
00:00:05 Your relationship with your team members. Hiring team is where you are going to 
have your greatest opportunities for growth, bar none. This is also your greatest area of risk of 
not getting your needs met, shortchanging your opportunity for growth in your business, and 
possibly even getting sued. First and foremost, as the leader of your company, remember that 
you are the boss, 
 
00:00:30 but that doesn't mean you have to be the kind of boss you've had in the past that 
you hated, but chances are, if you have had bad bosses in the past, you may find yourself 
exhibiting some of their behaviors that you've picked up along the way. When you see that 
happening, recognize that there is a huge opportunity for growth for you. As a boss, 
 
00:00:51 the first shift you will likely want to make is to realize that the people coming to 
work with you are coming to work 'with you' and not 'for you'. This is a subtle shift that can have 
great impact on how you be the boss. People want you to be a boss and not the boss. So what 
does this mean? It means that you are as invested in their success as you are in your own 
success. 
 
00:01:18 It means that you want to start every relationship with a team member, working 
with you with as much care for their future and what they want out of life, as you have for your 
future and what you want out of life. Working with you is a step on the path to the future they 
want to create. So start your hiring process with understanding where each one of your team 
members wants to be 
 
00:01:41 one to five years in the future. If you're invested in their growth, they'll be invested 
in your growth as well. By being in true partnership with a team member about their future and 
how working with you and your business can help them to create the future they want, you are a 
lot more likely to get your needs met in both the short term and the long term. 
 
00:02:03 Every time I've skipped this part of the process, I've ended up let down and 
disappointed. And in one case even sued. So invest in their future in the same way that they're 
investing in your future. And remember your team, can't read your mind. So even if you think 
that you're invested in their future, if you haven't communicated that and invited conversation 
around it, 
 
00:02:27 they have no way of knowing. And that goes for so many other areas as well. 
You've got to learn to communicate effectively with your team. Next, when you're hiring team 
members consider whether you are hiring business owners who have their own business and 
can manage themselves, or if you are hiring people who are working as employees in your 
business, this has both legal and financial implications. In the early years of your business, 
 
00:02:57 you likely want to hire independent contractors instead of employees, because 
it's easier on you in so many ways, but the law may not see it the same way. As an employer, 
you have responsibilities that you do not have when you're hiring independent contractors, but 



whether someone is an employee or an independent contractor often gets confused and 
handled improperly by new business owners. And this could put you at real risk. 
 
00:03:25 A good rule of thumb is to ask yourself, this question is this person I'm hiring a 
business owner, with their own business, including other clients, or is this person working just 
for me on my terms. If they're working just for you on your terms, the law is likely to consider 
them an employee, meaning you need to set up processes for hiring employees, 
 
00:03:48 including, setting up payroll and withholding taxes and getting workers' 
compensation insurance in most States. Now this is not as bad as it seems that you do want to 
plan for it and budget for it properly. And whatever you do do not rely on your bookkeeper to just 
do it. Right. I repeatedly did this until I realized that most bookkeepers, and even CPA's, are not 
paying enough attention here to guide you properly. 
 
00:04:16 It is up to you to be smart and ask the right questions of the advisors that you're 
working with. Today though, there are online services that can be extremely supportive in your 
hiring process. Consider using a service like 'gusto.com' to handle your payroll once you're 
ready to hire employees, and under no circumstances, never, ever, ever, ever pay anyone until 
you have a legal agreement in place that clarifies the scope of your relationship, 
 
00:04:47 whether they're an independent contractor or an employee, how you're handling 
their taxes, what their responsibilities and duties are, how they can leave the relationship and 
how you can end the relationship. We've provided you with a template independent contractor 
agreement to use, but do not make the mistake of thinking that someone is an independent 
contractor and not an employee, just because you've used this agreement, though doing so 
does offer you some protection. 
 
00:05:16 If you are hiring people as independent contractors, you need to treat those 
people as a fellow business owner, not an employee, or you could be at risk for their back taxes 
and potentially even at risk of being charged criminally in some States for misclassifying, your 
employees as independent contractors. Yes, I did say criminally. So this is serious stuff. What 
this means is that you must either sign their client agreement and make sure that agreement 
has all the protections in it that you want for non-competition, non-solicitation, protection of your 
intellectual property. 
 
00:05:55 As I cover in the lessons on agreements and protection for your intellectual 
property in this training, or have them sign your independent contractor agreement, it also 
means collecting a W9 before payments so that you can send a 1099 at tax time. And ideally it 
means that you are paying your independent contractors through their business entity and not 
personally. Now this used to be a pretty good, 
 
00:06:24 safe harbor of protection. To know that you actually do have an independent 
contractor relationship and not an employee relationship. However, recently, California has 



gotten extremely aggressive around status as an independent contractor versus an employee 
and other States are following suit. In fact, California is so aggressive at this point that my 
company has stopped hiring independent contractors in California altogether. And other 
businesses are doing the same. 
 
00:06:53 Whether someone is actually an independent contractor or an employee is 
determined by a complex set of statutory rules and case law. This is all centered around how 
much control you have over the person you hired, which is why you want to think of independent 
contractors as fellow business owners and employees as people who are dedicated to your 
business. So how do you really know if someone is an employee or an independent contractor, 
 
00:07:20 look at how much control you have, or want, over how your team member does 
their job. If they're only working for you, if they do not have their own business and you can tell 
them where to be or when to be there, they are most likely an employee. If you find that are 
hiring team members, whether it's independent contractors or employees who quit without 
notice or who aren't meeting your needs, 
 
00:07:44 it's likely you have a problem with your hiring and onboarding or feedback 
process. This can be one of the most frustrating parts of your business, because you just want 
to hire great people who do what they say they're going to do, show up and communicate well, 
right? But this is just not reality. Your job as a leader is to establish your hiring and agreement 
process, 
 
00:08:09 to anticipate that people will not work with you forever, or if they do, they won't 
want to be in the same job forever. And you need to set clear expectations of what success 
looks like, how they know they're being successful, what they should do if they're not happy in 
their role, and see opportunities for you to improve or what they should do when they want to 
leave. 
 
00:08:33 If you set these expectations well, and in advance, you are a lot less likely to end 
up in an expensive lawsuit, have balls dropped in the process of someone leaving your 
company. And you are a lot more likely to get your needs met, growing your team members into 
leaders in the process. One last thing here, which we'll talk more about in the lesson on spouses 
and partners, 
 
00:08:57 many people will tell you never work with friends or family. I wholeheartedly 
disagree, working with friends and family can be the most rewarding parts of being in business 
for yourself. But in this case, it is even more important to have clear agreements, set 
expectations, and establish boundaries. You do this because of how much you care about the 
relationship. Not because you don't trust the friends or family that you're working with. 
 
00:09:25 Your relationship with the people who work for your business and with you in the 
success of your business is one of your greatest opportunities for growth to learn, to give and 



receive feedback, to learn, to think of other people's success, just as much as you think of your 
own success, and to grow into being the true leader and creator that you're here to be. 
 


