 
my website, that's an easy decision. But as soon as I have my business with 
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these revenue goals and I'm, and I have a different relationship with my 
business, I need employees who are all in with me and my company. 

Kris: But what we talk about a lot is going through the process of hiring your own full 
time employee is a total uplevel of who you are as a business owner and as a 
leader. It requires you to think so differently about your business. It's no longer 
like just a lifestyle business. Like you're now going to agree to support someone 
and they're going to be your employee. So it's a powerful decision to make and 
once you've crossed kind of over, I guess is a way to say that and say, "I'm going 
to be an employer," it just, again, it calls upon us to stretch and grow- 

Brooke: And mature. 

Kris: Absolutely. 

Brooke: Yes. Now here's the thing. We hire contractors to solve temporary problems. 
We hire contractors for their skill. We hire employees based on our core values 
and we hire employees for long term solutions. So when we start thinking about 
our business in a mature way and a long term vision, we want people who can 
ride that coast with us all the way to the end, right? And so we know, "I could 
hire a contractor and their values may not match mine and I'm OK with that, but 
I'm going to hire an employee that matches my values." And so if you're in a 
position where you really have a business model that you believe in, that's when 
you know it's time to start investing in employees. It's going to be a long term 
decision. The hiring process is much more long term, which I think people have 
such a hard time from switching from contractors to employees. It's so easy to 
hire a contractor. You just sign a contract and you start paying them. When it 
comes to an employee, you're going to go through a longer process. I'm with 
you if you hate this idea. 

Kris: Me too. 

Brooke: It seems to slow you down. It seems to create a lot of bureaucracy. It seems to 
create a lot of processes, but it is ultimately the tilling of the soil, the planting of 
the seeds that will reap the biggest harvest and be repeatable. So let's talk 
about culture. What does it mean to have a culture? What is a culture? I think 
it's really well said that your culture is what happens when you're not around. 
It's what said and done when you're not there telling people what to say and 
what to do. It's not something you create. 

Kris: No. 

Brooke: I think it's so funny how a lot of these consultants say, "Well go in and create a 
culture. Culture is the most important thing." 

Kris: No, you don't create a culture. But you do ... You manifest a culture based on 
what you believe, based on how you act, based on how you interact with your 
employees. So you have tremendous influence over your culture, but it isn't like, 
"I'm going to create culture today." 
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Brooke: You hire your culture for sure based on the values that you've created, based on 
who you wanted. I read this story one time about ... I think it was the Ritz 
Carlton or the Four Seasons and they went in and they were looking at the 
culture there and they're like, "Oh my gosh, you have the most friendly people 
here. How do you create such a friendly culture?" and they're like, "We don't 
make people friendly. We hire friendly people." That goes right back to those 
core values. Make sure you're hiring for them and you're managing to them. 
Your culture is your most important thing. Why is everyone always talking about 
culture all the time? 

Kris: Well, it's ... First of all I think it's just a little bit of a stigma, right? Like it's if it's a 
buzzword. But it does matter because I think of culture as like the thoughts 
everybody thinks about your company, right? And we all have these group 
thoughts about this business and that reflects in the results that we get. So what 
I know a lot of folks who are watching this are probably thinking is, "I don't even 
know what my culture is." And it's OK that you don't know because this hasn't 
been a top of mind, but you have been creating one, you've been manifesting 
one. 

Kris: And so when you get conscious and you do the work that we've been talking 
about, then it's not that you just miraculously create a culture, but you start to 
guide it and you start to have so much more influence. And the most important 
way to ever influence your culture is to be really present in who you hire and 
really thoughtful. Just exactly like Brooke just mentioned, if you want to have a 
culture of friendliness, you have to hire friendly people. If you want to have a 
blue collar culture, you have to hire people who work that way. 

Brooke: Right. And I think the culture, what's so important about doing it is that when 
you hire people that share the same values, those people love hanging out 
together. If you have a blue collar worker working with more of an intellectual 
thinker, one is not better than the other. It's just they're going to resent each 
other, right? The white collar thinker is going to be like, "Why don't you think 
better?" And the blue collar workers will be like, "Why don't you work harder? 
Stop thinking about everything and take an action." That's where you create all 
this conflict. I read so many of these books about conflict management and 
getting over that. We don't have any conflict because we hire to that culture. 
We hire to those values and that's how you create that. If you notice that 
there's a lot of conflict and a lot of backstabbing and a lot of drama going on, it's 
because you're not basing your hiring and your accountability on your core 
values. 

Kris: And to speak to conflict, right? So sometimes you can preach it, but even if your 
behavior doesn't reinforce the very ... So using the example of drama, you might 
not think that's in your culture or it's not in your values, it's not written down 
anywhere, but then you endorse it and you indulge it, right? People come into 
your office and they complain all the time. You complain about other employees 
to other employees. You can be fostering this sort of unintentional culture that 
you don't know ... You're not doing on purpose, but it is having that kind of 
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influence. So culture is a buzzword, but it is at the sort of ... it's like the soul of 
your business, right? And you can have a lot of influence over how that impacts 
the results that you get, the experience that employees have. That's something I 
like to talk to my clients a lot about. We talk a lot about client experience, but 
what's the experience you want employees to have working in your business 
and have you given that a lot of thought because as you build your values, that's 
going to help set the stage for what it means to work for you. 

Brooke: And I'll just end this video with this example because it's super important to me 
that you go back to Module One and check with your own brain. One of the 
things that's super important to me with our culture and you heard in the 
manifesto that I wrote for our company is nobody is running around putting out 
fires. Nobody is stressed out, freaking out, raising their voice, yelling at anyone. 
Nobody is working overtime or on the weekends or exhausted or burnt out. 
That is an absolute no-no in our company. And when we see people like that, it 
is alarming to all of us because we have a culture of not doing that. If someone 
says they're going on vacation and we see them on Slack, we're all giving them a 
hard time. That is not allowed, right? It's where you use that peer pressure to 
really create the culture that you want. That's how you know that you're doing 
it right, is because people be like, "We don't do that around here." You'll hear 
people talk about it. That's not really how we roll. That's not really OK around 
here. And then you have these team meetings and you can feel the similar 
energy. 

Brooke: Now I think that who you hire matters and that will determine your culture, the 
core values that you managed to will manage the culture, but most importantly, 
and I love this point that you made, is that how you show up and how you act 
and how you interact and if you hold everyone accountable to your core values, 
that will create your culture. And your culture is what's going to produce all the 
results in your business, what really does matter. 


