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 Optimizing Operations 

 
Leveraging your time and resources is incredibly powerful. The right technology working together 
will exponentially leverage your time, streamline your operations and skyrocket your productivity, 
while the “wrong” technology becomes one more thing for you to manage. Solid systems and tried-
and-true technology are the methods that will help you maximize both your time and effort, and 
allow you to seamlessly scale as you grow. Implementing systems also will ensure consistent high-
quality service and interactions, for everyone from team members to referral sources and 
prospects to clients.  
 
As you begin adjusting your systems and tech to allow for scale, it’s important to pause and ask 
integral questions (like where are we and where are we going?), before moving into the process of 
building solid systems. The below 3-step process below will ensure successful adoption of new 
systems and tech, and also be helpful in insuring they integrate well with your current systems. 
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Systems & Tech Best Practices 
 
Your primary goal initially is to simplify and standardize your operations. Figure out WHAT gets 
done (really). After you ask yourself this question, you will need to commit to systematizing and 
specializing your people and technology along the way, with an end goal being an automated 
system. The process of automating your practice may seem daunting, but the following questions 
and steps will help you maximize your time and energy as you move through the process.  
 
ESTABLISH A TECHNOLOGY AND SYSTEMS REVIEW PROCESS 
Reviewing your systems and tech should be a function of your business and an ongoing part of 
your annual business review. Include the steps outlined below as you review and develop your 
strategic plan to refine your technology and systems annually. 

 
1. WHERE ARE YOUR SYSTEMS & TECH TODAY? 
First, identify what technology you currently are using today. Use the Tech Stack 
Quiz to assess and map out what technology you already have implemented. This 
will help you recognize where you are on the tech scale, from an old school “Leader 
of the Luddites” (few systems and limited tech) to progressive “Tech Savvy 
Rockstar” (fully leveraging systems and tech and early adopters), as well as whether 
you have too much or too little tech. 

 
Next, evaluate if you have the critical systems in place to succeed. Use the Simple 
Systems Template to determine what systems need to be developed, as well as 
ensure a consistent checklist is followed when creating them.  
 
Remember that it is important to build a system for your systems as well. A tool like 
the Business Systems Inventory or Asana will allow you to track your existing 
systems. Remember to keep the system as simple as possible, assign clear owners, 
look for potential breakdowns, involve your team and commit to it. 
 
2. EVALUATE & PRIORITIZE IMPROVEMENTS & CHANGES  
After you have reviewed your current systems and tech, use your Tech Stack to 
identify gaps and holes in your core systems and how they integrate with one 
another to locate areas for new tech growth. Prioritize changes based on what is 
easiest to do, delivers the highest value to clients, will yield the greatest return and 
will eliminate your biggest pain points. Make sure any new systems you choose to 
focus on will integrate well with your existing tech and processes.  
 
For technology, be sure to review core technologies like CRM, scheduling, document 
management, investment and portfolio management, financial planning and file 
storage and sharing.  
 
Next, evaluate core business systems like scheduling, client processes, client 
meetings, team meetings and communication, operations workflows, and your 
annual launch plan process.  
 
Let entrepreneur Dan Sullivan’s mantra, “Who, Not How,” guide you as you assign 
processes and look for systems that will be a natural fit when paired with the correct 
team member. Remember, involvement equals investment. Allow employees to have 
a deeper understanding of the purpose of their job and how their work impacts 
others by being involved in the change process.  
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EVALUATE 

BUILD 

COMMUNICATE  
& TRAIN 

IMPLEMENT  
& ADJUST 

 
3. BUILD INTO YOUR ANNUAL LAUNCH PLAN  
Successfully moving through the process of identifying where you are today, 
prioritizing improvements and changes, and then building those into your 1-Page 
Business Plan will allow you to create systems that will serve you well. Reviewing 
technology and systems annually will keep your systems and tech from getting stale 
and, instead, allow it to grow and develop as you do. 

 
BUILDING SYSTEMS AND TECH  
Once you have identified your priorities for which new tech and systems to implement, follow the 
4-step process below to put it into place. This will ensure successful, smooth adoption of new tech 
and systems and allow for flexibility along the way: 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
  
 

 
 

 
 
 
 

 
EVALUATE 
As you evaluate, take time to figure out what is getting in your way. What works and what doesn’t? 
It’s likely that improving your business process will involve changing existing systems, teams or 
processes, so prepare for any additional business changes (ex. acquiring new software or hiring a 
new team member). Asking the right questions upfront as you build your system will help you ensure 
you are prepared for changes and avoid the overwhelm of a “new system avalanche”. 
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BUILD  
As you build your system, create a plan, map it out and then integrate. Extremely 
important to this process is creating clear ownership. This means detailing who is 
responsible, what their task is, by when, and the materials they will need to be 
successful.  
 

COMMUNICATE & TRAIN 
We all know that change is not always easy. Even leaders can be resistant to it, 
especially when it involves changing a process that we have been using for some 
time. We can use tools such as the Change Curve, Clear Habits Journal or Kotter’s 
8-Step Change Model to overcome resistance to change. When sharing changes 
with a team, remember to: 

• Share motivation & purpose 
• Set expectations 
• Define success measurements 
• Hold accountability check-ins 

It can be helpful to resolve concerns up front with direct questions such as, “It 
sounds like you are concerned about XYZ. What could we do to eliminate or 
mitigate that concern?” 
 

IMPLEMENT & ADJUST 
It can be tempting to simply put a new process into place and expect smooth 
sailing. Instead, continually adjust, asking probing questions like, “Where did this go 
wrong?” and “Show me the holes.” Successfully implementing new systems in a 
process…but one that is worth the effort! 
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Optimizing Operations Resources 
 
The below are some of the available processes, worksheets and samples you can 
implement to maximize your time and manage your systems & technology. 

EDITABLE VERSIONS ARE AVAILABLE. 
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