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Summary:
The owner expressed difficulty in communicating to his employees at the

lowest level, which was causing issues with efficient work process and
general processes across his business. He was concerned that he did not
have the right team breakouts that was causing a strain in the work that
needed to be done, but he was unsure of what to do in order to improve
the work that needed to be done. He was worried that the processes were
not flowing as well as they should have.

Common issues:

This owner grew his business very quickly, which a lot small businesses
do, without the consideration of proper management and documentation.
“"We know how to do it...let’s start a business.”

The benefit with this owner was that he was ready for a change, which is
optimal with our work. He knew he needed to put managers in place, but

was not sure how to start this process.

When we sat down with the owner to discuss his business and what
work he currently was processing, outside of his main business of

Search Engine Optimization (SEO). It was clear, during our
conversation that he had a lot of moving pieces. He fulfills

many services that fall within the scope of SEO such as,
Google Business Profile(GBP), link building, Website
builds, On & Off page work, etc.

There were some Standard Operating Procedures (SOP’s)
for the current employees to follow, but they were not
detailed enough for there to be continuity and
understanding efficient work and the of process flow
throughout the work that needed to be done.

This employer has employees all over the world, so this
documentation is paramount in order to manage people
from afar.

We needed to work with the owner to identify

what the roles of his current employees are and what
their current responsibilities entail. At that time the
owner did not have a thorough Organization Chart. This
will be a paramount process to create to break out teams
and leadership that was required. Especially if the

owner was going to need to hire new employees.

Leadership
takes
intentionality.

The ability to be
intentional will
look different
for each of us.

Find what'’s
right for you
and build from
that. Don't
allow what you
feelas a
weakness to
stop you from
finding success.



Approach:

When we sat down with the owner to discuss his business and what work he currently
was processing, outside of his main business of Search Engine Optimization (SEO). It
was clear, during our conversation that he had a lot of moving pieces. As previously
mentioned, SEO DC fulfills many services that fall within the scope of SEO such as,
Google Business Profile (GBP), link building, Website builds, On & Off page work, etc.

This made us realize it was imperative to design a management system that would
allow the owner to have direct managers to speak to and not have to go to the lowest
level in his teams to receive updates on the status’ of work being done.

We created a Project Management workflow process, where the owner hired Project
Managers and Task managers to ensure he had the proper leadership in place to allow
his growth to continue easily and efficiently. We also recommended at some point in
the future that he hires an Operations manager, this will allow his sections to grow
even more. Breaking up the specific tasks in SEO and GBP work.

Results:
Restructure the entire business to follow a project management process outline.

Hired key managers:

e Operations Manager over all Project managers

e Assistant Operations Manager to assist in managing PM’s

e Project Managers over all companies that are now identified as ‘Projects’

e Task Managers under the project managers to work the specific tasks such as
Google Business Profile (GBP), link building, Website builds, On & Off page
work, etc.

e Hired quality Control person to review all projects before PM documents that
its complete.

e Hired an Auditor to finalize the projects within each step and scope of work that
is required prior to the owner accepting as a completed project.

Implemented Daily Project Manager meetings to assist project manager
growth and handle project issues as they arise.
e Providing time for PM’s to discuss issues

Implemented Weekly Manager meeting to discuss managerial issues, as
well as, process issues. Also allowing the owner to have time to mentor
managers.

Implemented Weekly company wide meetings
e Providing time for employees at all levels to discuss issues and allow them a
time to understand company wide updates and changes.

Continuing to grow: We have continued to assist this owner with our business
coaching services. He has been able to blend the 2 businesses he owns and continue
to add new positions and grow in the digital marketing community because of the
changes we have made together. With our guidance, this business has grown 400%
in the last 2 years.
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