
CLIENT
ONBOARDING



You’ve closed the deal, your team is pumped, your client is ready to go… 
so you hit the ground running.

Woahhhhhhh now. Hold up, cowboy.  

Before you even think about beginning to work on a single deliverable, 

you need to make sure you’ve got your Client Onboarding Process on 

point. This step is so crucial, yet so frequently overlooked. It’s all about 

getting the information you need to be successful, setting proper 

expectations, and defining success.

If you want to save more time  
and make more money, you NEED  
to get this down.

Client Onboarding Process



 Because you can:

 Expand business and take on more clients = Mo’ Money!

 Take on more clients

 Pass the baton and free yourself from the client relationship

 Create a happy customer journey

 Save time

Why is this kick-ass?



Step 1 
Know your clients and anticipate needs

Document everything your client is thinking and/or worried about  
so you can take care of them before they come up again (or ever 
come up in the first place).

 

 List of client questions about engagement

 List of client requests before, during and after engagement

 List of client concerns for engagement

 List of signals that other providers are trying to poach your clients

 List of which team members take on which types of projects



Step 2 
Understand goals and define  
your metrics
The quality of your onboarding process plays out through the end 
of the engagement. Tracking certain metrics can help you identify 
opportunities to improve the process.

 

 Average client lifetime  — average time that clients hire you

 Client churn rate — the rate at which clients leave you  

 Client Satisfaction Score — how happy are clients with your service



Step 3 
Download the Onboarding Process
Create a clear, repeatable, trackable process for onboarding to make 
sure nothing slips through the cracks.

Eg. Asana  — workflow in a project manager



Step 4 
Optimizing the Client  
Onboarding Process
Pre Kickoff - TSA Style
Before you start with your client, you need to set some hard 
boundaries and clear expectations. Without it, they’ll step all  
over you. Even if they’re nice people. Even if they’re great clients. 

Think of this like the TSA check point. Nobody likes it, but  
everybody puts up with it, because it’s a necessary part of 
experiencing the miracle of human flight (and getting from  
point A to B as quick as possible).

When setting expectations, think about certain rules you have  
for your business, processes that let you operate effectively, 
challenges your client may face, and more. This includes:

What are your hours of operation?
How many meetings will you have with them? How often?
What happens if they contact you outside the guidelines?
How long do you need them to review things?
When will they be confronted? How do you reassure them?
What happens when they don’t review?

For the Kickoff Meeting 
When you document exactly how you want kickoff meetings to 
go, you’ll be able to start quickly delegating to team members. 
Requirements for kickoff documentation include:

Agenda
Timelines
Who is in the room and how to address their immediate concerns 
(finance chick will have different needs than the Marketing dude or 
intern who is the boss’ kid) 
Anything that needs to be ironed out that wasn’t during sales 
What they lied about during sales 



Step 4 
Optimizing the Client  
Onboarding Process (Cont.)
Post Kickoff Meeting - Ongoing Education Material 
Once it’s done, finish strong. Send the client a recap so you are both 
on the same page, and have proof of what was agreed upon. Without 
this follow up, it’s like running a marathon and walking the last ½ 
mile because the hard part is behind you. Nah!

In your recap, you can include definitions of key terms and other 
educational material. This will give them confidence you are the 
right person for the job and you can start to make them a more 
sophisticated client.

High Level - what do people not know about your service, features, 
industry, delivery or progress? 
What do you wish they knew so you don’t have to spend time 
explaining during client calls?

Surveying your clients 
Surveys are key, not only to making this engagement a success, 
but also to getting your clients lining up to work with you again. 
Feedback tells you how you and your team are doing, and how happy 
your client is. They also help increase retention and allow you to 
make changes to create a better customer experience. 

Unfortunately, clients often let them slip 
by the wayside. All. The. Time.
To increase completion rates:

Make surveys short and easy
Set the expectation up front that you care about quality and will be 
surveying them, so they take the time to do it



Step 5 
Delegating Onboarding  
to an Account Manager

The faster you get this process documented, the faster you  
can offload it to an account manager (hooray!).

To know how valuable it is to offload this process, document  
how long it takes to typically onboard a client, and any costs 
involved in the process.

The first step is defining your onboarding budget: 
How long does it take you to onboard a client?
How many team members do you need?
How much does it cost?
What technologies are needed?
Do you need a space for onboarding

Darren, owner of a digital marketing agency saved 20 hours 
per client by hiring an Success Manager and delegating his 
onboarding process! It pays to hand off the baton. 



Process, Documents and Materials:

Select internal team to lead onboarding using the following criteria:
Who has the best understanding of this service or industry 
Who has bandwidth to service this client 
Who’s style is in sync with this client

Create a client brief 
All the information gathered during the sales process that a team member will 
need to know and add to in order to service the client 

Organize client documents & resources that you need (intake) 
Identify what you need from the client to move the project forward ie. credentials, 
assets, strategy documents
Create a Plan B - What will you do when you realize they don’t have these items 
and they lied to you (p.s. 99% of the time, they did).   

Create a client welcome pack 
Send a welcome letter (or film a welcome video if you want ot leave a GREAT 
impression) that reassures your client’s decision to work with you + add anything 
else needed to make sure they’re a good behaving client 

Define client metrics, create a client dashboard. This includes:
How do you measure client success?
How do you know if the client is being served at excellence?
How do you know deadlines are being met?

Document client definitions and resources
Answer to common questions your clients constantly ask 
Note: This is an opportunity to educate clients and have them prepared for 
upcoming pain points 

Build a client folder taxonomy 
Define standard folder structures
Define standard naming conventions
Create processes for storing and keeping track of version/iterations of deliverable
Pssst —  This is almost always overlooked and always drives people crazy in the future. 



Client Dashboard 
Build a dashboard to keep track of your activity and results, so you know 
your team’s progress

Your dashboard should include: 
Deadlines / milestones 
Signal that clients are on track or off track to succeeding (you can color gradient )



Click here to get in touch or email us at juliana@scaletime.co

We hope you enjoyed this free guide! 
Here’s the pitch to let us do this for you...

Ready to make more money, work for better 
clients, free up your time, and finally enjoy running 
this businesses you’ve poured your life into?

ScaleTime is a consulting company that helps small agencies like yours run 
your business without you, like a well oiled machine.

We help you quickly scale your business in a controlled, seamless way—
allowing you to do more of the work you love, and delegate the work  
you don’t.

With ScaleTime, we dig into your business to identify bottlenecks and unleash 
them one-by-one, putting simple, effective, scalable systems in their place.

And our clients see some insane results.

Michael reduced client time by 80% to focus 
on lead generation.

Jean increased her recurring revenue by 7x.

And AJ worked with us to create a sales 
engine that increased his sales by 350%.




