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T h e  S t a r t i n g  P o i n t

Business Context & Project Driver

A digital marketing agency with six services and strong delivery, but no operating system. The goal was to create a model that prevents revenue loss and supports growth.

H O W  W E  W O R K E D  T H R O U G H  I T

BUSINESS → CLIENTS → PROCESS → PROBLEMS → PRIORITIES → NEXT STEPS

THE PRO BLEM

Delivery was not the problem.

Work depended on experience and informal coordination, not on 

an established operating system.
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T h e  A p p r o a c h

From Whiteboard to Process Model

Messy reality on a whiteboard, turned into a precise, shared blueprint — the exact moment ad hoc habits became a system anyone can follow.

LIVE MAPPING

The end-to-end flow, drawn with the team in the room.

→

FORMALIZED BPMN MODEL

FORMALIZED BPMN

Every task, decision, and handoff between client and agency structured into one clear process. 45 steps · 5 phases 

×
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W h a t  W e  F o u n d

The main delivery problems traced back to onboarding.

The process existed in practice, but it just wasn’t standardized. And the costliest gap sat exactly where nobody was looking.

F I V E  I S S U E S  — R AN K E D  B Y  I M P AC T

1 Onboarding & client work planning ROOT CAUSE

2 Work organization & performance

3 Client communication

4 Quality & results

5 Time & focus

Onboarding caused most of the friction — and was the one area the team's own 

sticky notes never named.

THE CRITICAL GAP — ONBOARDING HANDOFF

The acceptance → onboarding → work handoff, where roles, inputs, and scope lacked clear ownership.

Unclear start, insufficient input, undefined scope, and missing requirements introduce ambiguity that flows through the entire process.Fixing the start fixes the flow.

×
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P r o o f  o f  W o r k

Inside the Analysis Workbook

Step analysis — every step scored LOW / MID / HIGH criticality, with a concrete recommendation and the evidence that proves completion.

Risk   why the step matters Standardize   template / checklist Automate   only once stable Evidence   the record it leaves
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P r o o f  o f  W o r k

Backlog & Decisions

32 ACTIONS IN IMPROVEMENT BACKLOG

Each finding became an action, prioritized by impact and complexity, then assigned to 

implementation waves.

7 KEY PROCESS DECISIONS

Every gate now has an owner, clear criteria, and a KPI that proves it.

The operating backbone   — together they turn a one-off analysis into a system the team can repeat without the consultant in the room.

The analysis went beyond insight and gave the team what it could actually use: a prioritized plan and clear rules for every decision.
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T h e  P l a n

90-Day Roadmap & KPI Framework

A practical 90-day plan to standardize, pilot, and automate in the right order.

T H R E E  W AV E S

WAVE 1 · 0–30

Standardize

Core rules, templates, checklists & controls

WAVE 2 · 31–60

Pilot

Standards live in tools, cycles run, first KPI data

WAVE 3 · 61–90

Automate

Follow-ups, project workflow, AI-assisted reporting

12 ACTIONS

14 ACTIONS

6 ACTIONS

ACTUAL SHEETS FROM EXCEL
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The Strategic Path Forward

The engagement didn't end with an analysis. It set the strategic direction the business chose to grow by.

CORE TODAY

Advertising

Google & Meta Ads — the strongest traffic and 

revenue foundation.

→

THEN

Stable operating system

Specialized, standardized and automated before 

anything expands.

→

LONG-TERM GOAL

E-commerce management

The broader growth package, reintroduced 

service by service.

ON HOLD, NOT ABANDONED   SEO, web design and the remaining services return once advertising is integrated and operationally stable.

“ Alem brings a very structured and analytical approach to business process optimization. M
Mirza D.

Director of Marketing

VERIFIED UPWORK REVIEW
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