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We have been in the business of consulting and helping owners 
systematize their businesses for over 14 years. 

We've found that most people get more accomplished when they're 
actually working with someone to achieve a common goal. To address this 
need, we have a systems-writing division to get your processes written for 
you. One of our professional process writers will work with you and/or any 
of your key people to get your business systemized quickly and efficiently. 

  

 
“For many managers, strategy has meant either coming up with a 
brilliant idea or slamming the competition…The companies I researched 
do look for sustainable competitive advantage…They get that from the 
way they organize, not from the brilliant idea.  Because they persist 
where others give up, they accomplish the most difficult part of 
strategy…implementation—that is, getting what is often a simple 
idea done and getting it done right.” 

Robert H. Waterman 

What America Does Right 



NIEMANN & COMPANY, LLC 
THE BUSINESS SYSTEMIZATION KIT 

3 | P a g e  

Contents 
Introduction ..................................................................................... 4 

The Business Systematization Plan ...................................................... 6 

Your 4 Key Functions ......................................................................... 8 

Process Identification—Naming and Organizing Your Processes ............... 9 

Getting the Business ...................................................................... 9 

Exercise: Process Identification—Getting the Business ................... 11 

Sample Process Names—"GETTING" THE BUSINESS ...................... 15 

Doing the Business ....................................................................... 16 

Exercise: Process Identification—Doing The Business ..................... 17 

Sample Process Names – “DOING" THE BUSINESS ........................ 21 

Running the Business ................................................................... 22 

Exercise: Process Identification—Running the Business .................. 22 

Sample Process Names—“RUNNING" THE BUSINESS ..................... 25 

Guiding the Business .................................................................... 27 

Exercise: Process Identification—Guiding the Business ................... 28 

Sample Process Names—“GUIDING" THE BUSINESS ...................... 31 

The Importance of the Organization Chart .......................................... 32 

Exercise: Defining Positions ........................................................ 34 

Exercise: Creating Your Organization Chart .................................. 38 

Developing Job Descriptions ............................................................. 39 

Exercise: Job Description Development ........................................ 39 

Sample Job Description—“Sales Manager" .................................... 40 

Writing a Process ............................................................................ 43 

Exercise: Writing a Process ......................................................... 44 

Sample Completed Process—Customer Complaints ........................ 45 

A Final Note ................................................................................... 48 

 

  



NIEMANN & COMPANY, LLC 
THE BUSINESS SYSTEMIZATION KIT 

4 | P a g e  

Introduction 

Highly systemized businesses are businesses in which the key priority 
process is the management system. When they reach the point where the 
business processes are predictable, the business becomes the process, 
the “system” becomes its identity, and the owner becomes a millionaire! 

Nevertheless... 

Studies show that less than half of small business start-ups make it 
beyond four years. Of those that survive, most never achieve the goals 
their owners had for them when they first started out. Specifically, the 
business is unable to grow beyond its initial dependency on the owners 
and a few key people in the organization. The business eventually hits a 
virtual wall beyond which it seems impossible to grow. 

Moreover, these businesses are not only defined by their owners, but also 
tend to be their owners—without the owner’s direct involvement, chaos is 
the order of the day. These businesses tend to have very little (if any) 
standardization or “public” processes and systems. Knowledge about how 
the business runs is kept primarily in the owner's heads, rather than 
institutionalized within the organization. Consequently, the owners tend to 
do a great deal more of the actual work than any of their employees. 

We have identified several fundamental characteristics shared by small 
business owners that shed some light on why their businesses never seem 
to reach their potential: 

• They do not have a vision of what their business can, and does, 
stand for. They do not truly understand their governing 
commercial purpose and they don't have a clear definition of 
which customer segment(s) they can create value for. They tend 
to be willing to be all things to all people, with the inevitable 
consequence that they fail to meet the needs of anyone very 
well. 

• They are terrible at setting goals. Without goals, there is 
virtually nothing to aim for or to monitor progress against—there 
is no basis on which to manage, other than in the form of 
reactive crisis control. We learned that business performance has 
virtually nothing to do with having a bad strategy but everything 
to do with poor execution and a lack of goal-oriented activity. 
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• They tend to allow themselves to be drawn into dealing with 
short-term problems and issues by treating the symptoms, 
rather than addressing the root causes.  This also keeps them 
focused on the short term, rather than the long term. 

• They usually find it easier to do it themselves, rather than 
investing time systematizing business processes and delegating 
responsibility to trained team members. 

To scale a business beyond this virtual wall, a business must implement 
standard operating procedures for training, task delegation and 
accountability. The business owner and key managers need to spend time 
(we recommend 3-5 hours weekly) working ON the business processes. 
Only in this way will the business be able to replicate the skill and 
efficiency of the key people and create a business that is dependent upon 
the business processes rather than the key employees in the business. 

More freedom, higher revenue, and lower costs inure to the business 
owner who documents systems. Moreover, a business with thoroughly 
documented systems and processes is worth at least 300% more than the 
same business without them. 

Knowing this, some enlightened business owners begin the 
systematization process and fail at it. To be fair, they are able to 
document their business processes, put them in a three-ring binder, and 
hand them out as operating manuals to their team. Inevitably, the 
business changes, the processes change, and everyone in the 
organization reverts to their past behavior of crisis management; the 
binders serve only to remind the owner of the monumental waste of time. 

They are unable to systematize their business because they don't have a 
systematization plan—a tool for discovering, prioritizing, documenting, 
implementing, and managing the processes in their business. 

As a result of this exhaustive work with hundreds of businesses, we have 
developed the Business Systemization Kit. 

When given your undivided attention and focus, this should take no more 
than 3 to 4 hours to complete. 
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The Business Systematization Plan 

Step 1—INDENTIFY AND ORGANIZE YOUR PROCESSES 

Understand that your business is built around four key functions. 

Organize your processes according to the function they serve. 

Identify processes that don't add value to the business—understand what 
processes are necessary to document and what processes are not. 

Prioritize your list according to importance and urgency. 

Step 2—BUILD YOUR ORGANIZATION CHART 

Your organization chart is a tool that can effectively delineate work 
responsibilities and reporting relationships. It helps managers understand 
how their work fits into the work of other subunits. In the absence of an 
organization chart, illogical and confusing relationships will develop. 

Step 3—BUILD YOUR JOB DESCRIPTIONS 

Small businesses that do rather well in the early stages of their 
development begin to fail when the founders can no longer manage in 
their personal styles. 

The transition from successful small firm to successful large firm is often 
impaired because the employees are doing jobs that fit their personality 
and unique skills rather than jobs necessary for organizational 
performance. Job descriptions and supporting documents are necessary 
from the very beginning of a firm's existence, not just when it gets too big 
for one person to manage. 

Step 4—DOCUMENT OR WRITE YOUR PROCESSES 

This step will likely be the most time consuming. That's why we 
recommend that you get your entire team involved in this step.  Begin by 
asking each team member to document two processes.  Then, establish a 
weekly system for documenting the remaining processes. 

When your team is involved in writing the processes, there is a good 
chance that they will live by it—they will become the process owners. 
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Step 5—IMPLEMENT—Bring it all together in a "This Is How We Do It 
Here" guide or intranet resource. It will be an amalgamation of all or your 
efforts. By completing it, you and your team will have added significant 
value to your business. 

As with all initiatives, you must test the outcome. Test the processes until 
you get predictable results and make changes to the processes when you 
don't. 

The true test of your efforts will be the next time a new employee starts 
in your business. You should be able to give the guide to new employees 
and turn them loose. 

And most importantly, it becomes your most valuable tool to manage 
your team and your business. 
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Your 4 Key Functions 

A business is nothing more than people performing activities that produce 
outcomes. 

To produce predictable outcomes, you need to systematize the activities. 

All of the activities (or processes) that are critical to the success of a 
business serve a function. 

Every business has 4 key functions: 

1. Getting the Business—all of the sales and marketing systems. 

2. Doing the Business—all the systems for delivering on the 
promise made during the sales process; systems for client 
fulfillment, production and customer service. All of the systems 
that directly relate to what you do for your clients or customers. 

3. Running the Business—The systems that go on behind the 
scenes such as invoicing, paying your bills, collections, hiring 
and firing, preparing financial statements, budgeting and cash 
flow projections.  Generally, this includes all of your financial, 
administrative, human resource, and IT systems. 

4. Guiding the Business—The strategic systems for leading, 
managing, and guiding the business from where you are today 
to where you want to go. 

Systematizing your business is immeasurably simpler when you organize 
your processes around their key function. 
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Process Identification—Naming and Organizing Your 
Processes 

This exercise is about identifying the processes in your business and 
organizing them or sorting them into sub functions or sub categories 
within a specific key function. Included are process identification 
worksheets to help you work through this step. We’ll do this with each of 
your four key functions. 

Getting the Business 
We’ll start with the sales end of the business—GETTING the Business. 
Selling is really composed of three different categories: 

• Target Market Development 

• Advertising and Lead Development 

• Conversion of these leads into new clients. 

Target Market Development is the clear understanding of your 
ideal prospects or clients; who they are, how they think and 
behave and where they are located. When you have a clear 
understanding of who your best prospects are, you can create a 
message that will attract them to you in your lead generation 
activities. Target market development is all about discovering 
that message as well as the proper channels for delivering that 
message. 

Advertising and Lead Development are all of the systems for 
putting that message out into the appropriate channels to develop 
interest in your products or services. Examples of channels are 
billboard advertising, Yellow Pages advertising, television 
commercials, direct mail, word-of-mouth and referrals, sponsored 
search, organic search (often referred to as SEO), and other 
Internet advertising. It could be “pounding the pavement” and 
knocking on doors or cold-calling to get new opportunities. All of 
these are advertising or lead development activities or processes. 

  



NIEMANN & COMPANY, LLC 
THE BUSINESS SYSTEMIZATION KIT 

10 | P a g e  

Sales Conversion is the conversion of these qualified leads into 
long- term loyal clients.  The more effort you put into target 
market development, lead development and advertising, the 
easier it is to convert these qualified prospects and clients. When 
qualified prospects contact you, they've already made the 
subconscious decision to buy your product or service. It is in the 
sales conversion process that you provide your prospect with the 
conscious justification to buy from you. 

Answer the questions and follow the directions on the next page as 
carefully and logically as you can. 
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Exercise: Process Identification—Getting the Business 

Marketing & Sales 

What is it that happens in your business to indicate that a prospect has 
become a client?  Maybe it is a signed contract, or a deposit, or simply a 
verbal agreement.  Write the name of this process in the space below:  

 

 

All of the activities that happen in your business up to the step identified 
above will be systems or steps of systems in the key function called 
Getting the Business. 

All of the activities that happen in your business after the step identified 
above will be systems or steps of systems in the key function called Doing 
the Business and we'll get to that part of your business in a moment. 
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Target Market Development 
 

 
 

What are all of the methods that your business uses to 
understand your ideal customer? 

• Who are they? 

• How do they think? 

• How do they behave? 

• Where do they live? 

• Do you analyze your invoices, your clients’ habits or 
spending patterns? 

• Do you know your competition? What is it that they’re 
doing well, what is it that they’re not doing well, how 
does their pricing strategy compare to yours, how do 
their sales processes compare to yours? 

List everything you can think of in the rows below. Use a 
separate row for each method. Add more rows if you need them. 

If you find yourself describing ‘how’ you do something, you may 
be providing too much detail at this point. Remember, in this 
stage, you are only naming the systems—‘WHAT’ you do, not 
‘HOW’ you do it. 

 

i.  

 

ii.  

 

iii.  

 

iv.  

 
Successful businesses continually offer something that competitors cannot 
or will not offer. This lack of competition allows these businesses to 
charge higher prices, and therefore they can maintain profitability. The 
trick is that this "something" must be something that customers want. 
Moreover, it must be something that customers can pay for. Businesses 
who know what customers want and are willing to pay for will succeed 
while those that don't will fail violently.
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Advertising and Lead Development 
 

 What are all of the methods that your business uses to generate 
leads? Think of things such as; 

• word-of-mouth 

• referrals 

• telemarketing 

• direct mail 

• any types of advertising, radio, newspaper, signage 
for example. 

List everything you can think of in the rows below. Use a 
separate row for each method. Add more rows if you need them. 
If you find yourself describing ‘how’ you do something, you may 
be providing too much detail at this point. Remember, in this 
stage, you are only naming the systems—‘WHAT’ you do, not 
‘HOW’ you do it. 

 

i.  

 

ii.  

 

iii.  

 

iv.  

 

v.  

 
All of the activities listed in the table above are steps to generate interest 
in your business’ products or services, giving your qualified prospects the 
reason or motivation to contact you to find out more about what it is that 
your business can do for them. 

Remember, these are lead generation processes—the steps taken to get 
qualified prospects to contact your business. If you're finding that you 
have identified actions taken directly with qualified prospects, list them in 
the next table below.
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Sales Conversion 

 Once a prospect is in contact with you, what are all the steps you 
take to get them to the place that you identified in your answer to 
question #1 above? What are all of the methods that your sales 
people use to “close” or “convert” leads into new clients? 

• Do you schedule appointments? 

• Do you have a needs analysis process? 

• Do you prepare estimates? 

• Do you negotiate contracts? 

List everything you can think of in the rows below. Use a separate 
row for each method. Add more rows if you need them. If you find 
yourself describing ‘how’ you do something, you may be providing 
too much detail at this point. Remember, in this stage, you are 
only naming the systems—‘WHAT’ you do, not ‘HOW’ you do it: 

 

i.  

 

ii.  

 

iii.  

 

iv.  

 

v.  

 

vi.  

 
To help with process identification, we've provided lists of sample process 
names for you to review. We highly recommend attempting to answer 
each of the questions above prior to looking at the list.  Use the sample 
process names as a catalyst to help you understand the systems that are 
specific to this area of your business. 

A list of sample process names is presented on the following page. 
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Sample Process Names—"GETTING" THE BUSINESS 

Target Market Development 
   Target Market Development 
   Competitive Analysis 
   Marketing Plan and Execution 
   Key Marketing Indicators 
   Company Identity Package 

Lead Development & Advertising 
   Active Referral Process 
   eMail Marketing - Newsletters 
   Sponsored Search / Pay Per Click 
   Comprehensive Advertising Plan 
   Public Relations 
   Scheduling Appointments for Sales 
   Direct Mail 
   Strategic Alliances 
   Website Maintenance and Development 
   Lead Qualification 
   Press Releases and SEO Optimized Articles for the Web 

Sales Conversion 
   Contracts and Proposals 
   Sales Indicators 
   Sales Follow-up 
   Consultative Selling 
   Increasing Average Per Sale Value 
   Maximizing Client Retention 
   Increasing Client Frequency of Purchase 
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Doing the Business 
This key function tends to be the feature most unique to your business. 
This is where you differentiate yourself from your competition. It would 
be impossible to provide a complete list of sample tasks in this key 
function.  If you have a successful business, the processes in this key 
function should be easy to identify. These are the processes that you and 
your employees do every day to service your customers. These are the 
processes that are directly related to your clients, not prospects. 

Client fulfillment systems typically fall into four different categories: 

• Product or Service Design 

• Production 

• Delivery 

• Customer Satisfaction 

Product or Service Design—Designing a product or defining a service 
model that will “wow” the customers who are potentially the most 
valuable to you. 

Producing your Product or Service—All of the systems for developing, 
producing and innovating your products and services. 

Product Delivery—All of the systems for getting the product or service 
to the client. 

Customer Satisfaction—All of the processes that make sure your 
customer receives the highest quality and the most consistent experience 
time and time again - the products and services that you deliver to your 
client that go above and beyond what they expected. 
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Exercise: Process Identification—Doing The Business 

Think of everything that you do directly for your prospect after they have 
become a client—the step identified in the previous section. 

Product or Service Design 

Answer the questions and follow the directions as carefully and logically as 
you can. 

 
. How do you make sure your product or service does what you 

intended it to do, what you promised your new customer it would 
do?  How do you know whether or not your company is meeting or 
exceeding your clients' expectations? Use a separate row for each 
method. Add more rows if you need them. If you find yourself 
describing ‘how’ you do something, you may be providing too much 
detail at this point. Remember, in this stage, you are only naming 
the systems—‘WHAT’ you do, not ‘HOW’ you do it. 

 

i.  

 

ii.  

 

iii.  

 

iv.  

 

v.  

 

vi.  
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Producing your Product or Service 

. What are all of the methods your business uses to produce your 
product or develop your service?  How do you innovate your 
products and services?  Use a separate row for each method. Add 
more rows if you need them. If you find yourself describing ‘how’ 
you do something, you may be providing too much detail at this 
point. Remember, in this stage, you are only naming the systems 
—‘WHAT’ you do, not ‘HOW’ you do it. 

 

i.  

 

ii.  

 

iii.  

 

iv.  

 

v.  

 

vi.  

 

vii 
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Product Delivery 
 

3. 
 

What are the different methods used to get your product or 
service to your clients? If yours is a service-based business: 

• Do you meet in person or on the phone? 

• How do you prepare for those meetings? 

• What is the agenda for the each meeting? 

If yours is a product-based business: 

• Do you use a fulfillment house? 

• What other methods are used for delivery? 

• Are there follow up processes to make sure the client 
received what was expected? 

Use a separate row for each method. Add more rows if you need 
them. If you find yourself describing ‘how’ you do something, you 
may be providing too much detail at this point. Remember, in this 
stage, you are only naming the systems—‘WHAT’ you do, not ‘HOW’ 
you do it. 

 

i.  

 

ii.  

 

iii.  

 

iv.  

 

v.  

 

vi.  
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Customer Satisfaction 

4. How do you know whether or not your clients are getting what 
they expected? 

• What are the methods used to make sure the 
customer receives an experience which is above 
and beyond what they expected? 

• What are the methods for handling customer 
complaints? Quality Assurance? 

Use a separate row for each method. Add more rows if you need 
them. If you find yourself describing ‘how’ you do something, 
you may be providing too much detail at this point. Remember, 
in this stage, you are only naming the systems—‘WHAT’ you do, 
not ‘HOW’ you do it. 

 

i.  

 

ii.  

 

iii.  

 

iv.  

 

v.  

 

vi.  

 

A list of sample process names is presented on the following page. 



Sample Process Names – “DOING" THE BUSINESS
 

 
   Change Order Management 

 
   Project Planning 

 
   Estimate Verification System 

 
   Job Costing 

 
   Material Delivery Schedule Sy

 
   Safety Code & Training Plan 

 

 
   Service Workflow 

 
   Client Impact Reporting 

 
   Client Requests 

 
   Productivity Reporting 

 
   Client Intake Process 

 
Customer 

 
   Client Satisfaction Guidelines

 
   Satisfaction Surveys 

 
   Handling Customer Complaints

 
   Quality Control 

 
   Customer Appreciation 
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“DOING" THE BUSINESS 

Production  

 

dule Systems 

 

Service 

Customer Service 

elines 

mplaints 
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Running the Business 
These are the processes commonly referred to as Administration, Finance, 
Human Resources and IT. These are the back-office activities—all of the 
processes that are not directly related to delivering on your promise to 
your clients. 

For each of the section headings shown below, list as many processes as 
you can that are part of that specific category. 

Exercise: Process Identification—Running the Business 

Administrative Processes 
 

1. 
 

Think of all the administrative processes in your business. 

• answering the phone 

• office organization 

• filing 

• greeting clients 

List every administrative process you can and use a separate 
row for each process. Add more rows if you need them. If you 
find yourself describing ‘how’ you do something, you may be 
providing too much detail at this point. Remember, in this stage, 
you are only naming the systems—‘WHAT’ you do, not ‘HOW’ 
you do it. 

 

i.  

 

ii.  

 

iii.  

 

iv.  

 

v.  



NIEMANN & COMPANY, LLC 
THE BUSINESS SYSTEMIZATION KIT 

23 | P a g e  

Financial Processes 
 

2. 
 

Think of all the financial processes in your business. 

• Payroll 

• Budgeting 

• Purchase ordering 

• Collections 

• Accounts Receivable 

• Accounts Payable 

List every financial process you can think of and use a separate row 
for each process. Add more rows if you need them. If you find 
yourself describing ‘how’ you do something, you may be providing 
too much detail at this point. Remember, in this stage, you are only 
naming the systems—'WHAT’ you do, not ‘HOW’ you do it. 

 

i.  

 

ii.  

 

iii.  

 

iv.  

 

v.  

 

vi.  
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Human Resource Processes 
 

3. 
 

Think of all the HR processes in your business. 

• Recruiting 

• Hiring 

• Employee termination 

• Performance evaluation 

• Employee assessments. 

List every HR process you can think of and use a separate row 
for each process. Add more rows if you need them. If you find 
yourself describing ‘how’ you do something, you may be 
providing too much detail at this point. Remember, in this stage, 
you are only naming the systems—‘WHAT’ you do, not ‘HOW’ you 
do it. 

 

i.  

 

ii.  

 

iii.  

 

iv.  

 

v.  

 

vi.  

 

A list of sample process names is presented on the following page. 



Sample Process Names—“RUNNING" THE BUSINESS

   Answering the Phone 

   Office Maintenance 

   Office Organization 

   Equipment and Services 

   Greeting Clients and Prospects

   Financial Statement Preparation

   Budgeting 

   Cash Flow Planning 

   Payroll 

   Credit 

   Invoicing 

   Accounts Receivable 

   Collections 

   Accounts Payable 

   Profit Sharing Plan 

   Purchase Order Process 
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“RUNNING" THE BUSINESS 

Administration 

 Management 

Clients and Prospects 
Finance 

t Preparation 
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Sample Process Names—“RUNNING" THE BUSINESS 
(continued) 

 

Human Resources 

   Recruiting Process 

   Interviewing Process 

   Employee Handbook 

   New Employee Introduction & Orientation 

   Employee Sick and Vacation 

   Employee Satisfaction Surveys & Suggestions 

   Employee & Sub-Contractor Agreements & Contracts 

   New Employee Training 

   Salary & Hourly Raise and Bonus Policies 
Information Technology 

   Software Management 

   Computer / Hardware, Software MIS Systems 
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Guiding the Business 
There's an old saying, "Most people aim at nothing...and hit it with 
remarkable accuracy." 

To create the business you want, you must have a clear vision of what 
your business can, and does, stand for. You must truly understand your 
governing commercial purpose and have a very clear definition of which 
customer segment(s) you can create value for. 

You must set goals to monitor progress against—the basis on which to 
manage. You must develop performance benchmarks. Exceptional 
performance is tied to proper execution and goal-oriented activity. 

This key function includes all of the systems for guiding and managing the 
business. In our work with businesses both big and small, we have found 
that this area rarely receives the attention it deserves; few managers use 
robust systems to manage employees or business processes. Most of the 
meaningful effort is focused on the other three key functions—Getting, 
Doing, and Running. 

Processes in this quadrant tend to fall into two categories, three if you’re 
a corporation: 

• Strategic processes are used to guide the business 
forward towards its goal. You’ve probably heard the 
phrase; “Start with the end in mind.”  We call this the 
Strategic Target and urge you to develop your target 
as you systematize your business. 

• Management processes ensure the systems are 
developed and implemented accurately and efficiently 
and results are monitored and reported. 

• Board of Directors processes, if your company is a 
corporation, ensure the corporate shield is maintained. 
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Exercise: Process Identification—Guiding the Business 

Strategic Processes 
 

1. 
 

What are all of the methods you, your managers and your board 
use to track the progress towards the company’s vision? 

What systems are required to track the progress made on these 
goals? 

List everything you can think of in the rows below. Use a 
separate row for each method. Add more rows if you need them. 
If you find yourself describing ‘how’ you do something, you may 
be providing too much detail at this point. Remember, in this 
stage, you are only naming the systems—‘WHAT’ you do, not 
‘HOW’ you do it. 

 

i.  

 

ii.  

 

iii.  

 

iv.  

 

v.  

 

vi.  

 

vii.  

 

viii.  
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Management Processes 
 

2. 
 

What management systems do you use or need? 

• Do you have sales meetings? 

• Manager Meetings? 

• What guidelines do you have to be sure your 
meetings are effective and efficient? 

List all of them in the rows below.  List everything you can think 
of in the rows below. Use a separate row for each method. Add 
more rows if you need them. If you find yourself describing 
‘how’ you do something, you may be providing too much detail 
at this point. Remember, in this stage, you are only naming the 
systems—‘WHAT’ you do, not ‘HOW’ you do it. 

 

i.  

 

ii.  

 

iii.  

 

iv.  

 

v.  

 

vi.  

 

vii.  

 

viii.  
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Board of Director Processes 
 

3. 
 

If you have a corporation, familiarize yourself with your articles 
of incorporation. 

• What systems are in place to ensure you are 
following these guidelines? 

• Are there any other governing or advisory boards 
in play at your company? 

• What are the processes required for these? 

List all of them in the rows below.  List everything you can 
think of in the rows below. Use a separate row for each 
method. Add more rows if you need them. If you find yourself 
describing ‘how’ you do something, you may be providing too 
much detail at this point. Remember, in this stage, you are only 
naming the systems—‘WHAT’ you do, not ‘HOW’ you do it. 

 

i.  

 

ii.  

 

iii.  

 

iv.  

 

v.  

 

vi.  

 

A list of sample process names is presented on the following page. 



Sample Process Names—“GUIDING" THE B

Busin

   Strategic Target Development

   Strategic Target Tracking

   Department and Company Innovati

   Corporate Culture Developme

   Venture Capital Funding 
Board of Directors

   Governing Procedures for the Board

   Board of Directors Admini

   President and Manager Collaborati

   External Advisors Retenti

   Management Training 

   Manager Meetings 

   Meeting Guidelines 

   Classes & Workshops 

   Task Delegation & Work 

   Problem Solving - Employee Issues

   Time Management 

   Performance Review - Employee 

   Progressive Written Warning

   Employee Termination 
   Establish & Maintain Departm
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“GUIDING" THE BUSINESS 

usiness Strategy 

Target Development 

Target Tracking 

any Innovation 

lopment 

 
Board of Directors 

or the Board 

ministration 

Collaboration 

Advisors Retention 
Management 

 Management 

Employee Issues 

Employee Evaluations 

rning 

epartmental Goals & Indicators 
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The Importance of the Organization Chart 

We've mentioned the importance of having a well-defined and 
documented vision of the business you intend to create. 

Ask yourself, "What will my business look like when it's done—when I'm 
ready to sell it or hand it off to my children?" 

We call this your Strategic Target and it is a written, publishable 
description of your business at this ‘end’ stage.  In fact, we recommend 
you display it on a wall in your office. 

The document includes answers to such questions as: 

• What will your best clients be like? 

• How many will you have? 

• How many times a year will they buy from you? 

• What would your customers say about your company, 
and what's it like to do business with you? 

• How profitable will you be? 

• How many employees will you have? 

• What will your employees say about your business and 
what's it like to work for your company? 

A study done at Harvard Business School found that simply by having this 
document, you're three times more likely to achieve your objectives than 
if you don’t. 

Your organization chart will serve as a snapshot of your vision for your 
business. 

It helps you to understand the human resources you'll need in order to 
realize your vision. It provides a foundation for your strategy—who you’ll 
hire next and what you have to do to get that position up to speed 
quickly. 
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It's also a graphical representation of the functional accountability within 
your business—which positions are accountable for GETTING the business, 
which ones are accountable for DOING the business, for RUNNING the 
business, and for GUIDING the business. 

Often, the org chart is viewed as a purposeless diagram. Small business 
owners wrongly believe that because they don't have personnel fitting 
neatly within the positions, they don't need an org chart. 

Regardless of the size of your business, the org chart is a critical tool. 

Here's why... 

The boxes on the org chart don't represent “PEOPLE”. They represent 
“POSITIONS”. And every company, whether it has a few employees or 
dozens, needs an org chart to establish and define the functional 
accountability for each of the four areas of the business. 

It's much simpler to describe each position than it is to describe each 
person. 

Each position is expected to perform one or more tasks in support of a 
function. The employee filling that position is accountable for those tasks. 
Each task is described by one or more processes. 

The org chart allows the business owner to see the company as a 
collection of people performing a wide range of activities, or 'PROCESSES'.  
How well these processes are completed ALWAYS determines the results 
your business achieves. 

In a truly systematized business, then, management is more a matter of 
managing processes than managing people. 
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Exercise: Defining Positions 

It is important to have already defined the future vision you have for your 
business, your Strategic Target. If you are challenged in accomplishing 
the task, contact us and we’ll send you an excellent exercise to help with 
the process. 

1. What are the different positions you need to “Get the 
Business”? Put a check mark beside each of the positions you 
need below and use the blank spaces to identify other required 
positions. 

 Marketing Assistant 

 Lead Generator 

 Sales Person – Inside Sales 

 Sales Person – Outside Sales 
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Exercise: Defining Positions (continued) 

2. List the different positions you need to “Do the Business”? Put 
a check mark beside each of the positions you need below and 
use the blank spaces at the end of the section to identify other 
required positions. Use position names that are relevant to your 
business. For example, if you were a legal firm, you might have 
positions such as: Attorney, Paralegal, Legal Secretary, Filing 
Clerk, etc. 

 Technician 

 Service 

 Customer Support 

 Warehouse Manager 

 Consultant 

 Account Executive 
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Exercise: Defining Positions (continued) 
 

3. 
 

What are the different positions you need to “Run the Business”? 
Put a check mark beside each of the positions you need below and 
use the blank spaces to identify other required positions. 

  

Receptionist 

  

Administrative Assistant 

  

Bookkeeper 
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Exercise: Defining Positions (continued) 
 

4. 
 

List the management positions you need for each of the three 
functional areas; Getting, Doing, Running. These are positions 
for "Guiding the Business."  Put a check mark beside each of 
the positions you need below and use the blank spaces to 
identify other required positions. Feel free to edit any of the 
names we have listed below. 

  

VP of Sales and Marketing 

  

VP of Operations 

  

VP of Finance and Administration 
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Exercise: Creating Your Organization Chart 

From the positions you’ve listed above, create your company’s future org 
chart using position names first and then put the names of your 
employees in or on each of the boxes. In many cases you will find the 
same names in several boxes and that's OK for now. Use a large piece of 
paper and write with a pencil so you can easily edit mistakes and make 
changes. Don’t worry about getting it right the first time and if you 
already have employees, imagine that you have an opportunity to 
completely do it over—don’t feel constrained by existing conditions. 
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Developing Job Descriptions 

So far, you've: 

• Identified your business' four key functions; 

• Named the processes within each of the four functions; 

• Defined the positions you'll need to achieve your vision and, 

• Placed the positions on your organization chart. 

To create your job descriptions, simply map all of the processes you 
named to one or more of the positions you've defined.  Note that you're 
assigning processes to positions rather than people. 

Exercise: Job Description Development 

Match each of the systems you have identified in the Process 
Development Exercises with each of the positions you have identified in 
the exercise on Creating an Org Chart. What you’ll end up with are job 
descriptions for each position in your organization. Use a separate work 
sheet for each position. 

POSITION: EMPLOYEE NAME: 

THIS POSITION IS ACCOUNTABLE FOR THE FOLLOWING PROCESSES: 

 

 

 

 

 

 

 

 

 

 

A sample job description is presented on the following page. 



Sample Job Description—“Sales

Manager of Sales & Marketing

Create and implement all of the 
objectives and manage sales d
projections are achieved. 

Strategic 

1. Strategic Target Development
To develop a short term and long t
business. 

2. Target Market Development
To develop the demographic,
for our company's strongest

3. Competitive Analysis 
To build a descriptive analy
of our competitors' marketing

4. Special Projects & Project
To ensure all special 
complete, accurate and 

5. Establish & Maintain 
To create and monitor annual, quart
department, in a progressi

6. Process Development
To ensure all departmental
and innovated. 

7. Process Quantification
To track, calculate and
business processes and
key performance indicators
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“Sales Manager" 

Manager of Sales & Marketing 

Create and implement all of the company's marketing strategies and 
s department to be sure all sales goals and 

Strategic Processes: 

Development 
To develop a short term and long term strategic plan for the 

Development 
demographic, psychographic and geographic profiles

strongest target markets. 
 

analysis of all the company's competition
marketing strategies. 
Project Management 

 projects are handled and performed 
complete, accurate and efficient manner. 

 Departmental Goals & Indicators 
To create and monitor annual, quarterly and monthly goals

a progressive and strategic manner. 
Development & Implementation 

departmental processes are developed, implemented

Quantification 
and report on the effectiveness of all critical 
and to establish, monitor and update a set

ators for the business. 

NIEMANN & COMPANY, LLC 
ESS SYSTEMIZATION KIT 

P a g e  

s marketing strategies and 
re all sales goals and 

rm strategic plan for the 

profiles 

competition and 

 in a 

goals for 

implemented 
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Sample Job Description—“Sales Manager" (continued) 

8. Performance Review— Employee Evaluations 
Periodically review (annually or semi-annually) an employee's work 
so they know what the company requires of them in this position, 
and to that all of the functions for this position are completed 
consistently per company standards and procedures. The 
performance review also identifies areas of improvement and 
acknowledges outstanding achievements. 

9. Manager Meetings 
Hold regular, one-on-one (usually weekly) meetings between each 
manager and their reporting employee to facilitate two-way 
communication; review all past and current results; guide, train and 
support each employee in their use of their position's Processes; 
encourage input from each employee and continuously reinforce the 
system orientation of all work in the company. 

10. Meeting Guidelines 
Guidelines to be used throughout the company whenever a formal 
meeting is held. 

11. Employee Coaching & Training 
To get results through employees by coaching and training them to 
meet all expectations. 

12. Problem Solving—Employee Issues 
To address specific employee issues and improve results and 
performance in a way that promotes the employee's professional 
and personal growth and enhances the employee-manager 
relationship. 

13. Progressive Written Warning 
To enforce rules pertaining to employee conduct and performance 
so all personnel can act according to the company's guidelines of 
professional behavior and conduct. 

14. Employee Termination 
To terminate an employee's position in the company effectively and 
legally while using the utmost respect and care. 

15. Weekly Sales and Marketing Meeting 
This is a downloaded file from a website called www.gazelles.com 
authored by Verne Harnish the founder of the Young Entrepreneur's 
Organization. 

http://www.gazelles.com
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Sample Job Description—“Sales Manager" (continued) 

Tactical Processes: 

1. Marketing Plan and Execution 
To develop, strategize and implement the company's Marketing 
Plan. 

2. Key Marketing Indicators 
To develop, track and monitor the key marketing data for the 
company's marketing and advertising activities. 

3. Recruiting Process 
To ensure that the company has plenty of qualified candidates when 
considering the hiring for any position. 

4. Interviewing Process 
Ensure that all candidates hired for every position in our company 
are qualified, motivated and have the best possible chance of 
working out in the long term. 

5. Product & Service Knowledge 
To teach the sales team about all our company's products & service 
features, benefits, and costing. 

6. New Client Intake 
Bring new clients into the organization in a professional, considerate 
and highly detailed manner and in such a way that their first 
experience is a "WOW". 

7. Task Delegation & Work Management 
Clearly delegate work to an employee through the use of systems. 

8. eMail Marketing—Newsletters 
To implement a series of marketing "touches" with our qualified 
prospects through email newsletters moving them closer to a 
conversion process. 

9. eMail Marketing—Newsletters (Constant Contact) 
Implement a series of marketing "touches" with our qualified 
prospects through email newsletters moving them closer to a 
conversion process. (This process will be outsourced to our external 
writer) 

10. Active Referral Process—Past & Existing Clients 
Promote and encourage qualified referrals. 
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Writing a Process 

The starting point for designing a business process is to define the exact 
result you want the system to produce. Review your prioritized systems 
list and choose one system. 

What is the result or goal you wish to accomplish with this system? Think 
about the end result. What is it that you want to achieve? Write it down.  
This is called the Objective. 

Consider how to achieve that result and write the broad stroke steps of 
the system that could be put in place to achieve it. We recommend using 
a box and arrow diagram to accomplish this step. 

Review each of the steps in the flow chart and expand on them with as 
much detail as you feel is necessary. 

Establish and document the expectations you have of someone in your 
organization following and completing this system. 

Look at your org chart to determine who will be responsible for making it 
happen. 

Here are the basics on building systems: 

1. Specify the system name. 

2. Write the result or the objective. 

3. Diagram the steps in the system showing their sequence 
and how they relate to each other using a simple flow 
chart-diagram. 

4. Write the tasks and expectations of each box on your 
flow chart. 
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Exercise: Writing a Process 

As a final step, select a process you listed in the previous exercise.  Use 
the template below to write the detailed process. 

Sample Systems Documentation Template 

Title: 
 
 
 
 
 
Objective: (Describe exactly the result this system must produce.) 
 
 
 
 

# 

Tasks 

(Describe the step by step sequential workflow. Begin each task with an “action” verb.) 

1.  

2.  

3.  

4.  

5.  

6.  

7.  

8.  

9.  

10. 
 
# 

Expectations & Timing 
(Standards & Qualities to accomplish which are not parts of workflow.) 

1.  

2.  

3.  

4.  

 
A sample completed process is presented on the following page.



Sample Completed Process

Process Title: 

Handling and Processing a Customer

Objective: 

An important way to care for yo
complaints and negative feedback 
you improve your business and also
Dealing with complaints effectively

  
1.  Listen to the customer's 

understanding of the custom

2.  Locate the customer's invoice.
if they have an invoice numb

Gather the following inform

 Client name and phone numb
 location of job performed 
 What service/product was p
 Any other details as necessary

3.  If the client does not have
position or person to whom

If your boss is not available,
issue...) and proceed to co

4.  Determine whether this is a

5.  If this is a Warranty issue, fo
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Sample Completed Process—Customer Complaints 

omer Complaint 

your customers is to deal effectively 
 they have. Customers with a complain

also turn an unhappy customer into a sat
y can save you from a bad reputation. 

Tasks 
 complaint. Stay calm and respectful. Show an

omer’s situation. 

ice. If you can't locate the invoice, ask the customer
number or a copy of their invoice. 

information (if they don't have an invoice): 

number 

provided 
necessary to help you address the situation 

have an invoice, escalate this issue immediately to
m you report for a decision or plan of action. 

ailable, go to the step below (If this is not a Warranty
omplete a Customer Complaint form. 

a Warranty issue. 

follow the Warranty & Guarantee policy. 
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Sample Completed Process—Customer Complaints (continued) 

6.  If this is not a Warranty issue and it is an employee issue or simply a job 
that was not well done or a customer service issue or an incident that was 
unrelated to the service performed, and the client is at your office, try to 
resolve using the step below (Providing a solution). 

If you cannot resolve, complete a Customer Complaint Form and forward to 
the General Manager's mailbox. 

 If the customer is in our office, print and complete this Customer Complaint 
Form 

 If the customer is on the telephone, print and complete this Customer 
Complaint Form 
(Be sure to let customer know that the general manager will follow up on a 
timely basis.) 

7.  Providing a solution. 

 If the customer is complaining because it took too long and/or they are 
unhappy with the service, something that has already passed and there is 
little if anything you can do about it now, listen to their complaint and, when 
they're finished, make a sincere apology and offer the client something - 
something like a Starbucks coupon, and do it in a respectful way to see if that 
will address their need. Sometimes that is all it takes. It is important to listen 
to make sure you are resolving their complaint. Many times they just need to 
be heard. 

 If the customer is complaining because of a larger issue, access and print a 
Customer Complaint Form and have the Customer fill in the form and forward 
to the General Manager's mailbox. 

 If the customer is in our office, print and complete this Customer Complaint 
Form 

 If the customer is on the telephone, print and complete this Customer 
Complaint Form 

8.  If this is not a Warranty issue and it is an employee issue or simply a job that 
was not well done, or an incident that was unrelated to the service performed, 
and the client is on the phone, access a Customer Complaint Form, take all 
of the information from the Customer and fill in and save the form in 
TouchStone. 

Then send an internal TouchStone message to the General Manager to advise 
that the Customer Complaint form is there. 
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Sample Completed Process—Customer Complaints (continued) 

# Expectations 

1.  Every customer complaint will be 'heard' with professionalism and intent to 
resolve. 

2.  Whenever possible, every customer complaint will be resolved within 24 hours. 

 

NOTE: The forms, scripts and other links referenced in this work plan are hyperlinked and 
part of the actual system in a TouchStone account. This work plan is shared as an example of 
a system only - the hyperlinks are not active. 
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A Final Note 

If you're like most businesses we've worked with, it's relatively simple to 
get to this stage of systematizing your business. However... 

...you've identified what seems like an endless list of processes that need 
to be written before you're through.  Moreover, you'll need to use your 
processes to manage your business.  Otherwise, what's the point? 

We've found that most people get more accomplished when they're 
actually working with someone to achieve a common goal. To address this 
need, we have a systems-writing division to get your processes written for 
you. One of our professional process writers will work with you and/or any 
of your key people to get your business systemized quickly and efficiently. 

And, we have powerful tools to help manage your processes and your 
business. 


