
Why owners need 

systems for their 

business. 

Systems keep you healthy 
and balanced. Systems keep 

your business functional, 

measurable, and successful.  

System Design for 

your business 
 How to make 

systems for your 

business 

Prioritize, 

Systemize and 

Delegate 

Together we’ll identify the 
things you want for your 

business, and from your 
business. Setting goals, 
discovering what makes 

your business run.  

Some activities are more 
important to your business 

that others. Systems plus 
priorities equal a low stress, 

healthy business.   

System Design for Your Business 

Author: Jennifer Ford 

Copyright © 2018 Frederick Mountain Group 

Phone: (512) 277.5047 - Website: www.frederickmtngroup.com 



 

2 

Why you need systems to manage 

your business. 

You need systems so businesses don’t run your life as an owner, and so you do not 

waste time or energy doing things for your business that do not move the business forward.  

Either you run your business or your business runs you. It is that simple. For the 

established business owners I work with, they come to me for help because their businesses 

are running their lives.  Long days lead to long weeks.  

If you are like these folks, at the end of a week or month, you are probably asking 

yourself where the time went and what do you have to show for it? Even when businesses 

are doing well, owners without systems are usually mild to moderately unhappy with their 

businesses.  

Systems solve the problems inherent to small business ownership.  The first thing you 

need to understand as the owner is that your time is incredibly valuable to the business, so 

what you spend your time working on as the business owner dictates the profitability and 

success of your business. We are going to walk through a process for designing systems that 

have two key functions, smooth operations and focusing your time on the most valuable 

activities for your business.  

A 

 As a business owner, 

your time is incredibly 

valuable. Your time is 

also in high demand.  

How to do you ensure 

your venture will 

continue to be successful, 

but also balance your 

work and delegate so you 

do not drive yourself to 

exhaustion?  

 

The answer is in this 

short handout. Together 

we are going to find out 

what activities drive your 

business and how to 

create systems to 

manages those activities.   
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How to make a system for 

your business. 

Meet Tom, You are Tom 
We are going to use Tom the Table Maker to 

illustrate how to make a system. Tom runs a small but 

profitable custom table-making shop. He has been in 

business about ten years, has two shop assistants to help 

in the manufacturing process.  

 Tom started out on his own, making tables in the 

back of his house, after a couple of years and some great 

successes, he moved to a light-industrial office park on 

the south side of his town. That was about as far as Tom 

got with his expansion. He still does his own books, 

handles his own invoicing for both clients and vendors, 

does the payroll, manages the taxes, answers the phone, 

goes after clients, and processes the orders. The two shop 

assistants just help him build based on specific 

instructions and oversight by Tom.  

 At first, this way of doing things worked. 

However, now Tom finds himself coming into the shop 

early to catch up on paperwork, and staying late to deal 

with . . . more paperwork. His spouse is grumpy because 

his spouse never sees Tom anymore. The kids are grumpy 

because Tom is often exhausted and grumpy himself 

when he gets home. The kids are also getting older and 

need things like braces, summer camp, and eventually 

college tuition.  The business needs to make more money, 

but Tom cannot imagine working any harder than he 

already is to make that happen.  

 Tom is you, you are Tom. Together we are going 

to figure this out.  

That is Tom. 
 

Yeah, I know he is doing 
drywall. This picture works, 

so just go with it for now. 
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Step 1: Make a Business Wish List 
Thankfully, Tom came to Frederick 

Mountain Group for help, good job Tom. The 

first thing we are going to do is figure out what 

Tom wants out of his business going forward.  

 There are a lot of ways to run a business, 

there is not magic formula, and anyone who 

tells you otherwise is a dirty liar. Okay, it is not 

that serious.  The question is what do you want 

your business to look like and what do you want 

from your business.  So, Tom made a list of 

things he wants and he wrote them down for me 

and you.  

Alright, Tom! Now, you go do the same 

thing. Get a piece of paper and write down what 

you want. This little handout does not work 

unless you work it. 

Tom’s Business Wish 
List 

 

1) Less time doing stuff I don’t 
like (paperwork).  
 

2) More money to me, not just 
the business 

 
3) A way to keep it all going 

without the stress. 

Why do I need a wish list? 
 

We make the wish list first because it will guide us during the system-making process. If 

Tom liked working 14 hours a day, I would not necessarily recommend a system that relies 

heavily on delegating tasks.  If Tom did not have the “more money” financial goal, the 

system we design would focus on improving the status quo from a financial standpoint. 

The system, your business system, has to move your business toward a goal you 

support. If not, the process of change, experimentation, and implementation will fail. You 

will quickly go back to your old ways, and abandon the system. So you need a goal and an 

end game to make it all worthwhile. Systems need goals, you need goals. 

 “Would you tell me, please, which way I ought to 

go from here?"  

"That depends a good deal on where you want to 

get to."  

"I don't much care where –"  

"Then it doesn't matter which way you go.”  

― Lewis Carroll, Alice in Wonderland 
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Step 2: Make Another List 
“Another list? This is getting out of hand!” No it is not, this next list is a very important list, 

very important. This is the list of all the activities that make your business run. Just write 

down everything activity you can remember. I put a five minute time limit on this so you 

don’t go crazy. Let’s see what Tom came up with.  

Once again Tom gets an A+ on his homework. No one knows your business as well as you, 

so you are the best person to make this list.  

- Build tables  
- Get customers 
- Talk to customers 
- Order supplies for projects 
- Bill customers 
- Bill Vendors 

Tom’s list of stuff that makes his business run 

- Pay taxes 
- Pay bills 
- Design tables 
- Send out designs for Approval 
- Contracts  

Step 3: Break it down, write the processes behind the activities 
Go through the things you just listed and provide a detailed sub-list of each of these 

processes.  This is the most important part of your systems creation process. It is not enough 

to say, “bill customers.” Which customers are billed? When? To whom do they make the 

check to? How much do you bill the customer? Why? 

 

Go back and look at your list and do a step by step as 

if you were explaining it to a new hire. I am going to 

pull one item from Tom’s list and break it down so 

you can have a visual for this process.  

Get Customers: Example Break Down 
 

(1) Respond to customer inquiry, customer inquiries are usually a phone call. 

(2) Ask customer what they are looking for in a table 

(3) Walk customer through the Tom’s Table approach to custom table design. 

(4) Explain the engagement/ contract terms. 

(5) Setup appointment for first meeting 

(6) Rough sketch for meeting based on customer’s stated wants 

(7) Customer meeting, close at end of meeting with contract. 
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- Build tables (8) 
- Get customers (1) 
- Talk to customers (3) 
- Order supplies for projects (7) 
- Bill customers (6) 
- Bill vendors (9) 
- Pay taxes (11) 
- Pay bills  (10) 

 Organize around business functions, not 

people. Build systems within each business 
function. Let systems run the business and 

people run the systems. People come and go 
but the systems remain constant.  

- Michael Gerber, E-Myth Revisited 

Step 5: Take a Look, Systemize and Delegate  
Look at your business, circle the activities that only you can do. For instance, if taking out 

the garbage is on your list, I bet you are not the only one skilled in that activity. On Tom’s 

list, however, there are a couple of items that he is probably better at than his two shop 

assistants right now.  

Of the items you circled, how valuable to the business are the things that only you 

can do? I tell my clients that business owners are usually worth about $200 a hour. What? 

Yes. You opened the doors on a new company, you kept it going this long, you have built it 

into what it is today. Your drive, energy, skills and experience are incredibly valuable to 

your business, and to others who might follow in your footsteps. I bet there are already 

people asking you about running a business and how to do it. You are worth at least $200 

an hour.  

If you would not pay someone $200 an hour to do the activities you are currently 

Step 4: Prioritize the List 
Now that you have a working list, we are going to do some mark-ups. We need to organize this 

list based on the most important activities for the company, the activities that drive your 

business.  Just number them with 1 being the most important then move from there. 

 

Spend another five minutes marking up your list. Tom is going to do this as well.  

- Design tables (4) 
- Send out designs for 

approval (5) 
- Contracts (2) 
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doing, it is time to delegate and teach. A good process is repeatable, teachable, and 

“reviewable.” I want you, and Tom, to simplify your business life, but I want you to be able 

to easily check your company’s status as well. 

 

When you start out, because of limited resources (specifically cash) it means you have to 

wear a lot of hats and do a lot of jobs for your business to grow. Once you are up and 

running you need to delegate and hire to continue to grow the business. The list you created 

in Step 3 is designed to show you which activities are ready for delegation (after you have 

laid out a process that works to accomplish the goal of that activity).   

 

You can have a hobby that also generates some income for you, or you can have business 

that meets your financial, emotional and lifestyle needs. Once your business gets big 

enough, the choice will be made for you. But, you can take control and make the conscious 

choice now to implement systems and focus on growing your business.   

Let’s pull all this together. 
 

Step 1: Make a wish list 
Decide what you really want from your business and for your business.  

 

Step 2: List all the activities that drive your business 
Make a list of the stuff you, and your team, do to keep the business running, keep money 

coming in and products or services going out.  

 

Step 3: Break down the activities 
Explain the processes behind the activities. This is the 

show your work portion. 

 

Step 4: Prioritize  
Not everything on the list is equally important. Decide 

which activity is most important, which is second, and 

so on.  

 

Step 5: Systemize and Delegate 
An easy way to start to pull back from every task is to 

look at the most important activities in Step 4, you will 

probably want to stay closely involved or continue to 

process these tasks, but as you move down the list, and as you look at the processes within 

each task, you might see opportunities to create systems where you can bring in assistance 

or delegate the process entirely. 
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Tips, Tricks and 

Reminders 
Good systems take time to create, 

they also take time to teach. So, if 

right out of the gate, your system is 

not working the way you want, have 

patience, give it a chance and be on 

the look out for ways to improve your 

system.  If someone is learning your 

system, have patience, you were not 

perfect right out of the gate. Look for 

ways to give back constructive 

feedback to your team that makes the 

team better and the system better. 

 

Take some time with this handout and 

the Five-Step system. I know it is a 

fairly involved process, but once you 

go through the exercise and put 

systems around the activities that drive 

your business. 

 

 

For more information and for help designing systems for your 

business, feel free to give Frederick Mountain Group a call or 

an email.  

 

Phone: (512) 277.5047 

Email: Jenn@frederickmtngroup.com 
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