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THE SYSTEMS EFFECT

THE BREAKING POINT:
A Story of Growth, Chaos,
and Transformation.

Jason sat at his desk, staring at the endless flood of emails, Slack messages, and urgent fires

demanding his attention. His company had grown fast—maybe too fast. What once felt exciting
now felt overwhelming.

It started as a dream. A business built on passion, fueled by hard work. But now? It was a whirlwind
of inefficiency, constant troubleshooting, and team members waiting on him for direction. He
barely had time to think about scaling, let alone actually do it.

And then, the moment of realization hit him: he wasn't running the business—the business was
running him.
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PHASE 1:
The Chaos of No
Systems

Jason's reality was one many
business leaders face;

+ His team kept growing, but
so did the confusion.

+ Every new hire required
hours of training, yet still
made mistakes.

+ No one followed the same
process, leading to
Inconsistency and lost
revenue.

+ He spent more time fixing
problems than building the
business.

He thought hiring more
people would help. But
instead of reducing his
workload, it increased the

fires that needed putting out.

Sound familiar?

He needed a solution—fast.

PHASE 2:
Mapping the Path to

Freedom

Then came the turning point. A
mentor told him:

“Your business is only as strong
as the systems running it.”

With that, Jason discovered
process mapping. He took the
time to document exactly how
his business operated. For the
first time, he saw the
bottlenecks, the inefficiencies,
and the missing pieces.

By creating a visual roadmap
of how things should be
done, he could:

+ Remove himself from daily
operations.

+ Standardize tasks so his
team knew exactly what to do.

+ Eliminate unnecessary
steps and create a clear,
repeatable workflow.

With process maps in place,
Jason felt the first taste of
freedom. But the real magic
happened when he took it one
step further...

PHASE 3.

Implementation—Turning
Plans into Reality

Knowing the process wasn't
enough. It had to be
Implemented.

So, Jason built step-by-step
procedures (SOPs) to
ensure every team member
followed the same, proven
path. He:

+ Assigned clear roles and
responsibilities to avoid
confusion.

+ Created training systems
to onboard employees
without spending hours
repeating himself.

+ Introduced tracking
methods to measure
performance and refine the
process over time.

And then—everything
changed.

His team stopped waiting on
him for answers. They had
the tools to operate
efficiently. Growth became
scalable, predictable, and
stress-free.

Jason wasn't putting out
fires anymore—he was
leading his company forward.
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YOUR 10-STEP
BLUEPRINT TO

TRANSFORMATION — —
N

Jason's journeyisn't unique. It's the same road every = i

successful business must take to scale sustainably.

And now, you have the blueprint. \

This guide walks you through: '

O 1 Mapping your processes to 06 Training your team with structured,
* eliminate inefficiencies. ® repeatable education.

02 Defining clear starting and ending 07 Integrating processes into daily
® points for every process. * workflows for seamless execution.

O 3 Identifying roadblocks and decision O 8 Tracking key performance indicators
» points to streamline operations. » (KPIs) to measure success.

Refining processes based on data and

O 4 Developing SOPs so tasks are
° feedback.

executed the right way—every time.

Scaling with confidence, knowing your

O 5 Assigning roles to prevent confusion
o business is built on a solid foundation.

and overlap.

Starts Now

+ Reclaim your time.
+ Build a self-sufficient team.
+ Scale your business without stress.
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How to Build Processes

The 10-Step Checklist

There's something keeping many business leaders fromachieving their
company's potential.

You start, you grow, then you plateau- no matter how hard you grind,
the desired success doesn't follow.

As the business grows, more people are brought on board to put out
more and more fires. Instead, you end up increasing how many fires
require YOUR attention.

Process Mapping?

These 10 steps are the gateway to building your
owhn processes and starting down this road.

Some will seem easier than others, some will be frustrating, but if
you follow these steps, the hardest part—knowing where to start
and what the next step is—will be answered.



CHECKLIST
FOR BUILDING
PROCESSES
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Clearly define the
start and end point
before you begin

Congratulations on taking the first step toward efficiency!

As you start this journey, be sure to clearly identify and define the
beginning and end goal of each process.

+ Example: If you're building a “Lead Gen" process, it might start
with “Leads Needed" and end with "Leads Received”.

+ Example: "Acquisitions” may start with “Appointment Set” and
end with "Contract Signed".

|ldentifying the start and stop of each process allows you to keep
your process maps clear and focused while avoiding overlong,
rambling meetings.

Meet with all the
necessary
personnel
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Determine what
notification or action
triggers the beginning
of the process

Clearly define what starts the process and how personnel
are informed.

+ That initial notification should be documented using a
terminator—a shape designed to mark the start and end points
In the process.

+ Terminators do not show action—they simply designate entry
and exit in the workflow.

Build a step-by-step of
- the action that takes
place

G PROCESS = What you do.
PROCEDURE = How you do it.

A
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|ldentify the potential
roadblocks and decisions
that keep the process
from moving forward or
add extra steps

Now that you have the step-by-step built out, it's time to identify
potential roadblocks and decision points.

+ Ask "What keeps the next step from happening?”

+ Decisions should be framed as yes/no questions inside a
diamond shape.

+ The more efficient answer continues to the right, while the
less efficient answer moves downward.

Define what steps are needed to return to the main flow of
the process.

Move each task to the
appropriate
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Make sure the process
map Is ‘egible and easy
to understand

Take a step back and look at your completed process map.

¢ Does it look like a maze or rollercoaster?
+ Is it a swirl of arrows and boxes?

If so, take the time to reformat the process into a legible,
linear flow.

+ If it takes a college course to understand the map, your
team won't use it.

+ This step may be frustrating, but it's the most important

for documentation.

If needed, find someone who can organize the map effectively.

Bring in the innovator
and managers to
Improve the process
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ldentify the Key
Performance Indicators
(KPls) and Key Process
Indicators (KPIs) within

your process

Now that the process is refined:

+ |[dentify the Key Performance Indicators (KPlIs).

» Hint: The terminators in the process tell you -
if the process performed as expected.

+ |[dentify the Key Process Indicators (KPIs).

» Hint: The diamonds (decision points) tell you -
if the process is being followed correctly.

Assign these metrics to the correct roles and track them
consistently.

1 O Present the final process
s
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BUILDING
EFFECTIVE

TRAINING IN
YOUR BUSINESS
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Your 10-Step

Belowisaconcise checklistadapted fromyears of helping
businesses streamline their processes:

Document Your "As Is” Process Maps.

Create a True Orientation - Mission, vision,
team intros, etc.

Establish the Rules of Your Company -
Handbook, code of conduct, role expectations.

Understand Education vs. Process - Education =
general knowledge. Process = step-by-step tasks.

Create an Intuitive Outline - Break training into
digestible modules.

06 Fill in the Outline with Content. A mix of videos,
° text, links, and resources.

O7 Format Your Content for Clarity = Headings,
© bullet points, visuals.

oY ] Test: Test, Test! Pre- post-, and ongoing quizzes
° or checks.

Track Progress & Gather Feedback Metrics,
surveys, interviews.

Let Training Filter Out Repetitive Questions

Encourage self-service using the training resources.




Company Orientation & Culture

Why Culture Comes First

Setting the stage with your company’s culture ensures new hires understand why they do what they
do—making them more motivated, engaged, and aligned with your mission.

+ Welcome & History

+ Core Values
» Example Core Values: Integrity, Generosity, Hard Work, Belief

/ + Real-World Culture
O » Emphasize genuine day-to-day behaviors, not just buzzwords.

+ Purpose & Long-Term Goals
» Share your 3-5 year vision and how each role contributes.

+ How You Help Customers/Clients

2

Learning Styles & Delivery Methods
(Optional Add-On)

+ People learn differently (auditory, visual, kinesthetic).



Handbook

Why a Handbook Matters

A straightforward, reader-friendly handbook prevents confusion, protects you legally, and clarifies
expectations.

1. Introduction

2. General Conduct

» Harassment & Discrimination Policies
» Attendance & Professional behavior

3. Communication
» Internal vs. external communication expectations

4. Dress Code & Appearance
5. Health & Safety

6. Use of Company Property
» Technology use guidelines

7. Confidentiality & Data Protection

8. Performance & Discipline

9. Acknowledgment Via Esighaure

Process Training—From L/

Big-Picture Business Flow

Process Map Overview
Insertaflowchart or diagramrepresenting your entire business process

Role Overviews
Briefly introduce each role's place in the flow.process

Meeting Structures
Insert daily, weekly, or monthly meeting cadence and who attends

General Software Knowledge

+ G-Suite, Zoom, Task Management, CRM Systems, etc.

+ Insert quick links or short videos that show how to log in,
navigate, and perform the top 3-5 tasks in each too

+ Cross-Training & Scalability (Optional Add-On)

+ Encourage departments to have a basic understanding of each
other’s processes.




Department &

This is where you break down the "what” and "how" for each department or role. Below is an example using

an Acquisitions (ACQs) role, but adapt freely.

Department-Level Introduction

+ What does the department do?
+ Who will you be working with (key players, mentors, etc.)?
¢ Insert org chart or department structure graphic

Education & Personal Development

+ Lifecycle of Leads
» Where do they come from, how are they qualified, etc.

+ Types of Leads / Clients
» Insert any relevant categories specific to your industry

Software Basics for the Department

+ CRM layout and usage.
+ Insert any specialized software or tool training videos
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ROLE 1:
Lead Management

+ Intro to the Role

» Why it's critical.

» Metric expectations (call volume, lead
conversions, etc.).

» Add a motivational or success story
specific to this role

+ Receiving & Contacting Leads

» Different lead sources (PPC, SEOQO, etc.).

» The best way to call or answer leads.

+ Script & Objection Handling

» Insert a link to the official sales script or

a downloadable PDF

+ Qualifying Leads & Ranking
» Hot, Warm, Cold, Dead.

+ Setting Appointments & Follow-Up
» Insert your scheduling tools, specific
calendars, or steps.

EXANIPLES

@
x AN\

ROLE 2:
Sales Agent

+ Intro to the Role

» Critical success metrics.

» Day In The Life

» Expectations

» Insert any additional purchased
training links, e.g., advanced
sales courses

+ Preparing for Appointments
» MAQO, essential documents,
property data.

+ Attending & Conducting
Appointments

» Rapport building, property
assessments, finalizing offers.

+ Post-Appointment Tasks
» Update CRM, hand-off to the
next step.

Real-Life Case Studies or Short
Success Stories (Optional Add-0On)

Insert a brief success story demonstrating how
Role 1 or Role 2 training led to a big win.

T H E S S rhBeMsS < E-F i EC. T



Putting

Onboarding Roadmap / Timeline

| @I Giving your new hires a clear schedule helps them pace their learning and ensures
no one falls behind.

+ Sample 7-Day Timeline
» Day 1: Complete orientation videos, and sign the handbook.

» Day 2-3: Department overview, basic software training, Role-specific modules,

first tests/quizzes.
» Day 4-10: Mentorship or buddy shadowing, deeper process training.
» Week 2Evaluate performance, and wrap up final quizzes or certifications.

Buddy or Mentor System

+ Assign new hires a go-to person for questions.
+ Insert details on mentor responsibilities, check-in frequency, etc

Quick Tips for Video Production (Low to No Studio Setup)

& + Use a smartphone and a simple stand.
+ Aim for a quiet location with good lighting.
+ Keep videos casual and easy to update use software like zoom or loom.

Additional Resources

Resource Toolkit / Appendix

+ Recommended Tools for

Process Mapping | , ' LUCidCha rt
+ Recommended LMS o .
Video Hosting Platforms M Y WHALE

Frequently Asked Questions

How often should | update my training materials?

A: We recommend reviewing them every quarter or after any significant process change.
How do | handle employees who skip training steps?

A: Consider progress tracking and built-in quizzes that require completion.
Should | customize training for each role?

A: Absolutely. The more specific, the better.

Placeholder:

+ [Add 3-5 more questions you commonly receive about training or onboarding]

¢ [Insert solutions or references to other sections of the ebook]




Final Thoughts

Your goal is to create a living, breathing training system. This isn't a one-and-done project. As your
business evolves—new technologies, new strategies, new team members—your training should

evolve too.

Emphasize Iteration & Continuous Improvement
+ Track performance metrics (time to competency, reduced
repetitive questions).

+ Gather ongoing feedback from your team.
+ [Placeholder: Insert your monthly or quarterly “training refresh” process]

Cross-Departmental Awareness

+ Encourage a basic understanding of each department'’s function to
foster collaboration and scalability.

Invitation to Connect or Consult

If you need extra guidance, want a second pair of eyes on your
process maps, or are thinking about advanced automation:

+ [Placeholder: Insert your company’s contact info, website, or link
to schedule a consultation.]

“Investing in a robust training system means saving
countless hours later. Strong onboarding creates confident,

consistent, and successful team members—allowing you to
focus on growth, not micromanagement.”
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READY TO
BUILD YOUR

TRAINING?

With this chapter, you have a clear framework, essential
checklists, and tips on making your training system effective,
scalable, and aligned with your unique culture. Implement the

placeholders with your company’s specific details, iterate,
and watch your onboarding—and your entire
business—transform for the better.

Good luck, and remember: Simplicity, authenticity,
and continuous improvement are the keys to a training
program that truly empowers your team.
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INMIPLENMIENTATION

UPDAITED

The 10-Step Checklist
to Implementing

A business thrives when it runs on documented processes,
clear expectations, and structured workflows. Every detall,
from how-to guides to KPIs, must be carefully planned and
Implemented to create a sustainable, scalable company.

Follow these 10 steps to fully integrate processes and SOPs
INnto your business, ensuring that operations run smoothly,
efficiently, and without dependency on any single person.
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Build a Comprehensive
» Information System

The foundation of a process-driven business is structured
documentation.Startbygatheringallrelevantcompanyknowledge,
including:

+ Step-by-step operational procedures (SOPs)

+ How-to guides for software, tools, and workflows

+ Employee expectations and responsibilities

+ Key Performance Indicators (KPIs) to measure success
+ Decision-making processes and escalation paths

This buildout should be thorough, capturing everything a new hire
or existing employee would need to succeed without needing to
ask someone.

02 Make Onboarding
8
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Centralize Information -
No More Answering the
Same Question Twice

Everyprocessshouldhaveasingle source of truth, suchas Trainual,
UseWhale.io, or a centralized process management tool.

+ Redirect all employee questions to documented sources.
+ Encourage resourcefulness instead of habitual reliance on

leadership for answers.
+ Regularly update the knowledge base to keep processes

relevant.

When documentation becomes the go-to resource, leaders can
focus on strategy rather than answering repetitive questions.

Solve Issues Through
Process Mapping
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Establish a Recurring
Validation Schedule

Industries evolve, technology advances, and Al capabilities grow.
Keep your processes up to date by setting a recurring validation
and refinement schedule.

+ Monthly or quarterly process review meetings.
+ Annual deep-dive SOP audits.
+ Regular feedback loops to assess process effectiveness.

A static system becomes obsolete quickly—constant iteration
Keeps your business competitive.

Match Processes with
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Track & Review Key
“Performance Indicators
(KPIs)

Processes should not only be implemented but also measured.

Define and monitor:

+ Performance KPIs: Measuring overall business success.
+ Process KPIs: Ensuring employees follow SOPs correctly.

Use KPIs to validate the effectiveness of each process and adjust
as needed.

Validate Each Task

- Based on Time
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Encourage
Continuous Feedback
from the Team

The people executing the processes daily have the best insight
into their effectiveness. Validate and incorporate employee

feedback.

+ Host structured feedback sessions.

+ Address frustrations and inefficiencies in process
Improvement meetings.

+ Create a culture where employees feel empowered to suggest
innovations.

A business that listens to its team builds better, more
sustainable systems.

V ELCR oIS
- Optimization a Habit,
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Businesses that thrive run on well-documented,
evolving processes and not on tribal knowledge and
guesswork. By following this 10-step checklist, you will:

+ Reduce confusion and inefficiency.
+ Improve employee training and retention.
+ Create a self-sustaining, scalable company.

Start today. Build, refine, and implement your
processes to unlock the full potential of your business.

The Systems Effect Team
Visit us at

Join our next webinar



https://thesystemseffect.com
https://thesystemseffect.com/webinar
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"THE MOST SUCCESSFUL
BUSINESSES AREN'T BUILT
ON GUESSWORK. THEY'RE
BUILT ON DOCUNMENTED,
OPTIMIZED SYSTEMS.”




