
Documenting Processes 

Hey, it's Ben Robinson and welcome back to Bookkeeper Lab, and we're going to be discussing 
processes. Now we're going to break these down because there's a couple of ways in which to 
do this, and I want to sell you on the idea that in order to transform your business, in order to 
scale your business, in order to make it such that it's a fluid running, well-oiled machine, you've 
got to have processes. What we're going to do in these lesson series is that we're going to talk 
about documenting those processes and then we're going to talk about optimizing those. I'll let 
you know right off the bat that this is a evergreen thing that you have to do, and we'll talk 
about that as well and how you continue to make improvements on it. It's not a one and done. 
It's like mulching your yard. You got to do it multiple times, but let's talk about the processes. 

Let's talk about documenting those, but before we get into it, I want to make sure that we're all 
on the same page when we're talking about processes because you hear the words systems, 
you hear processes, and you may think that a checklist is part of that, and it is, but let's really 
quickly define what those are. You see, your business is a collection of four systems, okay? The 
first system, and I'm going to abbreviate here, is marketing. The second system is sales, the 
third system is your deliverable, delivery, and your fourth is admin. Your business, this is the 
entirety of your business, is made up of four systems; marketing, sales, delivery, or 
administration. Everything that you do in your business is related to one of these. 

That's from a very high level. But what we want to do and what we want to focus on, we want 
to have processes inside of each of these systems, okay? So, what we're going to focus on is the 
delivery. That's where we want to start because this is what our clients see. But you can use this 
same process that we're going to go through, processes for processes, you can go through this 
same thing and use it regardless if it's marketing, sales, delivery, or administrative. I'll tell you, 
start right here with delivery, and obviously go into marketing, go into sales and use this. 

Now, one of the big mistakes that I see people make when it comes to processes is that they 
get overwhelmed. And there's a number of reasons for that. What we've done is really boiled 
this down to its essence and you're going to be focusing on the things that you need to focus 
on. The first thing that you've got to do, step number one, is to list out your processes. Okay, so 
let's start with delivery. What is everything that you do to deliver the product, deliver the 
service to your clients? Let's think about it from a monthly financial statement preparation, 
what do you do? Well, one of your processes is, the big process, is to deliver financial 
statements. 

The sub-processes are, okay, I've got to get all the information, I've got to categorize all the 
expenses and income, I've got to reconcile the accounts. All the different things that you do. 
First step is to list out all of these things. List them out because these are your processes, these 
are the things that you're going to document, and don't worry, we're going to give you a way in 
which to do it that it doesn't take you a lot more time than it already does to do the work that 
you're doing. 
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Once you've listed out all of the activities that you've done, those are basically your process 
buckets, or those are all the individual tasks and such. What I want you to do is to take all those 
and to put them into a bucket. Thinking about it from this perspective, if we're going to retrieve 
all the information, so let's say we've got bank feeds, so we're getting all the information, we're 
categorizing it, and then we're reconciling it. That's all a process. And don't worry if this is like, 
"Oh, I don't know if it goes here or there." It doesn't matter, we're just going to document it, 
okay? If you include too much in a process or too little, we can always adjust it, but the big 
thing here is to list out every single thing that you do. 

Then what I want you to do is once you've got those listed out, you're actually going to go in 
and do the thing that you're talking about. Let's say in delivery, you are going to retrieve all of 
the information. You're going to get all the information. Let's just call this info gather right here. 
This would mean getting the bank feeds, making sure that they're set up, making sure that all 
the information is in, making sure that everything that you need from your client is retrieved. 
Whatever that process is, you're going to actually do that. What is the first thing that you do 
when it comes to the deliverable of your clients? What I want you to do is I want you to get 
some sort of screen capture software. You can use Snagit, you can use Camtasia, you can use 
Screencast-O-Matic. There's a lot of different things that you can use. Don't get too bogged 
down on that. They're going to cost you about 50 bucks for the year to use that, but they are 
worth every single penny. 

What I'm going to do now is that I'm going to fire up the screencast. I'm going to record myself 
so it's recording my computer screen and it's recording my voice, and what I want to do, I want 
to actually do the process that we're talking about here. I want to do info gather, and as I am 
doing it, I am speaking what I am doing. Now, this in and of itself is a great thing because it puts 
you in a different framework. It puts your mind in a different place because now you have to 
say, what exactly am I doing here? You have to articulate it with words instead of just doing it. I 
will tell you when you go through this stuff, default to giving out too much information than too 
little. We can always pair that back, and we'll talk about how we improve and what we do after 
this later. But the only thing that you're doing right now is the actual work. The only thing extra 
that you've added is that you're using a screencast. You're recording your screen using Snagit, 
in my case, and you're speaking it out. 

Okay, now I'm going to the bank. I'm making sure that the bank feed is there. Now I'm going 
and pulling the bank statement or I get that bank statement from whatever service that I'm 
using. Now I'm doing this, and this is where you go and go up to edit, all those different things is 
what I'm speaking. Basically, if I were explaining this to a 10th grader, they would understand 
exactly what I'm doing. When you get done, what have you done? Well, you've done that 
process and you've documented it, and when you get done you press end and it's going to 
create an MP4 file. An MP4 file is just a fancy way of saying there's a video file and there's an 
audio file, and what you're going to do with that is that you're going to use a service like 
rev.com, R-E-V.com to transcribe that. What it's going to do, they are going to take that 
information for a dollar a minute, they're going to transcribe this. 
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It costs a little bit of money, so let's say that that took you 15 minutes. Rev is going to charge 
you 15 bucks, but what you're going to get back is a Word document and a PDF document of 
what you just spoke. Now let's stop and pause and consider where we are right now. What 
have we done? We've actually done the thing, the process that our client pays us to do, so we 
can check that off. We've taken that file, we've shared it with rev.com, they've given us back a 
transcript in a Word document. It's editable. We can go and do something with it. Now, the first 
thing that I do is I read through that as soon as Rev gives it back to me, I read through it and 
then I edit. I take out all the ums, I'll take out anything that's not needed, and then I have a 
written transcript of how that process goes. 

I have a video that somebody could walk through, and I have a written transcript that 
somebody could use to go along with that. Now, the great thing is, is that if you're training 
someone else to do this, whether it's today or whether it's six months in the future, they now 
have something to go by. You can say, instead of showing them, you've already done it, "Hey, 
go watch this video, follow along with this transcript and see if you have questions." That's 
documenting of the process. Now, one of the things that I would encourage you not to do 
during all of this is to try to throw in some piece of technology that you don't understand. Let 
me give you an example. We were going to be documenting our processes, so rather than just 
use technology that I already knew, I threw in something new. Now I'm doing something that 
I've never done before, document my processes, and I'm trying to also combine a new piece of 
technology. That's a recipe for disaster because you're working on two planes, you're trying to 
do two new things at once, and that's too much. 

So, what have we used up to this point? You're already using the screencast, which that's pretty 
simple. You're using Word or if you're using Google Docs, you're using a Google Doc to just 
document all of those things. That's the information gathering. You're going to do this for each 
and every process that you do. Now, the way in which I prioritize these, I try to do them in 
chronological order. If you can't do it that way, if there's times in which you can't do this 
process or you can't do this thing until you go to this, you can go away, but at the end of the 
day, what I want to see is your entire process documented. I want to be able to come into your 
business and watch your videos and read your transcripts and to pretty much know what you 
are doing. 

Now let's talk about client nuances, because you want to make your process as streamlined as 
possible. For client one, client 10, client 100, those processes should be identical if at all 
possible. You don't want to have a big variance from client to client when it comes to the 
different processes. This is another reason everything comes back to a niche. It makes it so 
much easier within a niche to have the same chart of accounts, to have the same process that 
you go through. You gain a lot of synergies by having that niche. But if there are nuances to 
each client, which there are for every client, what I do is that I record a video, a pretty short 
video, showing any of those nuances. So at this point, if I've listed all of the processes, I've 
documented all of them, now I'm going into each individual client and documenting what's 
unique about them. 
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So again, if I'm hiring somebody, having a team member, whether that's a virtual assistant, a 
bookkeeper, it doesn't matter, they can go in and not only know how we do the process, but 
how it's unique for this client right here. Now, this is not meant to go into the team and how 
you do all that. We do that in later courses, but this is really meant to you document your 
process. Here's one word of caution. As you’re going through and documenting these 
processes, you're going to think of a different way to do it, and that's fine, but not now. What I 
want you to do is to document processes as is. 

In the next video, what we're going to do is we're going to cover how you optimize those 
processes, how you continue to do that. But first thing's first, understand that your business is 
made up of four systems; marketing, sales, delivery, and administration. Understand that we're 
going to focus on delivery and listing out every single thing that we do, and then starting to 
document that process. That's all that we're doing right now. You may have the most efficient 
process in the world. You may have one that has a lot of room for improvement. I don't care. 
But up to this point, I just want you to document. 

So to recap, what do you have? You have a video showing me the process. Pretend now I was 
coming in, you have a video showing me the process, you have a transcript showing me so that 
can read it, so if I'm a reader person that learns that way, or if I'm somebody who likes to 
watch, I have all of it right there. I want you to do this for all of your processes. Now, this is 
something that you can't do this in a month. What I would tell you to do is to commit to 
yourself to focusing on the ones that are as simplest. Again, if you can go through in 
chronological order and document these, that's great, but start. Get two processes nailed down 
this month. Get two next month, and before you know it, and in a year's time, you'll have all of 
your processes documented. 

That's your very first step. Again, don't try to use any kind of new fancy technology, use Excel, 
use Word, use things that you're already familiar with. In the next lesson, what we're going to 
do is we're going to take a look back at our processes as a whole, and we're also going to look 
at the individual processes and say, how can we make them better? 
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