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Praise for SYSTEMology

“SYSTEMology is a must for any business owner and their leadership team. It 
provides a powerful, practical, and simple way for systemising your business.”

Gıno Wıckman – author of Traction and Entrepreneurial Leap

“David Jenyns, in his book SYSTEMology, provides every business owner the 
recipe to building their business playbook. What Michael Gerber started, 
David Jenyns completed.”

Jack Daly – author of Hyper Sales Growth

“My unequivocal recommendation is that every entrepreneur and business 
owner must have this outstanding workbook... and implement it!”

Kerry Boulton – CEO and Founder, The Exit Strategy Group

“This book is going to be a category killer, I am certain of it. I have read many 
books on business systems and nothing else comes close.”

Allan Dıb – author of The 1-Page Marketing Plan

“David provides an invaluable framework that will add enormous value to 
any business owner wise enough to embrace it. Smart, current and immen-
sely valuable. Simple as that.”

Andrew Grıffıths – author of The Big Book of Small Business

“Many books have workflows you can follow, but this one teaches you how to 
systemise your business without all the stress (and crazy time commitment) 
most business owners experience when trying to grow.”

Rhamy Alejeal – author of People Processes

“This book by David Jenyns is the new standard for building systems.”
Dale Beaumont – CEO and Founder, Business Blueprint



“I’d suggest dropping everything to read and apply the learnings from 
David’s book.”

Tım Reıd – host of the Small Business Big Marketing Podcast

“This is a great piece of work with a profound level of insight and experience 
behind it that is easy to miss because of the simplicity of the writing.”

Sımon Bowen – creator of The Genius Model

“This book provides real value to business owners, helping them to work less 
and be happier.”

Meryl Johnston – CEO and Founder, Bean Ninjas

“David Jenyns provides a clear, easy to follow system for creating systems 
in your business. The best part: you will discover that it does not have to be 
YOU creating the systems.”

Dr Sabrına Starlıng – The Business Psychologist™ 

“For someone who has taught and preached the value of systems for 16 ye-
ars, this book is the simplest, yet most effective book I have EVER read to 
help any and every business owner ready to systemise their business!”

Trent Taylor – Founder, Teach it Forward

“Pick it up. Do it. Change your business and your life. Simple as that.”
Paul Dunn – Chairman, B1G1

“Immensely practical. Immensely valuable. And immensely important.”
Steve Pıpe – Author of Our time to RISE

“I have been systemising businesses now for over 20 years, and this is the 
book I wish I’d read 20 years ago! David’s system is so brilliantly simple 
that SYSTEMology will be on the essential reading list for my clients mo-
ving forward.”

Samantha Rıley – Founder, Samantha Riley Global



“If you’re a founder or CEO – and you want your business to run like a well 
oiled machine – the pittance you’ll invest in a copy of his book will pay you 
back hundreds and thousands of times. I highly recommend it.”

Alexı Neocleous – CEO and Founder, Fubbi

“SYSTEMology will make your business more valuable and help you get your 
life back – a thorough framework for moving out of survival mode in your 
business and systemising it to scale and ultimately be saleable without your 
day to day involvement.”

Greg Cassar – Marketing Director, MarketingBoost

“SYSTEMology is the answer to the colossal failure rates of small businesses 
worldwide. The strategy and tactics the book details offer a pathway to take 
command of each crucial facet of any business.”

Peter Carruthers – author of CrashProof your Business

“SYSTEMology is, hands down, the most practical process for creating sys-
tems. David makes it fun and simple to follow (and this is coming from 
someone who isn’t a natural systems guy, but more of a hustler).”

Joe Fıer – Host of the Hustle and Flowchart Podcast

“Implementing the SYSTEMology structured approach across our compa-
nies has had a tremendous impact on our teams productivity and has im-
proved operations throughout the group. A must read for every leader loo-
king to grow.”

Pete Wıllıams – author of Cadence: a tale of fast business growth

“The 7-step process outlined, if followed, will change your business, give you 
back your life and add multiples to the sale value if you plan to exit. Read it, 
implement it, then watch the magic happen.”

Adam Houlahan – Founder, Prominence Global
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Create time, reduce errors and
scale your profits with proven      

business systems

D AV I D  J E N Y N S

SYSTEMology





SYSTEMology
[ sis-tuhm-ol-uh-jee ] noun

The step-by-step system for 
systemising any business and 
removing key person dependency.
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From the desk of:
Michael E. Gerber, author of the E-Myth Books.

It didn’t take much to convince me to write the Foreword to David 
Jenyns new book, SYSTEMology.
Indeed, all he had to do was ask. 
Because David and I go back a ways, digging deep into each other’s 

work, passion, and, most important, his integrity.
David is a trustworthy man.
Why is that important?
Because David is also a systems thinker, a creator of the first order, an 

entrepreneur who has done what I write about, not once, but several times.
Creating small companies, going to work on those small companies, 

systemising those small companies to prepare them to grow but, and 
here’s the most important thing about all this, to grow without David 
having to remain the “chief cook and bottle washer” responsible for 
every little wrinkle and widget, every single decision waiting desperately 
to be made.

Foreword
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No, David, built SYSTEMology into every single one of his new 
ventures from the get-go.

And that’s why this book is so essential for you.
Because in this book, David explains, step by step by step by step, 

exactly how you can do the very same thing.
In short, David has built a SYSTEM out of SYSTEMology to make it 

literally impossible for a small growing entrepreneur like you to make 
the mistakes almost every small business owner is doomed to make… 
creating a business that’s totally dependent upon them. 

Which is really all I have to say about it.
I invented “working ON your business, instead of IN it” almost 43 

years ago with my very first E-Myth Book.
And here I am telling you that David Jenyns has not only DONE it, but 

he’s now written the brilliant book to teach you exactly how to do it, too!
Read it.
Relish it.
But most important, DO it!
It’s the magical elixir for what ails you!

Michael E. Gerber
Author of the E-Myth Books

The E-Myth Founder



Imagine for a moment that  the number one thought leader 
in your industry (the Oprah, if you will) calls you out of the blue and 
asks you to join them, right away, on a dream project for three months.
Could you do it? Could your business survive without you for that long? 

Could you risk downing tools and jumping on board the opportunity of 
a lifetime? 

And could you have taken it on like an apprenticeship, with no pay?
A little over three years ago, I had an experience so strange that I 

knew it HAD to be real. The kind of scenario where I knew that not even 
the oddest, late night cheese-and-pickle sandwich-inspired fever dream 
could conjure up what was currently happening.

It was 7 am and I was looking at an email I’d received from someone 
called Luz Delia Gerber. I didn’t recognise the full name, but I was 
familiar with a certain Michael E Gerber, author of the E-Myth series of 
books, the original of which is generally said to be one of the best-selling 
business books of all time.

Introduction



14 S Y S T E M o l o g y

I figured it was just a coincidence. I’d never met Michael E Gerber, and 
I had no relationship with anyone who knew him. But I had to know …

All the email said was, “Call me,” so that’s what I did. It was an 
American phone number and I knew it was afternoon on the west coast, 
so it didn’t matter that it was still early morning in Melbourne, Australia.

As it happens, the Gerbers like to record their calls, so I have the 
transcript of the conversation. What follows isn’t paraphrased or edited. 
It’s verbatim.

David: “Good morning. This is David Jenyns, just calling from 
Australia. I’m actually after Luz – I think it is.”

Luz Delia: “Oh my God, is this the real David?”
David: “This is the real David. How are you?”
Luz Delia: “Oh, I am fine. I did want to cry just because … You have 

no idea what you picking up the phone and calling me is doing to life – 
yours and mine.”

David: “Okay, that’s a good thing. Yes. I know your message came 
through late last night. I don’t know if you know but I’m based in 
Australia. So that’s why um, yeah.”

Luz Delia: “Yeah. Okay, that’s it. I just finished watching your videos.”
Dave: “Fantastic!”
Luz Delia: “I just watched one and was just now looking for it because 

I wanted to send it to my husband because I’ve been on a journey this 
morning. I mean, I’ll tell you how I met you and how I found you and but 
it’s all spiritual. It’s all part of the journey I’m on. Anyway, I just knew that 
I had to talk to you. I just had to have a conversation with you. Well, and 
then I dared to say ‘call me now.’

“I’ll go to wherever you are. Come here. I need you, I have to talk to 
you. I just have to get over the shock.”
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David: “What a great way to start my day.”
Luz Delia: “Do you know Michael E. Gerber? Do you know the name? 

Do you know his work?”

If you’re getting the sense that I was a little stunned by all of this, you’re 
reading it correctly. It was surreal. And not just because Luz Delia was 
talking as if I was the universe’s gift to her.

I was – and still am – a huge fan of Michael E. Gerber and his work. 
If you’ve read any of his books, particularly in the E-Myth series, you’ll 
probably know why. If you’ve yet to have the privilege, I urge you to do so 
(after you’ve finished this book, of course).

Gerber is a legend. You know the popular business adage, “Don’t work 
IN your business. Work ON your business”? He came up with that. He’s 
inspired millions of business owners around the world.

And now I was speaking to his wife, and she was talking to me as if I 
was the answer to some cosmic prayer.

Luz Delia and I had a very long conversation, but the bottom line 
was that Gerber, at the age of eighty, was getting ready to launch book 
number twenty-nine, and the final work in the E-Myth series. For the 
first time, he wanted to self-publish (the previous books were published 
by HarperCollins), and he wanted someone to show him how to do it.

Having followed the successful launch of my previous book, Authority 
Content, Luz Delia had decided that I was the person to head up 
the project.

There was just one snag …
It was going to take sixty-plus hours of work per week, for a period 

of about twelve weeks. For three months I was going to have to eat, sleep 
and breathe The E-Myth. Which meant that all my own personal projects 
and business responsibilities would have to be put on hold. Oh, and did I 
mention I volunteered to do the job unpaid?
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What would you have done                                              
if you’d been in my shoes?

If Gerber had approached me two years before he did, I would have had 
to decline the opportunity. Two years ago, there wasn’t a chance that I 
could just walk away from my business for that long. I was too enmeshed 
in the day-to-day operations. Without me, there was no business, and I’d 
have been risking not just my livelihood, but that of all my employees.

Ironically, for all my appreciation of Gerber’s work, I was doing 
exactly what he advised against. Working IN my business, rather than 
ON my business.

Fortunately, it wasn’t two years ago. This opportunity came along after 
I’d discovered and developed SYSTEMology, and I knew for a fact that 
without me around …

My business was going to be just fine.
SYSTEMology was handling my business with such efficiency, I knew 

that I could leave it for three months and it would barely notice my 
absence. If anything, it would run smoother without me looking over 
everyone’s shoulders.

I worked on Gerber’s project for three months. I wrote thousands of 
emails, made hundreds of phone calls and lined up more interviews than 
you can poke a stick at. It was hard work, but it was simultaneously one 
of the easiest projects I’ve ever been involved in simply because I had only 
to mention Gerber’s name and people would fall over themselves in their 
eagerness to be involved.

The short version of the story was that Gerber’s twenty-ninth book 
became his first to be ranked as an Amazon Best Seller within twenty-
four hours of its launch. To celebrate, Michael invited me and a few 
friends who had helped out with the launch to attend one of his last 
events, called the Dreaming Room, in Carlsbad, California. I was then 
invited to stay on to facilitate a mastermind group dedicated to the future 
legacy of Michael’s work. 
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To top it all off, the Gerbers asked me if I’d consider running their 
business! 

I wasn’t expecting that! I literally hadn’t had any connection to the 
Gerbers four months earlier, and here I was now being offered the 
company. I declined – with some difficulty – not because it wasn’t a great 
offer but because I am on my own path now. That, and there’s no chance 
my wife would move to America, away from her family.

Looking back now, this experience was nothing short of magical. 
And while there are probably a hundred lessons I could share with you, I 
wanted to draw your attention to one in particular.

Serendipity happens in business all the time. When Luz Delia contacted 
me, she did so because of the work I’d done in my previous business (my 
digital agency, which you’ll learn more about later). She had no idea that 
I was also working on SYSTEMology and how it would align so perfectly 
with the Gerber legacy.

The fact is, business and life are non-linear – that is, things don’t always 
happen in a logical order or a straight line. There is a level of randomness 
that can not be easily explained.

Oh, we act as if it’s a linear thing. We read books about success and 
seek to learn the secrets of how to be the greatest at this or the master 
of that. But knowledge only gets you so far. Success stories, for the most 
part, are just that: stories – narratives that people construct to try to 
explain why things turned out the way they did, by stripping out all the 
things that didn’t work. The implication is that if someone follows the 
same journey, minus the dead ends, missteps and failures, rapid success 
is all but guaranteed. In reality, everyone’s journey to success, no matter 
how much they might try to follow someone else’s model, is unique, 
convoluted and, to a certain extent, random.

Anything but linear.
Sometimes you’ll get up one morning and you’ll have an email from a 

personal hero inviting you to come and work with them because you did 
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X, Y and Z and their wife just happened to spot something you put out 
into the world.

Opportunities rarely come at the end of a steady upwards curve. 
Success is lumpy and opportunity knocks when you’re least expecting it.

Sure, you can lay the foundations, work hard and prepare yourself. 
But your most significant opportunities won’t be willed into existence 
by simple visualisation or by following a special formula. They’re going 
to happen when they’re going to happen and the only thing – the ONLY 
thing – over which you have any control is whether you’re ready and 
available to seize them.

What opportunities have you missed?

Think about this for a minute. 
Not too hard because it might depress you, but think about it. 
How many opportunities have already passed you by because you were 

too swamped with the heaving mass of work that your business throws 
at you every day?

I’m not just talking about having to turn down opportunities because 
you’re too busy. I’m talking about opportunities that you didn’t even 
notice because you barely have time to scoff down a lunchtime sandwich, 
let alone rise above the noise, study the big picture and spot the big breaks 
that are in your periphery.

That’s where I was a few years ago, and if I hadn’t found the motivation 
to change my chaotic existence, I would have had to tell Luz Delia and 
Michael E Gerber that I simply wasn’t available.

Just the thought of that makes me feel sad.
Now, I’m not sure where your headspace is at this moment. Maybe 

you’re early in your career and you’re looking to ramp things up – to 
make your business more efficient and build it for scale. Maybe you’re 
getting older and want to reduce your working hours to improve your 
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health. Or perhaps you just want to spend more time with your friends 
and family.

Or maybe you’re wanting to open up a world of new, exciting 
opportunities?

Whatever your reasons for picking up this book, understand that the 
primary purpose of SYSTEMology is to create space for the business 
owner – to systemise the business to the point where you can step away 
from the day-to-day operations and know with confidence that your 
business will continue to perform to your standards.

You might have no desire to reduce your hundred-hour work week. 
And you don’t have to. But the reality is that most business owners have 
crazy, working-their-fingers-to-the-bone schedules, not because they 
WANT to but because they HAVE to. They have no other option other 
than letting the business fall apart.

SYSTEMology gives you the freedom to choose. You should be able 
to have a choice in how you run your business. In it. Out of it. Ten hours 
a week. A hundred hours a week. Instead of the business forcing you to 
conform to its will, you should be able to shape your business to conform 
to your will.

It will take time and effort and challenge many of your strongest beliefs 
about business, but trust me, it will be worth it.

All your hard work, persistence, talent and creativity will pay off 
eventually. It’s just impossible to predict when those magical moments 
are going to strike. The fact is, all the best ideas, the biggest breakthroughs 
and the most tremendous opportunities come when the business owner 
creates space.

But you must learn to engineer this space. Systems hold the key.
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Is this the right book for you?

This book isn’t about getting the right mindset. 
It will not help you create your company purpose, vision or mission. It 

won’t help you define your values, set your goals or create a business plan.
It won’t help you identify your target audience, their problems or how 

to get that product/market fit. 
If you haven’t yet addressed these foundations of business, it’s best you 

do that BEFORE you continue reading this book. The good news is, there 
are already plenty of great books that address these topics.

This book aims to solve a different problem. One that presents itself a 
little further down the line when building your business.

This problem arises AFTER the business owner lays a good foundation 
and has achieved some level of traction. They have built a reputation for 
delivering great products and services and this earns them repeat and 
referral business. The business has good cash flow, and from the outside 
looking in they look like a huge success. But the hidden reality is that they 
work extremely long hours to keep their business functioning. 

The problem is, most small business owners can’t afford to step away 
from their business for more than a day or two. They’ve built a machine 
that depends upon them and now they’re stuck. Worse still, this is the 
inverse to what they were looking to achieve when they started in business 
– and it’s a serious problem.

Unfortunately, what makes this such a hard problem to solve is that the 
solution lives in their blind spot. Typically, business owners are big-picture 
people – they’re quick-thinking problem-solvers who focus on solving the 
most urgent problems. And while these skills are great when the business 
is in start-up mode, the strengthening of these abilities often becomes the 
primary reason for not making it to the next level of business growth. 

If this sounds like you, you’ve reached the bridge that all business 
owners must cross but the majority don’t.
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You must learn to clone yourself and your best team members so 
that the business can grow without single-person dependency. You must 
evolve from being an employee of a business you own to a TRUE business 
owner – the owner of a profitable enterprise that works without you.

The solution to the problem lives in the development of your business 
systems. That is, the non-urgent but extremely important, detail-oriented 
task of documenting, organising and optimising how your business 
functions.

Rarely do business owners get excited by the idea of documenting 
their systems … but having a business that works without your constant 
oversight? That’s a different story.

Perhaps you’ve read books like The E-Myth, Traction, Scaling Up and 
Built to Sell, and you’re already sold on the idea of creating systems. But 
like most busy business owners, you’ve either never really gotten around 
to it or you’ve tried to systemise your business in the past and failed.

So, where is the solution for you and                    
your small business?

You might have read about Six Sigma and tried to apply it to your business 
but found there was too much bureaucracy and rigidity in the methodology. 
Maybe you have realised the Lean methodology was developed for mass 
production facilities and doesn’t suit your small business. Maybe you 
looked into ISO accreditation and realised it’s more about ticking boxes to 
say you have systems within your business than having your team actually 
use them. You’re not alone – to date, much of the work developed around 
the topic of business systems has been geared towards larger businesses.

This sets small businesses up to fail right from the start because the 
methodologies simply weren’t designed for their size. They’re complicated, 
costly, time-consuming, and the team doesn’t follow them anyway. Small 
business is a different beast. There’s little margin for error and no room 
for doing activities that don’t dramatically impact the bottom line.
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The good news is, this book contains the solution. It’s a revolutionary 
new approach to business systemisation. It is, quite literally, the system 
for systemising your business.

Of course, if you’re not the business owner, that’s perfectly fine too. 
There’s a good chance you work with one and someone you know has 
passed this book along to you. If so, I’m excited for you too since, although 
you may not realise it just yet, you’re going to play a very important role 
in transforming the business you work in.

At what stage is your business                                      
in terms of systemisation?

To start, it’s important to know where you are and where you’re going. It 
sounds obvious, but with a clear understanding you’re much more likely 
to reach the destination. 

Is your business’s intellectual property (IP) trapped in the brains of 
your best team members? Are you super dependent on these few key 
team members? Are the rest of your team making things up as they go? 
Do you have any documented systems? And if you do, does your team 
follow your systems or do you find yourself constantly reminding your 
team to follow them?

Having worked with hundreds of companies over the years, I have 
found companies typically find themselves in one of four stages: #1 
Survival; #2 Stationary; #3 Scalable; #4 Saleable.
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Stage #1: Survival
At the base of the pyramid, survival mode is where most business 

owners start. The business owner is in an endless loop of chasing the 
work, getting the work and doing the work. This creates up and down 
performance with lumpy results. 

You’re still figuring out product/market fit, you spend 80 per cent of 
your time in problem-solving mode and you’re hustling your way through.

You’ve got one million ideas but the ability to execute on only a handful 
of things at any one time. This means you’re trying lots of new things but 
you never really take anything to completion.

Your team (if you have one) makes things up as they go. It’s not clear 
who is doing what and when tasks are due. There are no systems or 
processes, and no one really likes them anyway. 

In short, this isn’t a great state to remain in.
The business owner is quite often the bottleneck in this stage, and 

there’s no real insight that systems are the ‘way’ and that they (the business 
owner) are not the best person to develop them – more on this later.

                 The four stages of business systemisation.
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Stage #2: Stationary
In the stationary stage, the ups and downs have been smoothed out 

and you’re starting to see a little more consistency in the business. You 
have a loose way of doing things, but this is still typically trapped in the 
heads of your best team members.

You may have a few documented systems but they’re more like 
unorganised notes scattered all over the place. This lack of system 
certainty makes your business team-member dependent. You don’t have 
the right tools or software, so the performance of the small number of 
systems you do have is average at best. This lack of clarity results in a lack 
of team ‘buy-in’.

It often feels like the business owner is simply spinning plates. They 
create a to-do list for one team member and move onto the next. One 
after the other, the business owner lists out what needs to be done. Once 
they’re all the way through the team, they have to circle back around 
to the first team member because it’s time to assign out new tasks. This 
cycle never ends, and the business owner often feels like they run an adult 
daycare centre. Not to mention, the business owner rarely finds the time 
to do their own work!

Obviously, this still isn’t a great place to be since your business often 
feels stationary. You’ve reached capacity and you can’t seem to break 
through to that next level of business. To move beyond this stage, the 
secret is to extract and document your core systems.

Stage #3: Scalable
Once you’ve got a good amount of your core business systems docu-

mented, this is where things start to get interesting. You have now proven 
your core business model works. You still need to extract and organise 
systems from all business departments, but you’re well on your way.

System performance has improved dramatically, and you’re shifting 
the culture within your business. Your tools are clunky, and you still 
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have to constantly remind your team to follow your process, but you’ve 
overcome any initial resistance.

Now is the time to focus on increasing your business capacity by 
installing human resources systems, finance systems and management 
systems. You also need to develop the ability to solve business problems 
well before they develop into more serious problems.

A funny thing happens at this stage. People often reach this point and 
think things are ‘good enough’. They buy into the thought that We’re doing 
okay, we have most of our systems documented, we’re a systemised business.

The truth is, ‘good enough’ traps you. You don’t want to stop here! The 
biggest wins and opportunities present themselves when you move to the 
final stage. You want to move your team’s thinking from We have to follow 
process to This is how we do things here. Achieve this and the magic happens.

Stage #4: Saleable
The ultimate goal within business is to have a saleable asset – to have a 

business someone else would want to buy. 
Don’t get me wrong, whether you sell or not is your choice, but when 

your business is saleable you operate at a different level. You recognise your 
business as a collection of interdependent systems that can be engineered 
to deliver extraordinary outcomes. In this stage, you will have a clear ‘way’ 
of doing business, your operations run with the precision of a Swiss watch 
and your team upholds your systems-centred company culture.

No longer are you dependent on specific team members for things 
to work. The systems work and the people work the system. This is a 
different level of business, where you’re able to rise above the noise and 
be deliberate and strategic in the work you do. You can begin to optimise 
your performance. 

Once you reach this stage, systems become your competitive advantage 
and you’ll look for constant and never-ending improvement. At this level 
you achieve what we call ‘complete business reliability’.
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Which stage are you in?

There is no ‘right’ or ‘wrong’ here, it just is what it is. Typically, most 
people who pick up this book are in the stationary stage with one foot in 
the survival stage, but let’s think about you and where you are. Does one 
of the stages jump out at you, and what does it feel like to be in that stage?

Think about where you are and where you’d like to get to. It should be 
everyone’s goal to move their business into the saleable stage – I mean, 
who wouldn’t want complete business reliability? Just imagine what that 
will feel like when you reach that goal. What would it mean to you – to 
your business, to your family and your life?

This book provides a proven step-by-step blueprint for moving from 
Survival to Saleable.

“Yeah, but my business is different…”

A quick heads-up, though: no matter how effective SYSTEMology 
becomes, no matter how many businesses we revolutionise, or how many 
raving fans we create, it’s natural to wonder Will this work for me? Maybe 
you’re thinking about it right now. This is normal. 

There’s an old and rather depressing anecdote about a fully grown 
elephant held in place by a tiny stake in the ground. The elephant, if she 
chooses to, can escape with minimal effort; the only reason she doesn’t is 
because that same slender stake was used to hold her in place when she 
was just a calf. She tugged and tugged on it when she was young and just 
a few feet high, but experience taught her to give up.

The elephant doesn’t remain in captivity because it’s incapable. It 
remains in captivity because previous attempts discouraged it. It has 
learned helplessness.

The truth is, this happens to all of us. 
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So, what are the ‘stakes’ that hold you back in business?

 y Have you tried to systemise in the past but failed?
 y Are you worried systems and processes will remove the creativity 
within your business?

 y Do you think you need to be the one to create systems in your business?
 y Do you believe systemisation is too time-consuming?
 y Do you suspect that, even if you put systems in place, your team 
won’t follow them?

 y Do you believe you need to systemise with the efficiency of 
McDonald’s?

These are all reasonable concerns, but don’t let previous failed attempts 
fool you into thinking systemisation won’t work for you. I believed 
many of these myths too, and it wasn’t until I challenged my thinking 
that I discovered these ideas often stemmed from outdated information 
– methods designed for large corporate businesses or ideas shared by 
‘gurus’ who don’t practice what they preach.

Trust me, as you go through the SYSTEMology process, you’ll begin to 
test these assumptions, bust the myths, and reach your own conclusions.

One final word before we begin. And that word is…

PATIENCE!

What makes systemisation and installing a culture of systems-thinking 
in your business especially challenging is that the beneficial effects aren’t 
always felt instantly. And when the impact is finally felt, the results are so 
far-reaching that it can be hard to quantify the positive results in one or 
two key metrics. The impact is felt across the entire company.

Other focus areas of business may provide rapid and obvious 
measurable benefits. For example, when you create a new ad campaign, 
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you know very quickly whether you’re generating leads or burning 
cash. If it’s the former, you know you’re doing something right and you 
double down. If it’s the latter, you tweak things and try again. It’s a simple 
equation, the feedback is swift and the results can be easily translated into 
an appropriate action.

What’s challenging is that installing systems doesn’t always provide 
that kind of instant feedback. There’s often a noticeable lag to the results, 
and it may take weeks or even months before you can see their effects.

That’s not to mention that the real magic occurs even further down 
the line when you layer the positive effects of multiple systems, with each 
system saving you a little time here and a little extra efficiency there. 
Changing your company culture takes time, but when you add up all 
the wins, the breakthroughs are unparalleled. Your team and clients are 
happier, efficiency skyrockets and, most importantly, you win back hours, 
days, weeks and months of your most valuable asset … time.

As cliché as it is, I’m sure we’d all agree that time is your most valuable 
asset. Everyone has limited supply and once it’s gone, it’s gone.

So beware of chasing the bright, shiny objects – while the appeal of the 
quick win is strong, it’s rarely where you will see the biggest returns. You 
need to slow down in order to speed up. It’s this lag time that causes most 
people to lose their way and why SYSTEMology requires counterintuitive 
thinking. It’s going to require a lot of patience and the discipline to stay 
the course, but you will be well rewarded for your efforts.

In time, everything will come together. Certain elements of your job 
will either take a fraction of the time they used to take to complete, or 
you will delegate your responsibilities entirely. Before you know it, your 
business will consistently deliver its core products and services, to a very 
high standard, without your involvement. You will have created a scalable 
and saleable asset.

The secret is to remove the biggest bottleneck within your business … 
YOU – the business owner!
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How SYSTEMology works

SYSTEMology is a seven-stage process that is designed to identify and 
create the critical systems within your business. You’ll learn to organise 
them, get your team following them and continue to optimise them. Here 
are the seven stages we’ll work through:

 

IMPORTANT NOTE: The book itself includes an action plan so that at 
the end of every chapter you will know exactly what to work on next. That 
said, if this is your first time reading, it is suggested you read through the 
entire book first – before taking any action! This ensures you understand 
the complete methodology.
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You will recognise the order of the seven stages is important, and while 
it has been designed to be implemented chronologically, some knowledge 
from later chapters will help with the implementation of earlier chapters.

For example, the integration stage is all about getting your team’s buy-
in to your new, systemised way of doing business – obviously, some of 
these strategies will be helpful in getting people involved in the earlier 
stages of extraction and organisation.

So, read through the book first, then on the second time around, 
follow the action steps and start your implementation. It’s time to dive in. 



Define

S T A G E
O N E
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“Define” Chapter Summary

The first stage in SYSTEMology is to reduce the overwhelm. 
In this chapter, we will take the seemingly epic task of syste-
mising your entire business and identify only the most criti-
cal systems. You don’t need hundreds of them to systemise 
your business. You simply need to pick one target audience, 
one central product or service, and to define the Critical Client 
Flow (CCF).

The goal of this chapter is to identify 10–15 systems as a 
starting point for your systemisation journey. Who knows, it 
may even open your eyes to parts of your process you never 
even considered.

Highlights from this chapter include:

 y How and why SYSTEMology was born.

 y What are business systems, and why they matter.

 y How overcomplicating systems can hold you back.

 y How to quickly and easily identify the critical few systems 

that drive your business.



I can think of a number of moments in my life that turned out 
to be far more impactful than I realised at the time. But the one 
most relevant to the book you’re reading was when my wife and I 

discovered that we were pregnant.
Like most parents-to-be, it had a profound impact on my outlook on 

… well … everything.
I was going to be a father. I was going to have a son. My son was going 

to have a father. All of which, now that I write it down, doesn’t seem that 
profound. But at the time it was like discovering the world was secretly 
run by shape-shifting aliens.

Everything looked and felt different. The lens through which I saw the 
world was completely new and from that moment all of my experiences, 
plans, dreams and hopes were from an entirely different perspective.

One of the first things I realised was that my lifestyle had to change. 
Obviously, it was going to change in many ways, whether I wanted it to or 
not, but I had some control over how I reacted to those changes. And the 
biggest part of my life that I needed to adjust was my work life.

M Y T H

 You will need to create hundreds of
systems to systemise a business.

Define
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At the time, I was running a digital agency called Melbourne SEO 
Services. We helped businesses with their online presence through things 
like search engine optimisation (SEO), paid advertising and content 
marketing. Like most agencies, we worked with lots of different clients 
in many different industries, so we depended on a high level of campaign 
customisation.

I’d been working in this business for over ten years and, at that point, 
I was working at least 60–70 hours a week. I was trapped on the hamster 
wheel of finding clients, delivering for clients, maintaining relationships 
and then circling back around to getting new clients again. Each part of 
my job was critical and required my constant attention.

But now …
How could I possibly spend that number of hours at the office and still 

have time to be there for my boy? I didn’t want to be one of those dads 
who’s always too busy – too busy to walk my son to school, too busy to 
watch his footy games, too busy to help him with his homework.

Even if I shifted my office and worked primarily from home, the 
number of hours I would need to put into my business wouldn’t change 
significantly. I’d be physically present but mentally absent. Which, to my 
mind, amounts to much the same thing.

On top of all that, I was incredibly stressed out a lot of the time. My 
role in the business was such that it literally couldn’t work without me. 
I had plenty of great employees doing fantastic work, but I was the one 
who held it all together.

It was like the business was a huge clockwork machine, and I was a cog 
in the middle that kept all the different elements connected and moving. 
I enjoyed the work and I was – and still am – proud of what the digital 
agency produced for its clients. But it placed a lot of pressure on me and, 
frankly, I didn’t want my son to grow up in a house with an absent father.

It wasn’t even a question. Somehow, I had to change the way in which 
I did business.
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At the time, our being pregnant didn’t present itself as an opportunity 
to change and improve my business. It was an opportunity to find a new 
kind of happiness and grow a warm, loving family home, where business 
was going to take a backseat to those priorities.

But with the wonder that is hindsight, I now realise that without 
that motivation to significantly change my work situation and to do so 
quickly, I might still be working crazy hours, moving ever closer to a life 
of high blood pressure and burnout.

Being pregnant became a defining moment in my life, and as it turned 
out, for my business.

You’ve heard it said that necessity is the mother of invention. Well, for 
me, fatherhood necessitated invention. I literally had to invent a way to 
build a business that worked without me.

You might think the obvious answer would be to simply sell my 
business, downsize it or even start from scratch with something simpler 
and less time intensive. Yet I wasn’t ready to let go of what I’d built up over 
the course of ten years.

And even if I’d wanted to sell the business, I would have had a hard 
time doing so. No one would be keen to purchase a business that is entirely 
dependent on the person who’s leaving. I would first need to restructure 
the business so it could function without me at the helm.

Which would solve my problem anyway.
That was the ideal scenario: I keep my business (and the income it 

provides) but I reorganise and systemise my business so that I don’t need 
to be involved on a day-to-day basis.

Was such a thing even possible? If you’re the critical cog in your own 
business, you know only too well how difficult such an endeavour looks 
at first, second and even third glance. When you’re an entrepreneur who 
builds a business from the ground up, so much of the operation relies 
on your specific talents that it initially seems like an impossibility that it 
could run without you.



36 S Y S T E M o l o g y

That was my point of view as well. What would it take for me to 
engineer such a paradigm shift, and exactly how long would it take for 
me to accomplish such a feat?

As it turned out, it took around twelve months.
By that time, I’d systemised almost all the key elements of my business 

AND hired a CEO to replace me at the top of the business. I’m still involved 
in the sense that I meet regularly with my replacement to discuss issues 
and make suggestions on critical issues, and while I prefer my CEO to 
make almost all the key decisions, when it’s absolutely necessary I reserve 
the right to have the final say.

My involvement with the business is about as minimal as it’s possible 
to be, and it all happened before my son was more than a few months old.

Critically, the whole operation has proved to be sustainable. I work from 
home, primarily on my new business venture (of which SYSTEMology is 
just one element), and if one of my kids – yes, I have two of ’em now – 
wants to knock on my office door and tell me about their day or ask me 
to go outside to play catch, that’s absolutely fine. They often make cameo 
appearances in my Zoom meetings and can be heard in the background 
of my podcast episodes. This is the life I have shaped for myself.

Like I said, the right motivation is a powerful factor. Achieving the 
same results in your business might take longer or, if you have the right 
incentives (and a solid plan), you might be able to accomplish this faster.

But for now, just know that no matter how entrenched in your business 
you may feel yourself to be, SYSTEMology will help you find the freedom 
you’re looking for. Or maybe the freedom you need.

So, that’s your first step in applying SYSTEMology to your business …
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Get pregnant!

Actually, no, don’t do that. I mean, do it if you want to; being a parent is 
endlessly rewarding. But don’t get pregnant just to create motivation.

For most people, I would imagine that the prospect of a better-functioning 
business, a reduction in work and stress and the potential to extract yourself 
from operations (or even sell the business) is motivation enough.

Your real first step is to begin to get clear on what’s holding you in 
the business.

In Michael E Gerber’s original book, The E-Myth, he explains the 
‘entrepreneurial myth’: the false belief most small business owners hold 
that just because they understand the technical work of a business, they 
can successfully run a business that does that technical work.

The truth is there’s more to running a business than just doing the 
technical work. There are sales, marketing, financials, human resources 
and management, just to name a few. That’s what makes business so 
challenging. Moreover, at every turn, the business owner is solving 
problems and, as a result, they get really great at problem-solving.

The trap is that this skill of solving problems then leads to the business 
owner unconsciously training their team to become dependent on them. 
Instead of empowering their team to solve problems, they’re the knight 
in shining armour who always saves the day. This, in turn, makes them 
even better at problem-solving and causes team members to become 
even more dependent. 

It’s a horrible cycle that’s almost impossible to break.
So, how the heck do you remove a business owner from a business so 

dependent on them? What’s the secret?
The secret is systems.
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What is a system?

A system – also known as a process, a procedure, standard operating 
procedures (SOPs), work instructions, a ‘how-to’ document or workflow – 
is just a series of linear steps that, when followed, produces a predictable 
outcome. This definition works on the smallest level where a system may be 
a detailed step-by-step instruction, all the way up to a high-level system that 
shows how an overall project fits together. A system may be unconscious 
and undocumented, but it still has a series of moves that produces a result. 

Whether we’re aware of it or not, we all have systems that we create and 
use in different areas of our life. We might not be aware of the existence 
of those systems, but that doesn’t make us immune to their results. For 
example, if we have poor health systems (we eat junk food and don’t 
exercise), over a period of time we will become overweight – whether we 
knew this would be the outcome or not. 

In short, not knowing will not save you. 
In business it’s the same. Poor recruiting systems will lead to staffing 

issues, poor financial systems will lead to cash flow issues and poor 
marketing systems will lead to lead flow issues. All problems within 
business are, ultimately, caused by poorly performing systems.

And the first step to improving them is to become aware of their 
existence. See your business as a collection of interconnected systems.
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Keep your systems simple

SYSTEMology is built on the foundation of keeping things simple. 
We start by breaking your business down into its component parts, 
identifying the critical points and then building those core components 
into simple systems.

The key to making this work is simplicity. You’re not a Fortune 500 
company, you don’t have hundreds of staff and you don’t win any awards 
for making your business more complex.

To remind you to keep it simple, I will sometimes use the word 
‘overview’ to stop you from going too granular. For example, as part of 
SYSTEMology, you will create an ‘overview system’ to outline the high-
level steps in the delivery of your product or service. This will typically 
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include many smaller steps and components. It may be supported by a 
range of more detailed documented systems, it may include more than 
one person and it may have a time delay between the steps. But remember 
to view it as an overview – so just capture the top level and keep it simple.

If you’re a detail-oriented person, or worse, a perfectionist, YOUR 
challenge at this stage is to hold yourself in check and avoid getting 
too granular.

My epiphany on this subject came from a good friend of mine by the 
name of Mike Rhodes – he’s a former E-Myth coach, owns a company 
called WebSavvy and is a super sharp guy.

He’s a lover of systems and really learnt the value of a systemised 
business when he sold his first business, an internet café in New Zealand. 
Mike created a manual that described every detail of how to manage the 
business and keep it running smoothly so that, when he eventually found 
a buyer, he was able to get top dollar. It was an easier and more profitable 
sell BECAUSE the new owner knew the business would still be able to 
operate when Mike was no longer running it. 

After selling up, he moved to Australia and started a new life 
and business.

Through Mike’s work as an E-Myth coach, he fell in love with the power 
of Google advertising and set up a business to help other companies 
leverage this opportunity. He continued to create systems and processes 
for this new business except, this time, he decided to go all-out. He 
documented every aspect of his business and literally created hundreds 
of systems … he even created an index of all these systems that he stuck 
to the wall of his office.

We shared office space for a while, and I used to look through the 
window and see this great big wall of systems. There were pages and 
pages, each line representing a system with its own unique steps and 
processes. He wanted everyone to see it as a reminder that they were only 
a few steps away from finding the relevant system for their job at hand. 
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Sounds like a great idea, right? But in reality, it bombed.
It was too overwhelming. Employees couldn’t make sense of it. And, in 

addition, because the business centred around digital marketing, his sys-
tems were prone to change almost on a daily basis. As you could imagine, 
keeping it up to date was an almost impossible task.

This taught me – and Mike – a valuable lesson about systemising a 
business … 

Don’t over-document your business

Just as in many other areas of life, the Pareto principle (sometimes called 
the 80/20 rule) applies here. This is a well-established theory by Italian 
economist Vilfredo Pareto, who found that 80 per cent of the effects of a 
thing come from 20 per cent of the causes. For instance, many businesses, 
when they look closely, discover things like…

 y 80 per cent of their leads come from 20 per cent of their ad-
vertisements.
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 y 80 per cent of their sales come from 20 per cent of their salespeople.
 y 80 per cent of client complaints come from 20 per cent of their 
client base.

 y 80 per cent of all sick days are taken by 20 per cent of their employees.

Once you’re aware of this principle, you’ll start to see it at work 
everywhere, and business systems are no exception. 

Just 20 per cent of the systems you create will provide 80 per cent of 
your efficiency wins.

How do you identify the critical few systems?

Bearing in mind that one of the primary objectives of SYSTEMology 
is to have your business deliver its central product independent of the 
business owner, do you think you could explain HOW the core of your 
business works on the back of a napkin?

Do you know the minimum viable systems required to consistently 
bring in new business, convert those leads to clients and then deliver 
your product/service?

If not, don’t worry ...
In SYSTEMology this is step one and we have a process (surprise, 

surprise) to uncover these core systems. It’s called the Critical Client 
Flow™ (CCF). It takes about twenty minutes to complete, identifies the 
critical few and provides tremendous insights. Through the process you 
will see the ‘holes’ within your business and it will help you develop laser-
like focus on what needs to be systemised.

To be clear, you will not create anything new at this stage; you’re merely 
uncovering what you’re already doing in a format that is frequently eye-
opening. To understand the concept, all you need to recognise is that 
there is a path your client and business follows to deliver your core 
product/service. We’ll use a simple template to help you identify this flow.
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Head to www.SYSTEMology.com/resources and download the CCF 
template. Print it out, start at the top and let’s work through it together, 
filling in the blanks.
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Step #1: Identify ONE primary target client and                              
ONE primary product you sell to that client.

At its core, business is about solving problems – and you’re rewarded 
for solving those problems – therefore the first step is to be clear about 
the problem you’re solving and for whom you’re solving it.

Yes, it’s true, very few businesses have a single target client, let alone a 
single product or service. Some, particularly those selling physical products, 
may have hundreds or even thousands. Even if you have a service-based 
business, you probably have a range of services you provide to a variety of 
people. So, systemising every potential scenario would be a daunting task.

That being the case, for our very first step, we’re going to select just one.
Regardless of how your business is structured, or the industry in which 

it operates, pick just ONE target client and ONE product or service.
Which one do you pick? Start by thinking about your dream clients. 

The ones you enjoy working with the most. The ones who pay your 
advertised prices and then happily refer their friends and family.

Next, pick the product that would be the best starting point for that 
client. Ask yourself, what is a great first purchase for this client? Which 
one will open the door for you to continue working with them long-term?

Now I know, for many, the idea of picking just one target client 
and one primary product feels like you’re closing yourself off to other 
opportunities. However, I’m not suggesting you stop all other lines of 
business. Remember, this is just an exercise, and starting with just one 
client and product ensures you stay focused.

We can’t systemise everything on day one, but we can start to systemise 
your Critical Client Flow.

And if you’re not yet clear on the problem your products and services 
solve and for whom … it’s best to figure that out first. SYSTEMology is 
about cloning what’s already working within the business, so you need to 
be clear on where your sweet spot is located.
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Here are some examples of what you’re looking for:
 y If you’re a bookkeeper, your target clients might be farmers and your 
primary service is an initial financial audit.

 y If you’re a digital agency, maybe you serve franchisors and your 
primary service is building them a new website.

 y If you’re a rock ’n’ roll music clothing store, you may target teena-
gers who like rock music and your primary product is a heavy me-
tal T-shirt.

Just focus on ONE central client and ONE primary product or service.
Once you’re clear, fill in the blanks at the top of the worksheet.

Step #2: Define your Critical Client Flow.
There are key stages your clients and business go through to deliver 

your core product – from how you first get the attention of your target 
clients, through to delivering your product to them and hopefully 
turning them into repeat clients. The CCF identifies this as a series of 
linear events.

Note: The difference between a CCF and a typical ‘client journey’ is 
that it also focuses on the requirements of the business to deliver your 
product. If you already have your client journey mapped out, that’s great; 
no doubt it will help you complete the CCF. But they’re not the same.

Of course, every business is going to have a slightly different series of 
steps, but broadly speaking they’ll include most or all of the components 
below. Your job is to fill in the blanks.

Before you begin, there are three rules to keep in mind:

1. Don’t overthink this. 
2. Don’t go into detail – two or three words to label a step is all 

you need. 
3. Only populate the CCF with activities you are currently doing. 

Let’s look at each component, starting from the top.
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Attention: How do people learn about your business? 

Search engine traffic? Pay-per-click ads? Podcast advertising? Direct 
mail? Speaking engagements? Referrals?

There are literally hundreds of ways to generate new business, but as 
you go through the CCF, the question is: How are you currently doing it? 
Avoid filling in the blanks with things you’d like to be doing. Just list your 
primary methods of getting your prospects’ attention.

Enquiry: When someone is ready to enquire about                               
your products, how do they do it? 

Is it through an inbound call, do they submit a web enquiry, or both?

Sales: Your prospect has shown interest in your wares and now 
they’re primed to become a client. What happens next? 

Do they bring an item to the checkout counter? Do they add items to 
their online shopping cart and click on the ‘checkout’ button? Do they 
call you up to make an appointment? Do you issue proposals? How do 
you close the sale?

Just name the typical process, keeping in mind this exercise is for ONE 
core product being purchased by ONE specific target client. Don’t try to 
describe every possible sales process. 

Money: How do you collect payment? 

This could be an easy step – cash or card. Or, if you’re a service 
provider, you might invoice before the work is carried out. Or afterwards. 
Or a combination of the two.

Onboarding: How do you get your clients started?

This could be as simple as putting the goods in a bag, or it could be an 
in-depth onboarding process involving questionnaires, setting up projects 
in a project management software and assigning the account manager.

With service-based businesses, you may find it helpful to identify how 
new client projects are set up as opposed to how you deliver the actual 
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work. This ensures nothing is missed, expectations are set and there’s a 
smooth transition from the sales team to the operations team.

You could probably list a whole bunch of systems here, but keep it 
simple. Don’t list more than one or two steps. We’ll build up the details 
later in the process.

Delivery: How is the work completed?

A physical business might just involve handing the product over. But 
an ecommerce operation could cover ordering stock, checking it off, 
packaging it up and shipping it out. 

For a service-based operation – a bookkeeper, for instance – this 
would include how to extract the initial data from the client’s accounting 
software, how it’s interpreted and how it’s delivered to the client. 

Oftentimes, this step in particular gets people’s minds racing as they 
think about the multitude of steps in this process. Rest assured that we’re 
going to capture all the details later – for now, we keep it simple.

Repeat or referral: Last, but not least, how do you go about 

encouraging clients to either remain a client or come back again to 

make additional purchases? 

If you’re in the business of selling coffins or some other product where 
you’re usually making a one-time sale, think in terms of referrals. How do 
you encourage your clients to send you new business?

I always find it easier to write out this whole process by hand, using 
the worksheet. The goal here is to break your business down into a linear 
series of steps that your clients move through when working with your 
business. It should consist of no more than 7–12 steps.

There’s a good chance you’ll experience some ‘a-ha’ moments as you 
go through this exercise, because it often highlights areas of weakness 
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and helps to explain why certain issues appear within your business. 
By capturing only what you are actually doing, any holes become 
immediately apparent.

If you have trouble creating consistent leads, for example, it’s probable 
you don’t have multiple methods for gaining your clients’ attention. If 
you’re having cash flow issues, you may have poor invoicing systems. If 
you have trouble with clients who constantly follow up and micromanage 
you and your team, you probably have a poor onboarding sequence that 
fails to set expectations.

These insights will guide you in later chapters on where to focus, but 
for now we’re just concentrating on how your business currently operates. 

It’s not a problem if you have to massage the CCF a little to suit your 
situation. I know everyone’s business is a little different and there’s never a 
‘one size fits all’. As long as tweaking the template doesn’t involve blowing 
it up to more than a dozen steps, you’ll be just fine.

If you have ended up with more than twelve steps, have another go at 
creating something shorter and more concise. You could, for instance, 
combine some of the steps together, especially if they’re all being carried 
out by the same person or department.

As an example, if you own a retail store where there isn’t really a 
separate ‘onboarding’ stage for new clients, this could be combined with 
the delivery step.

The goal, ultimately, is to explain in simple terms how your business 
works from start to finish, in a linear fashion. 

Step #3: Share your completed CCF.
You can then test your result by sharing your creation with someone 

outside of the business – preferably someone who knows roughly what 
your business does but isn’t directly involved. If you can show them your 
CCF and they can understand it WITHOUT you having to talk them 
through the steps in great detail, you’re in good shape. If they find your 
creation confusing or too complex, have another go and simplify further.
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Here are a few sample CCFs to give you some ideas.
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The last example might sound odd but it’s actually the CCF that 
I would have created if I still owned Planet 13, the rock ’n’ roll music-
inspired clothing store that was one of my first business ventures. It may 
not fit the template perfectly, it may not have an in-depth sales system, 
invoicing system or even delivery system, but there is still a system that 
can be documented.

Before you jump in and think, But my business is different, let me agree 
and say yes, it is. However, every business has a Critical Client Flow. I’ve 
never once, over the years of helping hundreds of people perform this 
exercise, found a business where I couldn’t identify their CCF.

Remember … one client, one product, one journey. Document that 
and you have a CCF. 

It doesn’t need to be perfect and it doesn’t need to be all-inclusive. It 
just needs to exist and provide some focus into how your business delivers 
value to your clients. And the really exciting thing is, once you systemise 
this, you’re well on your way to solving your target clients’ problems 
without key person dependency. This is also the first step to dramatically 
increasing your capacity and ability to create a scalable money machine.

Yes, there will be a range of other systems we’ll look at further down 
the line, but the CCF strikes right at the heart of the myth that you will 
need to create hundreds and hundreds of systems to build a systemised 
business. This is a false belief, and the fact is you will get tremendous wins 
by focusing on just the critical few.

Would it be helpful to watch a live creation of the CCF? Watch 
Nick Griffiths from MediBooks (an Australia-based bookkeeping 

firm) as he walks you through the creation of his. Sometimes all it 
takes is seeing someone else follow the process for you to ‘get it’.

www.SYSTEMology.com/resources
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Case Study Ecosystem Solutions

Gary McMahon founded Ecosystem Solutions in 2005. The 
small business helps a range of clients, from governments 

and corporations to families, in the highly specialised niche of 
ecological consulting. Demand grew very quickly.

The company’s success came at a steep cost to Gary, though. 
Years of working 100–110 hours per week jeopardised his health, 
his relationship with his family and the quality of his work. 

He hired staff and tried to expand to lighten the load, but 
he was still going at the same rate. He was the quintessential 
bottleneck in his business. Every tool and all the training he 
could find didn’t help, either. Nothing solved his problem. He 
knew he needed to do something, even had an inkling that it 
had something to do with systems, but he didn’t know what. 

“This is my only hope,” he said when he came across SYSTE-
Mology. He fell in love with the promise of complete business 
reliability. Surely this was his golden ticket. 

He began implementing the steps one by one. The CCF, es-
pecially, was a “game changer,” allowing him and his team to 
visualise the bottlenecks. He eventually used his CCF to onbo-
ard new team members and create a cohesive brand identity. 

Through implementing the SYSTEMology approach, “profi-
tability increased approximately 80 per cent.” But his greatest 
win? A three-week holiday with his family -- for the first time in 
his entire working life. 

When asked what it means to have a systemised business, 
Gary said, “Peace of mind.” 

“It’s like I’ve lost fifty kilos! And I’ve got a life. It’s bizarre.” 
Today, Gary can leave for a training or family day any day of 

the week and trust that his team can handle everything while 
he’s away – probably even better than if he did the work himself.
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“Define” action steps

 ■ Download the Critical Client Flow template from                  
www.SYSTEMology.com/resources.

 ▶ Step #1: Identify ONE primary target client and ONE 
primary product you sell to that client.

 ▶ Step #2: Define your Critical Client Flow.

 ▶ Step #3: Share your completed CCF.



Assign

S T A G E
T W O
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The second stage in SYSTEMology is to recognise that the 
knowledge of how to do a task t o a great standard already 
exists within your team. In this chapter, you will locate the 
knowledge and, where possible, take the business owner out 
of the equation. The fact is, if you’re serious about removing 
key person dependency, it’s time to assign the responsibility 
of systems development to capable team members.

Highlights from this chapter include:

 y Why the business owner is typically the worst person to 

develop systems and processes.

 y How to quickly and easily create a systems development 

action plan detailing who is doing what by when.

 y Why modelling your best team members is the best-kept 

secret to rapid systems development.

“Assign” Chapter Summary



Many business owners believe that for something 
to be done ‘right’ they must do it themselves. The truth is, if 
you’re the only person who can do a task, there’s something 

wrong with the way your business is built, and you have fallen into a 
trap. You must keep pushing yourself to evolve through this trap. I still 
occasionally fall into it myself.

I freely admit that I’m a recovering micromanager. In my old business 
(the digital agency), I learned to put good people in charge and let go… 
but with my newest business, it’s become easy to slip into old habits 
(especially when it’s something I’m passionate about).

Case in point: I was preparing a workshop for some of my clients, and 
I decided to check over the room that we’d booked. I just wanted to get 
a feel for the room and visualise how everything would come together. 
Now, when I arrived, I started to panic that the space we’d been assigned 
was too small for the number of people we were expecting.

Bear in mind that it was a Friday and the event was taking place the 
following Wednesday. The venue had told me that all other rooms were 
booked and I’d have to wait until Monday to chat with our events contact.

M Y T H

 The business owner is the only one 
who can create the systems.

Assign



60 S Y S T E M o l o g y

Guess what I did? I went into full-on stress mode.
I was calling different team members, sending emails, sending text 

messages …
“Things aren’t right!”
“It’s going to be too crowded.”
“We’re not going to be able to seat everyone.”
When I got home, my wife tried to reassure me that we would find a 

way to make it work, but I’d already sent out all the messages and worked 
myself up.

Monday morning rolled around, and I got an email from the team 
member managing the event on my behalf. Even before I’d sent my 
panicky emails, they’d already spotted the large attendee numbers and 
had arranged for us to be moved into a bigger room.

All the while I was getting myself worked up, sending emails and 
messages to my team and interrupting their Friday evening, everything 
was already taken care of.

This isn’t me saying that the answer is to stop caring and paying 
attention to the details. This is me sharing how often business owners can 
get in the way of good team members and processes, and unnecessarily 
complicate things.

Once you get to the point where you’re no longer the heart of the 
business, interfering with the daily operations is rarely a good idea.

With the benefit of hindsight, what I should have done was send one 
text to the person on our team in charge of the event and let them handle 
it. In this case, they would have let me know they had already taken care 
of it. Case closed.

How about you? Do you believe that for things to be done right you 
need to be involved? It’s okay to admit it – that’s the first step to recovery. 
Take it from one who’s already wrestled with this over the years.
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You might not be the best person for this job

When systemising businesses, it’s a common misconception that it’s the 
business owner who will need to be the one creating the systems because 
they know how they want things done. One of the many problems with this 
way of thinking is that we all know systems are important … but they’re 
never urgent. So, like all ‘non-urgent’ tasks, no one ever gets to them.

The truth is the business owner is typically the worst person to be 
documenting systems.

Phew! Breathe a sigh of relief! This is good news for just about every 
small business owner on the planet. Let’s break this habit, right now, of 
thinking we need to be the one doing everything ourselves.

There are plenty of knowledgeable people you work with who might (at 
the very least) be able to start the process. So, let me ask you, what would 
you do if you had to systemise your business without heavy involvement 
from the business owner?

It’s time to identify the key departments, the key team members within 
those departments and where the knowledge already resides within your 
business. Once we know who has the knowledge (avoiding the business 
owner where possible), it’s simply a matter of capturing what they’re 
already doing.

Your business is already functioning, so we’re not looking to reinvent 
the wheel or craft a perfect process right from day one. We simply want 
to capture what is already being done well. Huge wins can be gained by 
creating consistency within your team.

To do this we need to create your Departments, Responsibilities & 
Team Chart™ (DRTC). It’s a little bit like creating an organisation chart, 
except not really. If you already have an organisation chart, you can use 
it to help, but we’re creating something simpler. The purposes of the CCF 
and the DRTC are to give you some focus and pin down who we need to 
work with to extract the knowledge we need.
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The DRTC sits nicely alongside your CCF. And, as with the previous 
step, try not to overthink the task or get too bogged down in the details. 

I know I’ve said it before, but I can’t say it enough: complexity is the 
enemy of systemisation. You may even hear a little voice in your head 
trying to convince you that what you’ve created is too simple to work 
effectively.

Ignore that voice.
Stick to the path and you’ll get the results you’re looking for.
Head to www.SYSTEMology.com/resources and download the 

Departments, Responsibilities & Team Chart (DRTC) template.
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Step #1: Identify key departments.
We begin by dividing your business into departments and listing them 

along the top of the worksheet. Think about how your business might be 
described based on the different functions that make it work.

For example:
 y Marketing – covers all the systems related to how new leads and 
prospects are generated for the business. This is how you gain the 
attention of your target audience.

 y Sales – covers all the systems related to how prospects are then 
converted into clients.

 y Operations – covers everything to do with how your product is 
created and delivered for your client.

 y Finance – covers all aspects of money moving in and out of 
the business.

 y Human resources (HR) – covers everything to do with attracting, 
hiring, onboarding and managing the team.

 y Management – covers the systems for strategic direction, goal setting 
and the leadership team.

Don’t get hung up on details such as whether some departments 
should be listed individually or combined. For example, maybe you’d like 
to put ‘sales and marketing’ together or maybe you would like to create 
an additional department for ‘administration’ or ‘stock ordering’. It really 
doesn’t matter, since we’re not setting anything in stone.

Similarly, with your naming, go with what makes sense to your 
business. Some people call their operations ‘client fulfilment’ while others 
call it ‘delivery’. Go with your gut instinct and, once you have a list, write 
them out in a row at the top of the worksheet. If you’re not sure, just use 
those I’ve listed.

Cross-check your CCF to make sure all the steps you identified there 
have a department that they would clearly fit under.
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Below is a typical set of departments.

Step #2: Assign the responsibilities of each department.
At this step we’re pretty much just breaking down every stage of the 

CCF and assigning it to a department. There’s no rocket science here.
Again, adhere closely to your CCF and list those steps in the 

relevant columns. For example, on your CCF, you may have identified 
a few methods to capture your audience’s attention (SEO, Google Ads, 
Facebook Ads, speaking) – list all of those under the marketing column.

Here’s an example from my digital agency.

Step #3: Assign department heads.
At this step, we’re looking for people within your team to take ownership 

of each department. As we said earlier, this isn’t an organisation chart and 
its primary purpose is to help with the systemisation of your business. 
That said, if you already have an organisation chart, great! Just use your 
previously assigned department heads. If you don’t have one, that’s fine too.

A department head is simply the person who will take ultimate 
responsibility when decisions around that department need to be made. 
List the name in the row marked ‘team’. It’s perfectly fine if some people 
are the heads of more than one department. For very small businesses, 
this is a given.
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That said, if you find the business owner’s name is listed at the top of 
most or all of the departments, this could mean one of two things: either 
you’re desperately in need of SYSTEMology, or you’re not quite ready to 
systemise.

For SYSTEMology to have a marked impact on your business, you 
need to have at least a few team members or contractors with whom you 
work on a regular basis. This ensures this whole process doesn’t fall on 
the shoulders of the business owner and you will get some leverage from 
the systems you create.

If you’re still a one-man band, it’s best to focus on perfecting your 
messaging, getting clients and building a reputation for delivering great 
results for your clients. This will allow you to build a small team before 
you build your systems. SYSTEMology will replicate what’s already 
working but you must get some traction first.

Now, if you already have a team and you still find the business owner 
at the head of almost all of the departments, that’s okay too. We’ll work 
on this. For now, just be aware that the goal we’re working towards is 
removing them from those key positions. As before, capture things as 
they are, not how you’d like them to be.
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Step #4: Identify additional knowledgeable workers.
Next up, for each department brainstorm any other, what we’ll 

call, ‘knowledgeable workers’. Clearly, your department heads are 
knowledgeable, but chances are they’re also busy … so it’s good to know 
who else holds the knowledge within your organisation.

For example, under your marketing department you might have 
identified one of the critical responsibilities as handling incoming 
enquiries. If you have an admin person who answers the phone and 
directs your inbound email enquiries to the relevant person, they would 
be identified as a knowledgeable worker and should be listed accordingly.

Note: You don’t need to list every team member; just those with 
critical knowledge or expertise that is directly involved in the systems 
you identified in your CCF.

Once you’ve finished this task, you’ll have a list of team members 
who are going to be vital when it comes to extracting and developing 
your systems. Who knows, some of these team members could also be 
candidates for eventually leading a department.

Continuing our example, here’s how it’s all coming together.
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Step #5: Assign critical systems to knowledgeable workers.
Great, you’re almost there! You now know where most of the critical 

knowledge is stored inside your business. In this step, we’re going to turn 
this into an action plan, listing the key systems and the individuals that 
are best placed to help develop those systems.

This step is best explained by looking at the worksheet. Let me share 
my pre-populated example. 

Transfer all of the key data you’ve already populated into part two of the 
worksheet. Copy across the departments, system titles and a sentence or 
two that gives some detail about what you imagine the system will cover.

Avoid the temptation to write loads of details here (this comes later). 
You’re just looking for a brief description (not more than a few sentences) 
of what the system is intended to achieve.
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This might be one of the hardest parts of this step because deciding what 
is and isn’t critical can be difficult. If, for instance, one of your key tasks for 
getting attention is looking after your social media accounts, there might 
be a dozen different jobs connected to this and all may seem essential.

It will be tempting to throw your hands up and just list them all, but 
this won’t help your cause. It’s possible that, eventually, you will systemise 
all aspects of this task, but right now you’ve got to decide what is the 20 
per cent that makes all the difference.

Remember, not systemising a job doesn’t mean it’s suddenly going to 
stop happening. All those social media tasks will keep being completed, 
just as they are now. This process simply identifies one or two critical 
systems that are central to those particular responsibilities.

For instance, continuing with the social media example, perhaps 
identifying, creating and scheduling regular posts to keep your pages 
active is at the core and will make a perfect system to capture.

Just keep the 80/20 rule top of mind and we’ll work on those 
systems first.

Note: In cases where you’re working with a specialist or consultant 
outside of your business, and they manage that particular task (such 
as SEO or SEM or bookkeeping), you can work with them to create an 
overview system that outlines what’s being done. Or perhaps they might 
even have some suggestions for you on what you can do to make their job 
easier and improve their results.

The final step in this whole process is assigning the knowledgeable 
worker to each of these systems. This may be the department head or 
another team member. It very much depends on who has the key skills 
required to complete that task to a great standard.

This is ultimately the person we’ll extract the process from, so ask 
yourself who does this task and does it to a great standard? In situations 
where more than one person can do the task, like a sales role, look towards 
the team member who delivers above average results for that task. 
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Suggestion: Where possible, avoid adding the business owner’s name. 
Yes, I know business owners can do everything and they can typically do 
it better than anyone else (or so they believe), but let’s take them out of 
the picture. There will be times this is unavoidable, but do your best. We 
can always loop them back in further down the line.

Model the best

Part of the genius of this process is that we’re going to model your new 
systems on the best practices of your top performers. This process is then 
shared with all team members – in so doing, you’ll dramatically improve 
performance across the board.

Perhaps some of the biggest and quickest gains to be made within any 
business come from uncovering who in the team does a particular task 
and gets above average results. Then it’s simply a matter of extracting 
what they’re doing and teaching others to do the same. This then 
becomes the new standard and sets the expectation for how best to 
complete this task.

I’ve seen this work countless times to great effect, particularly in sales 
systems. Oftentimes, your top performers are top performers for a reason. 
They’re presenting all the key information and answering objections 
in a certain way. They’re following up and giving prospects everything 
they need to make a buying decision. They have a system, whether they 
recognise it or not.

Now imagine how powerful it will be to capture this method and 
train all the rest of your team to reach this new level. It’s easier than you 
think, and the breakthrough you have been looking for may be right 
under your nose.



71S TA G E  T W O :  A S S I G N

Limit your scope to sharpen your focus

If it feels like I’m trying to constrict your early efforts, then I’ve succeeded.
What I want is for you to have a clear action plan that is limited in 

scope and, therefore, will allow you to focus and actually start getting 
things done. Planning is good, but too much preparation will prevent 
you from ever acting – you’ll be too bogged down in the details and the 
overwhelm will soon follow.

The systems you’ve identified are central to how the business makes 
money, and while you may not have realised it … we’ve totally annihilated 
the myth we started with at the beginning of this chapter.

The myth that the business owner will need to be the one who creates 
all the systems.

The truth is, usually the knowledge already exists in the heads of your 
team members … we just need a way to extract it.

I know that some people will read this and still won’t be able to see this 
process working without themselves at every level. But sooner or later 
you will let go. You will trust your team, you will let them step up and 
you’ll be one step closer to the freedom you’ve been searching for. 

Let SYSTEMology guide you through.
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Case Study Absolute Immigration

In operation for almost two decades, Absolute Immigration 
assists people with immigration and visa processing. In 

providing a service that is so personally important to their 
clients, a high degree of accuracy and consistency is critical.

After filling in for a few key team members as they took leave, 
company director Jamie Lingham discovered that his business 
had the appearance of five different organisations operating 
under one roof. Everyone was doing things their own way.

While he knew systemisation was key, he had tried in the 
past and failed. Then he found SYSTEMology. Almost instantly, 
he had an ‘a-ha’ moment that changed the course of his 
business. Jamie realised he wasn’t the best person to drive this 
initiative.

So he went on a holiday and empowered his team to 
map the CCF and identify the knowledgeable workers. His 
operations manager drove the process, and his team then 
recorded and documented those systems.

The smooth-running machine that Jamie has been 
shooting for is now a reality and every department is working 
in a consistent fashion. The robust systems keep every job on 
track and the firm is now in a position to comfortably increase 
their workload.

Jamie observed that, “The systems and processes we have 
… [enable] our business to move on to the next level … to scale 
dramatically, and to handle huge volumes of work, but also 
ensure that everybody’s on the same page.”
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“Assign” action steps

 ■ Download and complete the Department, 
Responsibilities & Team Chart (DRTC) template from 
www.SYSTEMology.com/resources.

 ▶ Step #1: Identify key departments.

 ▶ Step #2: Assign the responsibilities of each department.

 ▶ Step #3: Assign department heads.

 ▶ Step #4: Identify additional knowledgeable workers.

 ▶ Step #5: Assign critical systems to 
knowledgeable workers.





Extract

S T A G E
T H R E E
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The third stage in SYSTEMology is to capture the knowledge 
from your team and turn it into a shareable system. In this 
chapter, I will quite literally share the system for creating 
systems. The name sounds funny, but one of the primary 
reasons people struggle to systemise their business is precisely 
because they don’t have a system to guide them.

Highlights from this chapter include:

 y Why creating systems should ALWAYS be a two-person job.

 y Rock solid strategies to get ‘buy-in’ and cooperation from 

EVERYONE in your business.

 y What is a systems champion and why they’re essential for 

building a systems-centred business.

 y Why flowcharts and screenshots suck when creating 

systems and processes.

“Extract” Chapter Summary



Y ou’ve identified the critical systems in your business, 
you’ve assigned key departments and responsibilities, and 
you’ve identified where the knowledge resides. Now you 

need to work with those team members to create long, boring standard 
operating procedures (SOPs) no one will ever read. 

You know the documents I’m talking about. Epic, long, numbered 
lists, with roman numeral sub-lists, hundreds of bullet points, millions of 
screenshots and flowcharts no one can edit.

Ahhh … this sounds painful. How the heck are you going to find the 
time to do this? 

Well, if you followed the instructions carefully from the previous 
chapters and many of these tasks have been assigned to other team 
members, you could just rule with an iron fist. Yeah, that sounds good. 
Force your team members to find the time to document their jobs. If they 
don’t like it, you can always fire ’em.

Actually, no, don’t do that. That would be idiotic.
You know as well as I do that your best team members are every bit as 

busy as you and there’s a good chance many of them won’t relish the idea 

M Y T H

 Creating systems is time-consuming.

Extract



78 S Y S T E M o l o g y

of creating systems! Do you really want to force them to do something 
they don’t want to do?

Of course not. And you don’t have to. Because the SYSTEMology 
version of creating systems is nothing like anything you’ve tried before. 
This is the stage that’s going to knock out the biggest myth of all.

That the actual process of creating the systems is time-consuming 
and painful.

I used to believe this myself until I found a better way.
Before SYSTEMology, back when I was looking to step away from my 

digital agency, I explained to a mentor of mine how much of a challenge 
it was to document my systems. Almost without a second thought he 
suggested, “Why don’t you just hire a consultant to create them for you?”

My immediate response, at least in my head, was, “Yeah but I don’t 
want to pay some overpriced consultant to come in and create some 
documents for parts of my business they know little to nothing about.” 

But while my initial reaction was to write off the idea, I am a sucker 
for business shortcuts. I’m always on the lookout for ways to get the best 
result in the least possible moves. So, the idea that I didn’t have to be the 
one creating the systems was definitely one that I kept coming back to.

Fast forward a few years. After doing things the hard way for way too 
long, I came up with a spin on the idea. I decided to produce a podcast 
on which I would interview experts who knew how to solve the problems 
I was having in my business. Although, I didn’t plan on marketing it this 
way to my guests. Ahem.

If I wanted to know how to do something, I would simply find the 
person who knew how to do it, and I would have them share their step-
by-step system on the podcast. The plan was to then go one step further 
and get my team to turn those podcasts into documented systems.

Pretty cool idea, huh? 
Can you guess who the first person I interviewed was?
That’s right. I sat down with a podcast expert who could teach me 
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everything about how to produce a podcast.
That very first podcast show covered creating, editing, launching and 

marketing a podcast. I then gave that interview to my team to document 
and turn into a system that we still use to this day.

As ideas go, it was pretty good – even if I do say so myself (you can 
listen to the podcast here: www.SYSTEMology.com/podcast).

The astute reader might have just picked up one of the secrets to 
this process …

The first secret: creating systems is                               
a two-person job

The SYSTEMology method of creating and documenting systems is 
very similar to my podcast idea. One person shares their knowledge (the 
knowledgeable worker) and another documents it (your ‘systems champion’).

This change, while small in principle, is huge in terms of getting the job 
done. If you try to get one person to do both parts of the task (explaining 
and documenting), I can guarantee you’ll hit resistance. But if you make 
this a two-person job where you just record what the person is already 
doing, while they’re doing it, and then assign someone else to document 
the system, you absolutely change the game!

You can then maximise the accuracy of the process by getting the 
knowledgeable worker to review and edit the created documentation. 

Most people, if they have a choice, much prefer to edit something that 
already exists, rather than having to try to create something from a blank 
page. Get ‘version one’ of a system done by someone else (someone who 
likes writing these sorts of documents) and you’ll find it infinitely easier 
to get the knowledgeable worker to review it. Give it a try.

Like many things in business, fighting strong resistance head-on 
is rarely the best way forward. Play to your team’s strengths and do 
everything in your power to make it easier for them to do their best work.



80 S Y S T E M o l o g y

Your systems champion

Continuing with this train of thought, is there anyone currently on your 
team who loves creating systems and processes? They might not have 
consciously realised it, but you can typically spot these people because 
they’re known for being extremely organised, detail-oriented people. 
They’re the kind of people who enjoy creating to-do lists and organising 
projects, and get great satisfaction in seeing things run smoothly.

It’s worth identifying these people early and getting them involved in 
the SYSTEMology process. Whether it’s to help with interviewing the 
knowledgeable workers, creating the documentation or just overseeing the 
process, they will play a key role in ensuring you get the results you’re loo-
king for. You always want to play to people’s strengths, so make sure you get 
this book into the hands of the team members who can make this happen.

I recall a great example of finding a systems champion when I did 
some work for a company called Portavac, which cleans residential and 
commercial roofing gutters. One of the first things they did was identify 
their systems champion even before we even started work together. Kane 
was a curious, give-anything-a-go twenty-year-old who worked in their 
head office.

Over the course of a few months, he worked closely with me in 
applying SYSTEMology. He helped connect me with the right team 
members, attended all of my sessions with the team and even conducted 
some of the recordings himself. He even, on more than one occasion, 
literally grabbed a camera and went out into the field to capture different 
parts of their business process. He then shared those recordings with our 
team and helped with the documentation.

It produced some great results, and what I loved most about it was that 
it ensured they had someone who understood the whole methodology 
inside their business – someone who could keep driving the process 
forward well after we finished our engagement.
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It really can be that simple. And I love this example because it highlights 
the fact that you don’t need special training (beyond reading this book) 
to be a systems champion. The right person will just ‘get’ this stuff and 
they’ll make your job easier.

If you don’t think you have that person in your team just yet, that’s 
okay for now. But the sooner you can find someone to take ownership 
over this project, the better. You might even consider hiring a new person 
for this position.

I’ve had great success, for instance, with return-to-work mums and 
dads. Often you can hire great, highly skilled team members who aren’t 
able to return to work full-time but could work part-time in your business.

They may have worked in corporate or larger companies and can bring 
a wealth of knowledge. Perhaps you find someone locally, give them this 
book and have them help you implement it within your business. This 
could easily start out as a 10–15 hour per week job over a 3–6 month 
period, and if they prove to be a good fit, you can offer them a more 
permanent position later. 

Either way, once you identify your systems champion, this is the perfect 
time for the business owner to step out of the process and allow their 
team to begin building these processes without them. Let the systems 
champion drive things.

The second secret: the System                                    
for Creating Systems

If the first secret to systems extraction is that it’s a two-person job, the 
second secret is that you need a ‘System for Creating Systems’. It’s a bit 
meta – having a system that outlines the system for documenting systems 
– but successfully wrap your head around this now and everything after 
this will run just that little bit smoother.

This system template will outline the structure all your systems will 
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follow to ensure consistency. It will remind your team to keep things 
simple and make it easy for anyone to easily capture, document and share 
what they’re doing.

I’ll walk you through the process here in more detail, but you can also 
grab an easily shareable version of the system here: www.SYSTEMology.
com/resources.

Okay, you have identified your Critical Client Flow (CCF). You’ve 
identified who in your team has the knowledge, and now we need to get 
it out of their heads. Let’s jump right in. We’ll start by documenting your 
first system.

Step #1: Identify the result you’re looking to                                  
achieve with this system.

Pick one of the identified systems from the CCF to be your guinea pig. 
I suggest starting with something simple so you can become familiar with 
the process.

Alternatively, you can pick a system that solves a very specific problem 
you know your business is having right now. For example, if you’re 
having troubles around the delivery of your product or service, focus on 
the onboarding and delivery systems. Having trouble selling? Create a 
system for your sales process.

Either way, stay within the bounds of the CCF and prioritise at your 
discretion.

For our example, we’ll pick an easy-to-understand process – handling 
inbound enquiries via the phone or website. We’ll name it something 
clear but descriptive: ‘Handling an incoming enquiry’.

Step #2: Identify who produces the result.
You’ve already completed this step in the previous chapter, so this is easy 

enough. Look at your DRTC and see who is marked as the knowledgeable 
worker of the system – the knowledgeable worker who knows HOW to 
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do the job for which you’re creating a system. We’ll extract the system 
from them and then aim to bring everyone else up to that standard.

Step #3: Determine the capture method.
What will be the most effective way to capture the person who is 

sharing their knowledge? 
Most of the time this will be recording them doing the task, as they’re 

doing it, using screen-recording software, a camera or your mobile 
phone. See www.SYSTEMology.com/resources for our current software 
recommendations.

For an office task, I’d suggest using screen-recording software; for 
an outside job that is very physical, get a GoPro camera or something 
similar. For a sales task, you might just use a Dictaphone app on your 
phone or a combination of methods.

Note: In situations where it’s not possible to capture the actual event 
happening live, have the knowledgeable worker roleplay the process or 
take the systems champion through their process step-by-step. Always 
look for the method that creates the least friction or anxiety for the 
team members.

Step #4: Record the task being completed.
If you’re lucky, your knowledgeable workers will immediately 

recognise the benefits of systemisation and will be fully on board with 
the process. Otherwise, it’s well worth taking some time to prepare them 
before conducting your recording.

Start by explaining why this systemisation process is being carried out 
and frame it in terms of the benefit to the worker. For example, having 
their tasks systemised will ensure their work can be managed effectively 
while they’re on vacation.

“You know how every time you go on vacation you come back to a 
mountain of work to catch up on? Or worse, while on vacation you still 
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need to keep working to keep things moving? This will ensure we can get 
the team to manage things while you’re away.”

You should also make it clear that the heavy lifting – the documentation, 
uploading, tweaking, etc. – is going to be handled by someone else. All 
they really have to do is carry out the task and talk about it as they go 
along. We’ll cover more tips on how to introduce SYSTEMology to your 
team in a later chapter.

Depending on the complexity of the task, it can be helpful to ask the 
worker to make a few bullet point notes before the recording, outlining 
some of the key steps. This pre-planning gives the worker the chance to 
think through a task that they may have been completing on autopilot for 
a long time.

You should also stress the point that we’re not looking to have this 
system ‘perfect’ or fully optimised. While it’s okay to make minor tweaks, 
you want to avoid trying to completely re-engineer things. Optimising 
comes later. At this stage, we’re looking to keep things simple and just 
capture how things are currently done.

One final point to keep in mind is that not everyone will be comfortable 
being recorded, so a little preparation and scene-setting can go a long way 
to calm the nerves. If you have a systems champion, have them schedule 
times on the calendar for when these extractions will happen and have 
them conduct the team member’s recording.

It’s time to hit the ‘record’ button and let the knowledgeable worker do 
their thing. Remind them to describe everything they’re doing as they’re 
doing it and aim to capture every detail you can. This will make things 
much easier at documentation time.

By definition, this team member is a knowledgeable worker. They 
know how to complete this task and they’re able to complete it to a great 
standard. So, don’t worry about any mistakes or interruptions in the 
recording. If you break off or, worse, restart after every flub, the task will 
take forever.
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If the knowledgeable worker messes up, get them to explain what 
went wrong and then just carry on. Mistakes can be edited out in post-
production if required, but sometimes the errors can be instructive if 
it demonstrates how to recover from a mistake. Just keep rolling and 
capture everything as you go. 

In circumstances where the tasks may be completed in stages or where 
it’s not possible to go through from start to finish in one go, just capture it 
in pieces. Later you can decide if it’s best to combine these or keep them 
as separate standalone systems.

The final result won’t be great. The odd element might have been 
missed, the recording might look a bit amateurish and/or the worker 
might have gone slower than usual. None of that is important.

Remember that your first version is highly unlikely to be the final, 
definitive version. You’ll get better as you go along, and every time you 
create a new iteration, your end result will get a little better, a little more 
efficient and a little more accurate.

The Kaizen philosophy is embedded deeply in the SYSTEMology 
method. The idea behind constant and never-ending improvement is that 
nothing is ever finished or considered perfect; there’s always room for 
improvement. You must get comfortable with this idea and just get your 
version number one complete.

Step #5: Create a new system.
The first time you document a system, you need to decide where you’re 

going to store it. Ideally, you might already have a file storage system 
or, better yet, systems management software that can easily be managed, 
edited and accessed by everyone in your business.

We’ll cover this in more detail in the next chapter, but either way, my 
best advice is to always go with whatever makes things easiest for your team 
members. There is a trend for software that attempts to do a little bit of ever-
ything; in my experience, this tends to overcomplicate things by providing 
lots of bells and whistles, 99 per cent of which you probably won’t use.
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Assuming you have your database in place, ready to use, your systems 
champion should now have everything they need to create a system based 
on the material that’s been extracted.

Get them to create folders in your systems management software 
based on the different business departments you identified earlier, such 
as Sales, Finance, Operations, etc. The systems champion can then store 
a new system in the appropriate folder.

This system document aims to have everything in one place so your 
systems champion can do their thing. Here are a few extra points of 
information you might consider adding to your document.

System title: This should be concise, but not at the expense of using 
the most appropriate and descriptive keywords. Thought should be given 
to the search terms that your team might use when trying to locate this 
system in the future. Also, consider creating a naming convention to 
ensure consistency.

System description: Again, this should be brief but clear. It should 
state what the system is about and what results or outcomes are expected 
from following it. I would suggest not more than a couple of paragraphs.

Relevant links: Add a link to the video recording of the task being 
completed and other files, templates and required resources.

Knowledgeable worker: It’s a good idea to have this person noted in 
the system itself since typically this person becomes the primary point of 
contact for questions relating to the system.

Team members: Identify other team members (or at least one) who 
you’d like to also be able to carry out the task. These team members can 
act as the backup for this task if the knowledgeable worker is unavailable.

This last point is an important one that starts to remove key person 
dependency and creates business owner freedom. Remember that all 
tasks and roles should have more than one team member who’s able to 
step in and complete those duties.

Having redundancy reduces team member anxiety around taking 
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leave, provides business owner confidence and gets you one step closer to 
complete business reliability.

Step #6: Create step-by-step documentation.
Remember the first secret of the extraction phase is to make it a two-

person job: the person with the knowledge and the systems champion.
Have your systems champion watch the recording of the task being 

completed and get them to note down the steps carried out in a linear 
fashion. Literally, “Step 1: Do this. Step 2: Do that.”

Each step should be as detailed as it needs to be, using sub-bullets and 
clarification comments as required. These steps should be typed directly 
into the main body of the system.

How do you know if the level of detail is correct? There is no perfect 
answer here and it’s often dictated by the system itself and the skill level 
of the team members who will carry out the task. Low-skilled roles with 
higher turnover of staff may require very detailed instructions when 
compared to tasks completed by highly skilled, long-term members, 
which may require less.

That said, I’m not a big believer in hiring unskilled fifteen-year-olds 
to do all the tasks in your business for minimum wage (unless you sell 
hamburgers … then I’ll grant you an exception). Don’t create every 
system for the lowest common denominator.

Take Reed Hastings’ (founder of Netflix) advice from the Masters of 
Scale podcast: “What we failed to understand is by dummy proofing all 
the systems that we would have a system where only dummies wanted to 
work there.”

The goal is not to develop robots who mindlessly follow step-by-step 
instructions. We want to give smart people the instructions they need to 
deliver a great outcome. Keep it simple, with less detail than you think 
you need. 

Remember, you will keep evolving your systems over time (we haven’t 
even got to the optimisation stage yet).
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A reader with some knowledge should be able to read the main 
headings for each step and, from this information, have a good idea of 
what needs to be done. They should then be able to read all the additional 
information described in each step and, with a little practice and guidance, 
be able to complete the task to a good standard.

In one of the later steps, we’re actually going to put this to the test. But 
for now, the systems champion should be aware that this is the goal when 
creating the system. It needs to be specific, clear and detailed enough to 
allow the process to be followed without any gaps. It can also be really 
helpful to conclude the documentation with a few criteria that can be 
used to double-check the task has been successfully completed.

The systems champion should also be consistent in their approach. 
The text, the style of writing, the layout, even details such as whether the 
step number is indicated numerically (1, 2, 3, etc.) or alphabetically (one, 
two, three, etc.) should be uniform throughout.

The right person for this job will be fastidious about achieving this 
level of detail and consistency.

Finally, the system should conclude with a ‘supporting notes’ section, 
containing the source videos and audios, required templates and 
attachments, and any other relevant information.

Step #7: Review the system.
Once you have your first draft, it can be sent to the knowledgeable 

worker who originally recorded it. They’re usually the best person to 
judge how it’s coming along. However, rather than simply reading it, get 
them to follow through the steps when they next complete the task so 
they can compare it directly.

They should be looking for errors, critical omissions and anything 
they think might send someone off track. This feedback can be made 
either directly into the system or to the systems champion for them to 
update it. Go with whatever is easiest for the knowledgeable worker.
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At this stage, the system should be good for review by another set 
of eyes. If the department head hasn’t been involved in the creation 
of the system until now, get them to take a look. Remember that the 
knowledgeable worker is focused primarily on getting a specific job done, 
whereas upper management can view the system from the wider point of 
view of how it impacts the department and other areas of the business.

This is also where you may discover insight into how other areas of 
the business can be improved and/or where energies and resources are 
being wasted.

Discuss any suggested tweaks and additions with the knowledgeable 
worker and adjust the system with any agreed changes.

IMPORTANT NOTE: Avoid seeking perfection. A common mistake 
made at this point is to re-engineer processes, trying to get it ‘just right’. 
Someone may want to add a range of extra steps to improve the system or 
even add the use of a new tool or piece of software. While minor tweaks 
are welcomed, and will often improve a system, I strongly recommend 
you avoid introducing major deviations from how things are currently 
being completed.

Trust me, you’ll get significant wins simply by getting consistency 
across all your team as they follow the new systems developed by your 
knowledgeable workers. We will look for optimisation improvements 
further along in the process, but for now just capture what is currently 
being done. You’ll thank me later.

Step #8: Have your team follow the system and                                
cross-train other team members.

The final step in the process for your shiny new system is to use it 
in the real world. The original knowledgeable worker can continue to 
review and tweak it over the next few cycles of that task being completed 
and, once they feel good about the process, they can use it to train 
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someone else. This step is going to expose any remaining weaknesses and 
confusions in the documented system.

Have another team member go through the task, watching the original 
video, reading the notes and then completing the task. They can refer 
back to the original knowledgeable worker, asking questions and seeking 
clarity where needed.

This gives the knowledgeable worker or systems champion another 
chance to further improve the system. Repeat this step as often as required 
until the tester is able to complete the task to a reasonable standard 
without any intervention or feedback required.

You should also view new hires as an opportunity to review every 
system related to that person’s role. A fresh pair of eyes will often reveal 
new opportunities to improve and streamline things.

Flow charts come last

I see this all the time when people read a book on Six Sigma – they think 
every system must first be flow charted before it’s improved. Maybe this 
is true for multinational corporations and/or companies with existing 
detailed documentation, but for small businesses this is overkill.

Flow charts are a graphical representation of systems depicting inputs, 
decision points and outputs. The problem is that these are usually created 
by a systems nerd using some fancy software that only they know how 
to use. And because no one else can figure it out, once they’re created, 
they’re rarely (if ever) updated.

Remember, you’ll want to involve multiple team members and make 
things as easy as possible for them. Don’t set them up for failure by 
creating flow charts that will be out of date in the blink of an eye. Save 
it until the end, once your system has been in action for some time and 
you’ve been through the final optimisation stage of SYSTEMology. At 
least by this point, your flow charts will be less likely to need updating.
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The same can be said for using too many screenshots within your 
systems. Often, I see systems that include screenshots for every step in a 
process, and while that sounds good for clarity, in reality it’s a nightmare 
to keep them updated. Software updates all the time, so don’t set yourself 
up for failure. Take my advice and keep your screenshots to a minimum.

Refer to appendices 1.1 and 1.2 for a couple of examples of systems 
from our digital agency. Just keep in mind, I modified these for simplicity 
and clarity.

Set yourself up for success

Great job, you’re all the way through documenting your first system! 
Keep working through the CCF to keep you on track and commit to 
documenting a minimum of two systems per week. You might consider 
prioritising which systems you create first by those that you know will 
solve problems you’re already having within the business. 

This stage of SYSTEMology (the extraction) is easily one of the largest 
with regards to the volume of work. It’s how the sausages get made. 
Commit to the process and get a solid understanding of the System for 
Creating Systems because, if you can nail this one, everything else will 
become that much easier.

I’ve used this system countless times and it’s proven to work for 
virtually any kind of system imaginable. If you ever feel stuck or you’re 
not sure how to capture a particular process, remember to simplify. Make 
the system an overview system and document only the top-level steps. 
You can always circle back around and create more detailed instructions 
for each of those steps if required.

This often occurs when you get to the onboarding and delivery section 
of the CCF. There’s a very real possibility that this could get quite complex 
– please resist this urge the first time around.

Just do whatever you need to do to keep the momentum going.
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Ask yourself, “How can I ensure I keep moving forward through 
the extraction phase?” I know it’s easy to prioritise other jobs within 
your business, so how could you reward, punish and/or create some 
accountability for yourself?

One of the best examples of accountability I remember was from 
a colleague who had just quit his day job to become an entrepreneur, 
working from home. But what he didn’t anticipate was just how hard it 
was going to be to get out of bed each day without the pressure of having 
to be in the office by 9 am. He was fine once he was up, but actually 
rolling out of bed each morning became a constant battle.

So, he came up with this ingenious idea (his self-inflicted positive 
constraint) to park his car in a clearway zone out the front of his house. 
If he didn’t get out of bed and move his car by 8 am he knew it would be 
towed away, and this completely eliminated any temptation to stay under 
the duvet. The price was just too high.

How can you create a little positive pressure to ensure you and your 
team get all the steps in your CCF documented within a set timeframe? 
Which do you think will work better – the carrot, the stick or a 
combination of both?

Make the commitment, do the work and reap the rewards.
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Case Study Oh Crap

Oh Crap, a compostable dog poop bag company, started 
in Bruce Hultgren’s garage in 2014. His co-founder Henry 

Reith’s smart marketing strategies quickly launched the new 
company. Soon after their bags hit the market, sales exploded. 
They went from selling a total of 200,000 initially to 6.3 million 
poo bags over just a couple of years. After one of their first large 
orders, Henry remembers walking into Bruce’s home to find 
floor-to-ceiling stacks of boxes, filling the garage, kitchen, even 
his boy’s room. It was a true “we’re actually doing this” moment. 

Oh Crap’s marketing soon outpaced their capacity for out-
put, and when order volume spiked, they had to turn off ads. 
Then there was also Bruce’s yearly week-long vacation which 
brought the business to a complete halt – this only compoun-
ded the stress!

It was time to turn this side hustle into a serious business. 
They brought on full-time staff, including Henry’s sister, who 
quit her job to join the new team. The start-and-stop style of 
business in their early days wouldn’t cut it now that they had 
wages to pay.

Henry had been involved in several successful ventures in 
the past and knew from past failures that they needed systems. 

When a colleague introduced Henry to SYSTEMology, he lo-
ved what it promised to do. Even better, the approach cham-
pioned having someone other than the busy owner to create, 
record and implement systems.

So, after Henry recorded their first couple of systems, he ap-
pointed an internal systems champion. Today, she keeps ever-
yone honest with their systems, continuously recording and 
re-evaluating essential procedures. Thanks to systems, they’re 
able to stay ahead of the growth – not frantically clawing to 
stay on top.
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Bruce and Henry have the time and mental space to de-
dicate to driving the vision, and Henry can put his marketing 
expertise towards more creative, expansive projects. For the 
first time, they have more resources than orders, and that’s a 
great thing, because as they amp up their marketing efforts, 
Henry predicts that the business will double every few months 
thanks to their systems. 
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“Extract” action steps

 ■ Using your Departments, Responsibilities & Team 
Chart (DRTC) as a guide, create a timeline and get to 
work extracting your systems. You can prioritise based 
on solving problems you know currently exist within 
the business.

 ■ Download and follow the System for Creating Systems 
for each identified system from www.SYSTEMology.
com/resources.

 ▶ Step #1: Identify the result you’re looking to achieve 
with this system.

 ▶ Step #2: Identify who produces the result.

 ▶ Step #3: Determine the capture method.

 ▶ Step #4: Record the task being completed.

 ▶ Step #5: Create a new system.

 ▶ Step #6: Create step-by-step documentation.

 ▶ Step #7: Review the system.

 ▶ Step #8: Have your team follow the system and cross-
train other team members.

 ■ Identify how you will maintain momentum. Will 
you use rewards, punishments or both to keep your 
team on track?





Organise

S T A G E
F O U R
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The fourth stage in SYSTEMology is to organise the systems 
you have captured and implement the right technology to 
ensure your team actually follows them! You will discover 
how to overcome the dreaded “but I didn’t know” and lay the 
foundations for high performance.

Highlights from this chapter include:

 y Why systems-centred businesses always get higher 

multiples and sell for top dollar.

 y Why software will never be the ‘holy grail’ to business 

systemisation.

 y Why it’s critical to separate your systems documentation 

from your project management.

 y What most people do wrong when they try to automate 

their workflows.

“Organise” Chapter Summary



S ome years ago, ı was joint owner of Planet 13, a rock ’n’ roll-
inspired clothing store. It was a fun but incredibly hard business 
to be involved in.

If you’ve ever operated a retail store, you’ll know what I mean. Every 
month, even before you make a single sale, you’ve got to fork out for 
rent and wages. The overheads are sky-high, and you need to make a 
truckload of sales just to reach break-even.

Fortunately, I was working with some smart partners, and from day 
one our goal was more than just selling T-shirts. We were building the 
business with the view to sell it as a franchise. Our first store was the 
prototype – it was our opportunity to create, test and measure. We honed 
our business and developed a manual that detailed every step of how to 
run a successful store.

As we grew, we opened a second store, kept improving our systems 
and stepped out of working ‘in’ the store. We grew some more, hired staff, 
moved to our head office, built out our wholesaling arm and prepared to 
sell our first franchise.

M Y T H

You need to invest in expensive and
complex software.

Organise
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I remember that part of the journey vividly because this was a key part 
of my role.

When it came time to sell the first franchise, I was selling our winning 
business model. I was selling our step-by-step systems, ‘our way of doing 
things’. They weren’t stored in fancy software, no wikis or cloud-based 
solutions – all of our systems were printed and stored in a simple binder. 
We had one manual for the team members in the store and one manual 
for the store owner. It was simple and it worked.

And you know what was most exciting? This was an asset we created 
out of thin air, and one that could then be sold many times over.

The money is in the systems

This burned a valuable lesson in my brain: extraordinary leverage is 
created any time you create something that can be sold more than once 
with minimal additional work. 

It sounds obvious when I say it, but who wouldn’t want to do work 
once and continue to get paid for it over and over?

I’ll save the rest of the Planet 13 story for another day – I’ll tell 
you about the shopping centre that tried to sabotage us by letting our 
competition open up three doors down from us, how we got caught in the 
global financial crisis and all the other sordid details … but for now, to 
cut a long story short, while Planet 13 isn’t around to this day, the lessons 
I learnt in the school of hard knocks will stay with me for a lifetime.

This might be outside your comfort zone, and maybe you’re not ready 
to hear it, but it is my belief that you should always be building your 
business with the idea that one day you will sell it. If you decide to sell all 
of it, part of it, or not at all, obviously that’s up to you, but one thing is for 
sure: building it with the idea of eventually selling it ensures you build it 
on solid foundations. 
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Systems-run businesses are always worth more

You probably already intuitively know this to be true, but there are 
a range of reasons why. Most obviously this is because systems-run 
businesses function without key person dependency. They work without 
the business owner or any specific team member being essential to their 
operation. They’re more efficient, more reliable and scalable.

Systems give the potential acquirer confidence that the business will 
continue to perform well after the sale. Your systems are the blueprint to 
your successfully run business, and they’re worth their weight in gold. 
If you store your systems in the cloud, then they’re worth their storage 
space in gold.

I personally believe that systems are the most important asset within 
your business. If you want to argue that the people are more important, 
I’ll challenge your point, reminding you that, like it or not, people 
come and go.

No single employee, at any level, should be so critical to a business that 
they’re irreplaceable. In fact, if you have someone in your business who 
IS irreplaceable, you have a big problem. Because what happens if that 
person gets sick, or someone in their family does, or, worse, they get hit 
by a bus? You’re in trouble.

Systems, on the other hand, are the only assets that will stick with you 
through thick and thin, that can serve your business for decades and can 
even be replicated within new future ventures. They will be your library 
of solutions to common business problems, no matter what business 
you’re working in or on.

I know you’re already sold on the idea of systems, so no doubt I’m 
preaching to the converted, but the reason I’m labouring the point is to 
ensure we’re both on the same page. The money is in your systems.

I know of one enterprising businessman who has built and sold his 
plumbing business twenty-one times to date. Each time he builds it 
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quicker and better than the previous and sells it for higher and higher 
valuations. He starts by purchasing a failing plumbing business, then 
deploys his team and they install his systems to turn things around. At 
last count he sold his most recent company for tens of millions of dollars.

That’s leverage and pure genius if you ask me.

Where do you store your most valuable asset?

Does your team know where to look to find your systems, or are they 
scattered across your shared drive, in folders on your team members’ 
desktops or dumped in unorganised folders in your Dropbox account? 
You probably need a better plan than that, and that’s what this chapter is 
all about. Let’s look at how you will organise your systems and how you 
will create responsibility and accountability. 

It’s also time to break a few of the old misconceptions around what 
your systems manuals will look like. 

The old ideas of printing out big, thick manuals and sitting them on a 
shelf to collect dust are obsolete. But similarly, the idea that you’ll need 
complex enterprise-level software with built-in learning management 
systems (LMS) using SCORM is also flawed. All these thoughts are 
holding you back.

Start with simple

Yes, the times have moved on since my Planet 13 days and while the tools 
may have changed, simplicity has remained.

The fact is, if you can never master the simple, you’ll never master 
the complex. So before looking at all the bells and whistles, automated 
solutions and new, shiny objects, let’s agree to keep things simple.

There really are only two tools we need to get right.
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1. You need a central location where all your business systems are 
stored. Getting this right gives you and your team certainty around 
how tasks are successfully completed.

2. You need a way to create accountability and hold your team to the 
standards you have de fined. This ensures you get the performance 
you desire.

Now, there’s a chance you already have both these covered – it might 
just be you need a little tweaking to ensure you’re using these tools 
correctly. 

Without thinking about all of the tools and software you currently use 
(accounting, CRM, marketing automation, proposals, etc.), I just want to 
focus on two tools and what I believe you need to build a truly successful 
systems-centred business. 

1. Systems management software
2. Project management software
Systems management software is where your systems are going to be 

stored so they can be easily accessed by you and your entire team. It will 
become the ‘how-to’ manual for everything in your business: every role, 
every task, documented and centrally stored.

Then there’s project management software (sometimes referred to as 
task management or jobs management), which acts as an accountability 
and management tool. The goal of this software is to track all of your 
projects and ensure that every team member knows the tasks they 
should be working on and when they’re due. This also gets all your team 
communication, relating to any project, out of your email and into a 
central location.

This is so important, let me say it more clearly. Stop using email to 
manage your jobs and stop your team from communicating via email. 
With email, tasks get forgotten, details get overlooked and due dates get 
missed. And to be clear, I don’t hate email; it’s an amazing tool, it’s just 
horrible for project management.
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When you stop and think about it for a moment, you already know this 
to be true. Have you ever tried to give someone a task via email only to 
have it forgotten ’til weeks later when you ask, “Hey, did you ever get XZY 
done?”. The other person looks at you sheepishly and says, “Whoops, sorry, 
I forgot about that” or, worse, they have no idea what you’re talking about.

This is all too common when you’re trying to run projects via email. 
Communication is key – fix your team communications and you’ll solve 
80 per cent of your problems. Great project management software goes a 
long way to getting things on track.

The magic pair

Together, these two tools (systems management and project management 
software) allow tasks to be assigned with clear, easily accessible instructions 
that leave no room for confusion. Your team will be crystal clear on what 
needs to be done and where to look for the answers if they’re not sure 
about something. This will dramatically improve your team’s efficiency 
and eliminate excuses.

For micro-teams (or very small businesses) there’s a chance you can 
get away with just the systems management software. However, as you 
grow past more than a few team members, you’ll quickly realise it’s one 
thing to have systems, but it’s another getting your team to follow them.

If someone is new to a task, they’ll most likely follow your system 
diligently on the first few occasions, but it won’t be long before they feel 
comfortable enough that they’ll stop referring to it. And that goes double 
for the knowledgeable workers who helped create the system. Moreover, 
it’s also probably unrealistic – and unnecessary – to ask your employees 
to reread the entire system every time they complete their tasks.

That’s where your project management software steps in. They may 
not always read the system, but you can insist that they check off the key 
steps in the process as they go along. The secret to ensuring your business 
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develops a culture where systems are not just created, but actually used, is 
to introduce some level of accountability.

Use project management software to create milestones or checkpoints 
for the tasks that your team has to check off as they go along. The 
checkpoints for a task can be templated so, once set up, it’s a snap to 
duplicate. And if you use the documented steps as a guide to creating 
checkpoints, the hard work has already been done. The end result is a 
uniformity of results that reduces errors and waste to a bare minimum.

Even better, for recovering micromanagers like myself, it’s reassuring 
to know that, just because you’re extracting yourself from your business, 
it doesn’t mean you have to completely lose touch with what’s happening 
on the frontline. When properly organised, you can use these tools to 
jump back into your business at any time and quickly get up to speed, 
even if your attention has been elsewhere for months.

A word of caution

Before I take you through the rest of this chapter, if you already have your 
systems management and project management software selected and 
they’re working for you, there’s no need to switch! 

No one piece of software is going to magically solve all your problems 
and, ultimately, it doesn’t matter so much which tools you use. The key is 
just to have something to meet each of these two key areas.

If your current software stack isn’t working for you, you’re going to 
need to weigh up your options, since there’s a chance you’re missing one 
or more of the key criteria I’m going to outline. You need to decide if it’s 
worth the effort of moving and learning new software or if it’s easier to 
find a workaround with your existing tools.

Either way, for the rest of this chapter, I’m going to assume you DON’T 
currently have a solution.

I’ve also separated the discussion of the criteria into two categories 
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– project management software and systems management software – 
because I would advise NOT combining the two. It’s not that integrated 
solutions don’t exist, it’s that combining the two tends to come with 
compromises and unnecessary complexity.

I’ll explain more as we get into things. In short, trust me, keep your 
systems management and your project management isolated and you’ll 
reduce the likelihood of needing to switch software further down the 
road. You’ll also set yourself up in the best possible position should you 
decide to sell your business at some point. A stitch in time here will 
save you nine.

Project management software

Let’s start with project management software since there’s more of a 
chance you already have something in place. Project management 
software is designed to cover the ‘who does what, by when’ aspect of task 
management.

There is a range of non-industry specific tools out there, including 
Asana, Basecamp, Trello, Podio, Teamwork, Monday and many more. 
And then there are the tools optimised for specific industries.

Be mindful of the latter group because these can sometimes be over-
optimised for specific tasks at the expense of important departments 
within your business. For example, some software packages built for 
trades-based businesses focus exclusively on the scheduling and delivery 
side of your business. While this is important, it can be frustrating when 
you realise you need more than one platform to manage all the other 
departments within your business.

That said, depending on your business, its industry, the size of your 
team and what you do internally versus outsourcing, you may need one 
or more of these specialised platforms to function efficiently. For our 
purposes, project management software should be able to sit at the top 
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level. It should cover all departments and set clear accountability for the 
actual doing of any work.

If you haven’t yet found a project management tool, here are a few 
criteria to look out for:

 ; Basic task creation
 ; Sub-task creation
 ; Task descriptions and links
 ; Task list templates or duplication
 ; Permission levels and project visibility
 ; Intuitive and easy to use

Let’s look at each of these in more detail.

 ; Basic task creation

At a minimum, your chosen software should allow you to:
 y Create a task
 y Assign the task to a team member
 y Tag other team members who need to receive updates on the progress
 y Set deadlines for when the task needs to be completed 

To be honest, you’d be really hard-pressed to find a project 
management software that doesn’t have these basic features. These are 
the fundamentals of good project management. But don’t assume – check 
that these fundamentals are in place.

 ; Sub-task creation 

Again, this is a pretty standard feature, but it’s critical so be sure it’s 
available. You need to be able to split individual tasks into a series of sub-
tasks based on the required steps in the documented systems that you’ve 
created. These sub-tasks should also allow for assigning – it’s this feature 
that will allow you to create true accountability in your team.

Sub-tasks are ticked off as the team member completes steps, which 
also allows you to ensure projects are progressing as planned and gives a 
place for comments and questions where they arise.
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 ; Task descriptions and links

It’s always helpful to be able to add notes and links directly into a 
task. Although it sounds obvious, some highly specialised software 
applications are so streamlined they don’t allow for this.

I also consider this critical because one of the secrets to making your 
newly documented systems work is having them handy, right where the 
team member is getting information about the task they’ve been assigned. 
That is to say, you literally want to post the link to the step-by-step system 
at the point at which the task is assigned.

This is important for two reasons. First, it helps team members who 
are new to the task to quickly understand the steps required, and second, 
it clearly sets expectations. Your team will come to learn that by marking 
a task as complete, they are effectively agreeing that they have completed 
it to the standard outlined in the system.

This helps immensely with compliance and removes the “but I didn’t 
know” excuse (more on this later).

 ; Task list templates or duplication

Given that the systems you create will typically be for tasks that are repe-
ated often, it’s a huge time-saver if you can set up new tasks from a template.

This feature typically works by allowing you to create a new task from 
a previously created template, containing the standard description, sub-
tasks and links. Then it’s just a case of modifying any specifics, such as the 
assigned team member and the deadlines.

Duplicating previously created or completed tasks is also fine, as long 
as the standard elements remain the same and the details can be modified 
as required.

 ; Permission levels and project visibility

Depending on the size of your business and the nature of your work, 
this might not be strictly necessary, but permission levels can be useful to 
limit what team members can and can’t access.
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A department head, for instance, might have the ability to create and 
assign tasks, whereas a regular team member might only be able to access 
and comment on tasks to which they’ve been assigned.

There are obvious security benefits to this feature, such as preventing 
individual team members from seeing what other colleagues are working 
on or keeping certain client details confidential. But this feature can also 
be used to make the software easier for your team to use. With restrictions, 
you can make it so team members only see the tasks that they’ve been 
assigned and literally nothing else. This gives clear focus.

 ; Intuitive and easy to use

Due to the wide variety of variables between companies, industries and 
situations, it’s easy for project management software to quickly become 
overcomplicated. Just remember the key criteria I’ve outlined here and 
avoid chasing the latest and greatest shiny feature. 

Unneeded features create complexity, complexity creates friction and 
friction lowers adoption.

There’s nothing wrong with a broad feature set in itself, especially if 
you know that you’ll have use for many of the extras. But an intuitive 
platform that can be mastered quickly is far more important. 

Remember, it’s going to be your whole team who uses this program, 
and not everyone may be tech-savvy. If the platform is awkward to use, 
difficult to learn or even just slow when navigating from one page to the 
next, it’s only a matter of time before your team starts looking for ways to 
limit their need to use it.

You don’t want to find yourself in a situation where people only log 
in to the project management software once per day, right before they 
finish for the day, just to tick off everything. This destroys the core benefit 
of project management software, which is to get your team to use the 
systems and to record their progress as they’re doing their work.
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Making the final decision

Before making the final decision on which project management software 
to use, put together a small focus group to test it out. Help them 
understand that the purpose of this platform is to make their job easier 
and get them to run a few projects and tasks through the platform, asking 
for their feedback.

Don’t expect ringing endorsements from everyone, but listen to 
the feedback and carefully consider any criticisms before you make 
your choice.

A word on automation

I love automation as much as the next guy. Who wouldn’t want the robots 
doing the work? But before you start setting up automatic triggers that 
fire once the previous step is complete or before you hook up Zapier to 
automatically fire a zap every time someone sneezes, let me suggest you 
try ‘human automation’ first. What’s human automation, I hear you ask?

It’s how Google approaches things – you know, only the biggest tech 
company in the world. It would be easy to think that Google would jump 
straight to automation when improving their search engine results. Of 
course they would rely on the machine to do all the heavy lifting when it 
comes to calculating things, right?

This isn’t the case. Instead, Google’s search team first identifies 
something they would like to improve. They then create a hypothesis and 
supporting documentation (a system) to test. Then the testing begins with 
thousands of manual testers, testing the results of the change. Google 
wants to fully test their hypothesis with human oversight before fully 
automating the system. This all takes place long before it is fully codified 
and then incorporated into the search algorithm.

So what’s the lesson here? Think like Google. Do it manually first, 
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perfect it and then automate it. This applies to all things in business! There’s 
no point automating something ’til you’re sure it’s worth automating.

Systems management software

It’s more common for a company to have project management software 
or job management software than systems management software, which 
speaks directly to the primary reason so many businesses have trouble 
with their systems and processes.

Where do you think most companies store their systems?
They’re often scattered all over the place – they’re on people’s desktops, 

some are in Dropbox, others are in Google Drive or SharePoint, some 
are stored in Microsoft Word and others in text files. Some have wikis, 
WordPress plugins or even Google Sites.

The point is, if they’re everywhere, that really means they’re nowhere.
Systems management software solves this by creating a central location 

for all your systems and processes – it’s the home of your most important 
business asset. Systems management software is purpose-built to make 
this whole process of business documentation easy and fun.

So how do you find a platform that’s right for you? Here’s my 
buying criteria.

 ; Dedicated systems management software
 ; Attaching rich media
 ; Permission levels
 ; Sign off
 ; Intuitive and easy to use

 ; Dedicated systems management software

My first tip is to avoid storing your systems in document management 
or file storage platforms (like Dropbox, Google Drive, Box, SharePoint, 
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etc.); these quickly evolve into an unorganised mess of random folders, 
files and inconsistency.

Similarly, avoid wiki-style platforms that requires coding, HTML or 
special knowledge to use. Any platform with a steep learning curve or 
one that will primarily rely on only a handful of team members keeping 
it up to date is doomed to fail. To build a systems culture, you want your 
whole team to ‘buy in’ and use it.

You’re looking for software that has been designed with the explicit 
purpose of creating, editing and managing your systems. If it handles your 
company policies and other training, that’s a bonus. Yes, it’s possible to 
hack other solutions together but this typically comes with compromises.

Remember, your systems management software will house the most 
important asset in your business.

 ; Attaching rich media

When it comes to building your systems, you need all associated resources 
in one place. From spreadsheets, to images, to audios, to email templates, 
to videos, to flowcharts, to any other file types that can’t be added through 
regular text, it’s best if you can embed those directly into your systems.

For example, your original extraction videos should be embedded 
directly to the relevant system. The software might require you to first 
upload the video to a sharing site, such as YouTube or Vimeo, before 
you can embed the video, and this is perfectly fine as long as it can be 
streamed directly from the systems documentation page without having 
to go to an external site or having to download the video.

The key is to have everything in one place.

 ; Permission levels

It’s critical to have varying levels of access. Not all systems will be 
relevant or, for security reasons, need to be seen by everyone. You need 
to be able to assign systems to roles and then those roles to individuals, 
thereby limiting what they can and can’t see and edit.
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This particular feature also allows for quick and easy reassigning of 
roles and associated systems when team members are moving up or on. 

This one is a biggie and often where non-dedicated platforms fall short.

 ; Sign off

Another handy feature and one of the secrets to compliance is to 
remove the possibility of a team member saying “I didn’t know.” Team 
members simply sign off and agree that they have read and understood a 
system. Be sure your systems management software has this feature. 

 ; Intuitive and easy to use

Similar to my recommendation for your project management 
software, but perhaps even more critical here, is ease of use. Good 
systems management software should require almost zero staff training 
to get everyone up to speed. It should look and work in a way with which 
team members are already familiar.

Avoid excessive, often unnecessary, features that also overlap with the 
goal of your project management software. While automated workflows, 
active checklists, data collection, etc., all sound great, most of these 
features should live inside your project management software which 
manages the ‘who does what, by when’.

Rather than making decisions based on “Oh, wouldn’t that be cool” or 
“That looks like a great feature”, always come back to the primary purpose 
of the tool.

Systems management software is where your systems are stored so 
they can be easily accessed by you and your entire team.

Project management software tracks all of your projects, ensuring that 
every team member knows what tasks they should be working on and 
when they’re due.

Together, these two components are vital to your success in building a 
systems-centred business.
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Software sorted – what’s next?

Time to make these platforms your own...

Step #1: Customise your project management software.
I’m going to keep these next two steps super short since it’ll be hard 

to give you direction other than the basics – this will depend heavily on 
your business, your team and the software you have selected.

That said, within your project management software, begin by setting 
up a workspace for each of your different departments identified (sales, 
marketing, operations, finance, human resources and management). 
Underneath the relevant departments, create tasks to match those 
identified in your Critical Client Flow and assign the knowledgeable 
workers related to them.

Step #2: Customise your systems management software.
Within your systems management platform, create folders (one for 

each of your identified departments, and sub-folders to help further 
organise things) and begin importing the systems you’ve created in early 
chapters. Assign those systems to their knowledgeable workers, grab the 
links to each system and post them in your project management software 
next to their corresponding tasks. 

Don’t worry if you can’t visualise this just yet! It’s always easier when 
you see how someone else has done it. Watch a short video showing 

you how your project management and systems management 
software work together – it’s inside the resources here: 

www.SYSTEMology.com/resources
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Final word on software

To ensure this book stands the test of time, rather than recom-
mending specific software we use by name, I decided to focus on 
the key considerations when making your decision. As I said ri-
ght from the start, no software alone will be the silver bullet. 
See www.SYSTEMology.com/resources for current recommendations.

People are often drawn to bright, shiny objects, and while software 
may appear to be the missing piece that will solve all your systemisation 
woes, there’s much more to it than a piece of software. Transforming 
your business into a systems-centred business needs the right software, 
training, management and culture.

As you progress through SYSTEMology, you will learn how to install 
all of these vital components.
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Case Study Mount Martha Preschool

Mount Martha Preschool is a highly regarded play-based 
non-profit preschool local to the coastal bushlands of 

Victoria. The school consistently meets – even exceeds – federal 
quality standards thanks, in part, to the committee of parents 
that leads it.

Soon after joining, committee member Daniel Power-Mirfin 
noticed that poor succession planning was causing stagnation 
and disorganisation in the decision-making process. When 
committee membership turned over, new members needed 
a month or more to get up to speed before they could even 
consider new policy initiatives. Talk about lost time! 

As a supervisor in the mining industry by day, Daniel was 
no stranger to the importance of systems in highly regulated 
industries. That said, he also knew that the red tape many of 
these software solutions introduced would stop the initiative 
dead in its tracks for the preschool committee. 

Daniel followed the SYSTEMology framework and moved 
from Word documents in Office 365 to an online systems 
management software, and this was a game changer. Finally, 
they had a solution that bridged the gap between systems, 
federal regulatory policies and training. With all the knowledge 
stored in one location, Daniel says, “future committees now 
have the tools to hit the ground running”. 

What’s more, the school is better equipped to honour 
their values with transparency between committee 
departments, teachers and staff. It’s amazing what a little 
reorganisation can do!
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“Organise” action steps

 ■ See our current preferred platforms at www.
SYSTEMology.com/resources. 

 ■ Identify what software you will use.

 ▶ Step #1: Customise your project management software.

 ▶ Step #2: Customise your systems 
management software.
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