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Hiring Friends or Family

Working with close friends and family can be extremely rewarding and complicated at the
same time. The added dynamic of personal relationships can make even the simplest
interactions and decisions into messy, anxiety-producing ones - and for good reason!
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EPISODE 131

episode guide

QUESTIONS TO CONSIDER BEFORE DECIDING TO HIRE A FRIEND OR FAMILY MEMBER

Why do they want this position? Is this simply a job or is this part of their career path? 
Why are you considering hiring this person? For example, are you trying to help them
out, take advantage of their talent, develop future business leadership, provide a growth
opportunity...
Is this person qualified in their own right? Would you consider someone who wasn’t a
friend or family member with similar experience, skills, competencies for this role?
What is your current relationship like? Is there trust, honesty, good-will, etc. to build on?
What is the nature of the work relationship? Will you be partners or equals, their boss
but working together closely, supervising them mostly at a distance, etc? How might this
impact your personal relationship?
Could you fire this person? If not, how else might you part way in the professional
relationship that wouldn’t overly damage the personal relationship?
What’s the worst possible outcome if the role doesn’t work out? What are the
ramifications on your personal lives?
Given everything you’ve reflected on, how big is the risk vs reward of hiring this person?
Are you willing to take the risk given the reward?

This guide contains questions for reflection, and suggested watch-outs and interventions for
how to optimize working with family and friends.



“The company has a set of
values. If you fit with the

values, you're coming into
the company, if you don't,

you probably won't be hired.
That goes for any candidate,
including family members.”
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What is the appropriate role for you to play in the hiring process? If you own/run a
small business, the decision may be fully yours. If you work in a larger organization, you
may want to stay out mostly (or completely) of the process.
Who else should be part of this decision? If you would normally include other
employees in the hiring process, how might you engage them in this one? Are there
other family members that might be impacted by this new professional relationship? If
yes, how might you engage them to understand their concerns and hopes? 
What do you know about this person’s values, work ethic, skills, etc. If you aren’t sure,
how might you gather more information (through a formal or informal process) to better
understand their potential fit with the role? Make it a two-way conversation where they
can explore whether the role / company is right for them, too.
If you have other employees, how might this hire impact them? How will you inform
them of this decision, your existing relationship with the new hire, and the expectations
they should have (of you and the other person) given your decision? 
What is the optimal structure for the role? Sometimes it may be helpful to start with a
time-bound engagement or a trial period prior to any formal employment. This gives
both parties an opportunity to experience what it’s actually like to work together. What
might an initial, temporary engagement look like?

FACTORS TO CONSIDER BEFORE HIRING A FRIEND OR FAMILY MEMBER
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Managing Work Situations with Friends or Family

Conflict often arises when expectations aren’t clear or each person has a different
understanding of the roles and responsibilities. Develop a clear job description that articulates
the role’s responsibilities and goals, along with how performance will be measured. Review
these together along with the general expectations you hold for all employees.
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“There's something really
special about being able to

work with family and to keep
those relationships so strong.”

SET CLEAR EXPECTATIONS

Depending on the existing relationship, names might be a source of discomfort. Should your
child refer to you as Mom or Dad, by your first name, or something else? Should you call your
nephew Bobby or Robert in a professional setting? It may seem small, but openly discussing
these little things can go a long way toward building the open communication lines that will
make the professional relationship successful.

AGREE ON NAMES

Of course you both want this to work out, but that’s no guarantee that it will. It’s important to
clarify that your priority is the business’s success while maintaining a positive personal
relationship. Have a straightforward conversation about your (and their) hopes and concerns,
and what you both could do to increase the chances of success. In addition, talk about what
signals you might notice that would tell you it’s time to part ways and how you’d each expect
that situation to be handled with care.

ALIGN ON INTENTIONS

It may be helpful to have regular check-ins on how
the relationship is going. A two-way feedback
session allows you both to share what is working
and what might need to change with the goal of
improving the work situation while protecting the
personal relationship.

ESTABLISH OPEN AND ONGOING COMMUNICATION



You may discover an inclination to be easier or harder on your friend or family member than
other employees. Do your best to treat each person fairly by asking yourself how you would
respond if it was someone else.
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BE FAIR TO ALL YOUR EMPLOYEES

While you might be tempted to let the little things go, it’s the accumulation of little things that
can quickly escalate to something much bigger. As issues arise, address them head-on in a
timely manner. If helpful, set the context that you are raising these issues because you care
and want this to work out.

ADDRESS CONFLICT AND PERFORMANCE ISSUES QUICKLY

Both content and emotion can overflow easly between work and home life. Decide together
how you want to navigate work topics outside of work. For example, will you talk business at
the dinner table? If you’re frustrated about an issue at work, how will you let it go so that it
doesn’t deteriorate your personal social time together?

DRAW A DISTINCTION BETWEEN HOME AND WORK

“Most people know when they're
not doing well. They don't want
to be in a position where they

don't feel good or look like
they’re getting special treatment

for being the owner's relative.”

While we might normally vent about a colleague to friends or family, it becomes messy when
that colleague is intertwined with those same friends or family members. Both you and your
new hire should agree not to bad mouth the other outside of work to mutual friends or family.
Praise is always worth sharing, but criticism should be reserved for the work context.

KEEP THINGS CONFIDENTIAL

If it becomes clear things aren’t working, instead of
agonizing and prolonging the situation (which
almost always makes it worse), confront reality and
seek a win-win departure solution. That may not
always be possible, but remember, you both knew
this might not work and went in with eyes wide
open. Try to put aside current emotions and
frustrations for the sake of long-term harmony.

PART WAYS WHEN IT’S TIME TO PART WAYS


