
THE ULTIMATE
SYSTEMS
GUIDE

For A Smarter,  
More Scaleable Digital Business



Who is this ultimate guide for?

CEOs + Executive of digital agencies who know they are capable 
of so much more more but feel held back by a lack of systems, 
processes, and discipline i.e., anyone who is ready to SCALE.

What will this ultimate guide give you?

Time
Money
Happiness

That’s it, don’t get greedy

Detailed guides for how to systematize:
Client Onboarding
Team Onboarding
Team Hiring
Sales

What’s in this ultimate guide?



Now, for each process  
you create you must…

Download your brain (create documents to train) 
All of your years of experience and expertise have probably made you believe 
that everything is common sense or that you’re the only one that can do certain 
things. Nope. You’re definitely too close to it. 

Document everything you know so you can get it out of your head, off of your 
plate, and into someone else’s more-than-capable hands.  
 
 

Leverage Tech (track process)
Before you choose your tech, you need to create your processes. Technologies 
come and go, and basing your process on a technology could cause serious 
problems in the future should that company disappear (e.g., wanderlust). 
But once you’ve got your processes, the right technology will make your life 
100x easier. The exact system doesn’t matter, just that you actually use it. 
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Now, for each process  
you create you must…

Define how are you tracking and where your workflow lives
What workflow? Your workflow (checklist) is the sequence of tasks that need to 
happen in order to complete a repetitive project. As a manager, you should be 
able to track a workflow from anywhere in the world and know how deadlines 
are coming along. 

For managing and tracking purposes, you create workflow templates inside your 
project manager. 
 
Eg. asana — workflow in a project manager
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Now, for each process  
you create you must…

Document how are you able to train your team/clients and where the 
information is housed.

You can think of this as your document/ assets depository or database. 
This is where your instructions, playbooks and visuals will live to train  
new staff. 
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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



CLIENT
ONBOARDING



 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 )



TEAM ONBOARDING 

TOOLKIT



You did it! You hired 
the perfect team 
member! Congrats! 
Now listen up, or they’re going to be gone in 
three months.

In order to make sure your team member gets 
up to speed as quickly as possible (saving you 
time and money), and setting them up for 
success, a team onboarding process is essential.

Let’s dig in.



 Because you can:

 Retain amazing talent 

 Create clear expectations for performance 

 Demonstrate leadership in small team

 Set up new team members for success 

 Promote so you are freed up to work on the business = Mo’ Money!

Why is this kick-ass?

Training increases productivity by 25%



Step 1 
Setting your people up to kick ass

Give your team everything they need to know to crush it. 

That includes:

List of business goals and KPIs (key performance indicators)

Systems you use to track milestones and deadlines 

Systems & resources does your team uses to complete work 

Calendar slots where you review work & answer questions

Incentives that get them running at the speed of light



Step 2 
Understand goals and define  
your metrics
Get a clear picture of the onboarding process, and define  
acceptable performance levels so your employees know  
what is expected of them. 

That includes:

Ramp up period — how long does it take an employee to train before they 
start providing the business value 

Margin of error — the percentage of which an employee is making mistakes 
on specific projects and goals #quality

Employee efficiency — how long is it requiring your employee to complete 
tasks and goals
 
Bonus/ Rewards — track incentives based on goal completion 



Step 3 
Track the Team Onboarding Process
Use a system to track the onboarding process, so you know exactly 
how far into the onboarding process you’ve gotten.

Eg. Asana  — workflow in a project manager

Onboarding checklists for different positions 
https://www.smartsheet.com/free-onboarding-checklists-and-templates
https://www.process.st/checklist/employee-onboarding-checklist/



Step 4 
Optimizing the Team Onboarding Process
Before the first day set up goals, paperwork, and digital and physical space  
so you can hit the GO button on your new person. 

Send Paperwork ie. W4’s, 1099’s, Direct deposit (or how they will get paid)
Set up workstation (physical or virtual) 
Set up systems - credentials, password access and tech set up 
Prepare any training materials for first day

Ramp-up Quickly: Day 1 > Week 1 
Day 1 sets the tone for the the job. Acclimate them fast:

Introduce them to team members 
Provide business overviews 
Give them a tour to resources and training 
Review and identify glitches with paperwork and systems setups 
Set-up feedback, meetings and review times 
Review assignments and tracking of tasks and projects 

Goal Setting: Set expectations and goals for deadlines 
Define the metrics that let you know work is being completed and moving your 
business forward. 
What are their goals for the quarter?
What are their goals for the month?
Weekly goals?
How do you course correct if work is going in the wrong direction?



Step 4 
Optimizing the Team Onboarding Process
(Cont.)

Training 
There’s a tradeoff between how much you pay for a position and how much 
you train. Training allows you to reduce costs, build good habits for your 
business, get rid of old bad habits and increase productivity #WinWin 

What kind-of training will they have access to — shadowing other team 
members, videos, manuals?
How will they find the resources they need?
Note: You can reduce handholding by document answers to frequently asked questions

Scale your training by eliminating 1-1 
training (or training via osmosis)



Step 5 
Delegating Onboarding to Team Lead
When you get your documents in order, you can easily pass of the onboarding 
process to someone on your team.

Documents and Materials
Welcome Pack 
Offer letter 
What do they need to succeed on first day 
Company swag 

Onboarding Handbook  
(Different than operating manual)

Quick reference guide to navigating behaviour and resources in your business 
Include references 

Communication 
How are you taking communication out of email inbox
Layout times you will review milestones, work product and deliver feedback 

Training
How do team members know how to get the job done for your business?

Create documents / videos walking team members through key steps needed for 
them to complete job (screenshots are very useful here)
Create standard operating procedures that define every process in the same way, 
for quick and easy reference

Team Meetings 
Describe vision, goals and KPIs of business to create transparency  
in growth #context 
Give acknowledgement #indoctrination #retention
Review score cards - decrease management 
What’s working and what’s not working efficiency 

Performance Reviews 
Welcome letter/video that makes your client know that they have made the right 
decision + anything else needed to have them be a good behaving client 



Team Score Card 
Keep track of your onboarding team activity and results so you’re not 
chasing after them like a cat after a laser pointer.



TEAM HIRING 

TOOLKIT



You know that 
hiring is the most 
important part of 
your business.
The right hire, especially at your stage, can send 
your company into the stratosphere. The wrong 
hire can send you the same way as Fyre Festival.



Hire the Right People 

Delegate so you are freed up to work on the business = Mo’ Money!

Reduce overwhelm for you and current team 

Never worry about an employee bailing on you

Introduction of new ideas and perspective #innovation

Why is this kick-ass?



Step 1 
Know your vision for team

To get the right people on your team, you need a crystal clear 
vision of who you are, what you’re trying to accomplish, and 
what you can offer.

To get this clarity you should:

 Create a list of business values 

 Create a list of future positions you want to fill 

 Define your budget for hiring 

 Decide how you are you keeping track of candidates 

 Distill how you are different from the competition



Step 2 
Understand goals and define  
your metrics
To help you plan your business, you’ve got to get some baseline 
metrics for hiring and employment. 

That includes:

Average lifetime of employee in your business  — length of when the team 
member starts to when they leave

Employee turnover — the rate at which employees stay and leave 

Cost of team member acquisition — cost of all of your team member salary 
and expenses over a given period of time



Step 3 
Tracking the Hiring Process
Get every step of the process in a system so that you always  
have a snapshot of the process available.

Eg. Asana  — workflow in a project manager



Step 4 
Optimizing the Hiring Process
Understanding ROI of Team Members
Do you know what you’re hiring someone for? Do you have that documented 
anywhere? Hold yourself and your team accountable by defining key metrics 
that will help you track progress towards achieving key business goals. 

What are your business KPI’s (key performance indicators)?
What are the tasks projects that this person is going to accomplish to help 
improve those KPIs?
Do you need someone full time, part time, contractor?
What training or resources do they need to accomplish these goals?
What will make them stay with your business?

Understanding your personal working style and culture so you know which 
employees are easier and better to work with, what kind of employees you 
are trying to attract, and what about your business will attract them. 

List out the reasons for lost employees in the past. This will help you see 
the patterns of why you are losing talent in the past. When you’ve identified 
these patterns, you can quickly work to address them. 

Did you hire a team of friends and acquaintances?
Did you not hire the right candidates?
Was the environment not the right fit for the people who left?
Did they get poached for higher paying jobs?

Organization of candidates 
Defining how you’ll receive, manage, and evaluate new candidates will make 
hiring as easy as saying yes to free tacos.

What email do applications get sent to?
How are you rating candidates?
How are you keeping track of candidates?
How are you assessing the trial period?



Step 5 
Delegating Hiring
Testing for performance. Talk the talk. Walk the walk.

Applications are indicators of a person’s past performance.

Interview process gives you a person’s potential performance. 

On the job gives you insight into actual performance.

How do you find team members? Activity checklist: 
 Referrals
 List of referral sources 
 Which job posts for your industry
 Conferences
 Networking Events 

What is your hiring budget? 



Process, Documents and Materials:

Job post — This is the first impression a candidate gets of your business a 
candidate. It’s a great tool to filter out unwanted peeps. Ask for submissions 
beyond Resume/ Linkedin profile, including: 
Digital Portfolio 
Work product 
Video submission 

 Phone/Video screening questions — filter the riff raff 
What are your top 3-5 deal breakers for this position? Wage, availability, specific 
credential, start time, etc? 

Interview types 
Are they conducted on video or in person?
How many interviews?
Are you conducting 1-1 or group interviews?
Will they be interviewing with different team members? (how does operations 
adjust for interviewing process) 



Process, Documents and Materials  
(Cont.):
Interview questions - can they talk the talk?

Go Beyond “why do you want to work here and walk me through resume?”
Ask behavioural questions — questions that tell you how they behave in different 
situations ie. conflict with teams, managers, dealing with stress, missed deadlines, 
crazy clients etc. 
Ask fit questions — how do you know that this person is going to be a cultural fit 
for your growing team?
Ask crystal ball questions — insight to how they would deal with current or future 
problems that your business is dealing with in reality. 
 

Give them a trial assessment — can they walk the walk?
Test project 
Technical assessments
A day in the office working with team for inhouse trial
 

Offer letter 



SALES 
PROCESS



Getting the sales 
process right 
means getting your 
business right. 
No more feast or famine, no more crappy clients,  
no more fretting about keeping the lights on.  
When you’re done with this section, you’ll have 
a sales process up and humming along.



Not leaving $$$ on the table = Mo’ Money!

Start delegating parts of the process so you can close more

Then be able to hire a rep

Everybody on the team (even if it’s just you) knows exactly where the deal is

Know how much money you are going to bring in next month

Why is this kick-ass?



Step 1 
Know your vision for team

If you’re going to create a process for selling, you need to know what 
you’re selling first. Sounds obvious, but a lot of people overlook this. 
It goes beyond the physical service, and into the intangibles.

To get clear, create the following:

List of services with benefits 

List of pain points 

List of pricing 

Definition of how are you different from the competition

Customer success stories 



Step 2 
Understand goals and define  
your metrics
When you get an understanding of some fundamental sales metrics, 
you’ll know exactly how much to invest in time & money to achieve 
your goals.

Average sales cycle — length of when the deal starts to when it closes

Average deal size  — the average amount an engagement is sold for

Monthly revenue - amount of sales collected that month 

Cost of Client Acquisition — cost of all of your sales and marketing expenses 
over a given period of time, divided by the number of customers acquired in 
that window

Closing Ratio — the percentage of closed deals to leads



Step 3 
Tracking the Sales Process
Use a Customer Relationship Manager (CRM) to track 
the entire process.

Here’s a visualization of a typical sales workflow (for illustration):



Step 4 
Optimizing the Sales Process
Qualify Clients 
Determine if they are a good fit for your services. It’s the same as having a 
quick chat on tinder before meeting up on a date. Gotta filter out the weirdos.

When you qualify clients you reduce your marketing costs because you’re not 
wasting time on leads that will never become clients, no matter how hard 
you work. And when your leads are qualified, you can create focused, tailored 
messaging to really close the deal. 

To qualify clients, it’s important to ask:
Who are the decision makers?
What is the budget they need to have to afford your service?
What are their pain points?
Why do they need you?
How long does it take them to make a decision on purchasing from you?

Understand your engagement 
So you know which clients are easier and better to work with. 

For your clients: 
What is their industry? 
How long do you usually engage with them? 
What is the average revenue per client?

List out the reasons for lost deals in the past 
This will allow you to see the patterns of why you or team members  
are losing deals. 

Is there a new competitor?
Is there a new technology you are not aware of?
Are you priced too high? Too low? 
Is there an objection you keep failing to address?



Step 4 
Optimizing the Sales Process (Cont.)
Gain knowledge of client’s seasonality 
Some months people buy others they don’t. This will allow you to engage in 
the right parts of the year to focus and save time and money. 

Create templates for proposals / deck presentations
The pitching process can be gruesomely time intensive if you let it be. 

To help you improve it, imagine someone else creating a proposal for your 
business. They would need need:

A list of pricing and services 
A proposal template 
A list of copy around each service that is being provided for the client 



Step 5 
Delegating Sales
Passing off sales to a team.

How do you find clients? Activity checklist: 
 Referrals
 List of referral partners
 Conferences
 Networking Events 
 Seminars
 Speaking Engagements 
 Sponsored events 
 Skillsshare classes
 Lunch & Learns 
 Seminars
 Emails 
 Cold Calling

What is your sales budget?



Process, Documents and Materials:

Sales Email Templates
Commonly Used Email Templates 
Cold outreach email 
After a networking followup to schedule an initial meeting 
A response to a referral 
Email to schedule a consult or presentation 
Email with proposal 

Scripts / Conversation Frameworks 
Pitch to an individual 
Pitch to a group i.e. referral group like BNI
Initial meeting 
Consult / Presentation

Sales material ( Decks, sheets etc)

Sales FAQs: These are questions that can be asked dureing the sales process 
at any time to get to know if you are a right fit. Think of these as benign

Sales objections: These are malignant – they can kill your deal. 
Common Objections :

I think you are too expensive 
My last service provider did a horrible job, how do I know you are not going to 
screw it up?
You are really small, how do I know you can handle the volume or deliver on time?

Proposal Template

Sales Scorecard

Sales Reports

Workflows for each of your sales activities 



Process, Documents and Materials  
(Cont.):

An example in trello for Networking Events: 



Sales Score Card
Keep track of your sales team activity and results so you are not  
chasing after them.  

Things to include in a scorecard: 
Calls made
Scheduled meetings 
Qualified clients
Proposals sent  
Closed deals 

Score cards should be reviewed a minimum of once a week  
with team members. 

Tip: you can attach bonuses to scorecard achievements



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%.


