
Systems Playbook - Constraint Pyramid Edition
Do the basics first. Fix the base before you add demand.

How to use this playbook

- Pick the lowest layer with a problem and fix that first.

- One layer at a time. No jumping ahead.

- Check weekly: speed, mistakes, wait time, and profit.

- Automate only after the work is stable and written down.

Layer 1: Operations

- Steps are written and followed the same way every time.

- One owner per step; handoffs are clear.

- We track speed, rework, and wait time weekly.

- We know capacity and can say no or waitlist.

- Clients get updates without asking; escalations have a path.

Layer 2: Money

- We know profit per service or job.

- We know when cash comes in and goes out.

- We see leaks: discounts, scope creep, unpaid change orders, rework.

- We stop selling work that loses money.

- Pricing and invoicing are consistent and enforced.

Layer 3: Systems

- Work lives in one system, not in chats or side docs.

- Data is up to date and someone owns it.

- Automations are logged, tested, and easy to undo.

- If someone is out, work still moves.

Layer 4: Positioning

- We can say what we do, for whom, and why us in one sentence.

- Promises match what we can deliver today.

- We filter out bad-fit clients early.

- Expectations are set before kickoff.

Layer 5: Website

- Visitors know what we do and the next step in seconds.

- Forms and scheduling are simple and owned.

- Top objections are answered; bad fits are filtered.

- We track lead quality, not just volume.



Layer 6: Scale (last)

- If demand doubles, we know what breaks and how to fix it.

- Hiring, training, and QA are ready before we add volume.

- We track speed, margin, and capacity weekly.

- We will pause growth if quality or margin drops.

Metrics that matter

- Speed: cycle time and wait time between steps.

- Quality: rework and defects.

- Money: profit per job and cash timing.

- Load: WIP limits and actual throughput.

- Fit: % good leads vs bad, and why.

30-day rhythm

- Week 1: Score the layers; pick one bottleneck; map the real steps.

- Week 2: Write the steps, acceptance checks, and exceptions; assign owners.

- Week 3: Add simple automation and alerts; rehearse the handoff.

- Week 4: Run it, measure it, adjust, then lock it.

Stop / Start

- Stop: adding tools to fix unclear work; selling work with unknown margin.

- Start: publish owners, SLAs, and rollback triggers.

- Start: weekly 15-minute review to pick one fix and check the metric.

Owners and accountability

- DRI: ______________________

- Approver: __________________

- QA lead: ___________________

- Metrics steward: ___________


