























































































































Phase 5

Accountability &
Improvement



Accountability & Improvement
Hold Everyone Accountable

Once you've launched ClickUp at your agency, there are a handful of specific things you
should do to help your team get up to speed quickly and then hold everyone accountable to
the standards you've set.

Specifically, within the first 2 weeks, you should set up a 1-on-1 meeting with each team
member to assess their usage and spot any issues as early as possible.

Look at obvious things like their time tracked and time estimated totals, overdue tasks,
completed tasks, and profile set up.

Equally helpful, look at the views they have configured, if they're using features like
Favorites, Hotkeys, and the Tray, and whether they have the apps downloaded and in use.

Four Step Accountability Process

Analyze Performance Prioritize Issues

Monitor, record and analyze Prioritize which issues

workspace, task and team have the greatest and

member analysis. impact on workflow.

Team Activation
Train the team on new

Optimize Your System
Design and i ew
solutions to help them be solutions t

more efficient. issues.
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Accountability & Improvement

Assign a ClickUp Champion

Crucially, the agency owner can NOT be the person monitoring ClickUp usage and spotting
issues.

In a very small firm and for a very small time period, that may be excused, but it never ends
well. Instead, assign someone internally to act as your ClickUp Champion.

This person will execute the consistent checks, address minor issues, escalate major issues
as needed, and surface insights and aggregated data to the management team.

To build healthy habits in your team, you should be following clear cadences for
accountability, analysis, and improvement. Let's dig into those next.

ClickUp Champion Responsibilities

e The Daily Spot Check » a 10-30 minute (depending on firm size) audit at the end of each
work day.

e The Weekly Roundup - a slightly deeper dive on a weekly basis that leads to a short
aggregated report to management.

e The Monthly Review » a monthly review that pulls data for management that should
impact resource allocation, project scoping, pricing, etc.

e The Quarterly Analysis » a comprehensive analysis that impacts time estimates, project
planning, recruiting and hiring, client relationships, etc.

Don't skip these tasks. Build out a well-documented process and hand it off to a
detailed-oriented team member who can follow the process and deliver the insights and
accountability you need to get the most out of your investment in process development
and ClickUp.
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Accountability & Improvement
Advanced Use Cases & Optimization

There's so much more to ClickUp and specifically how agencies should leverage it. Once you
focus on the basics and gain more momentum in the system, you can begin to think about
ways to optimize and build more assets within the system. If you have specific features you'd
like to learn about, htgosh/evivared pdbtcokricall We'd love to chat!

e Account Dashboard » How to repurpose a List to create an amazing dashboard of your
clients, client health, billing, staffing, etc.

e Docs (internal wiki) » Leveraging ClickUp's Docs feature to build an internal wiki, team
handbook, and more.

e Client Overviews » Where you should standardize client information, links, brand
guidelines, etc.

e Public sharing -+ How to get the benefits of sharing access with clients, without most of
the pitfalls.

e Embedded views » Which tools to seamlessly integrate into ClickUp for increased
productivity (shout out to Databox).

e Agile » How agile teams can
leverage ClickUp to replace
multiple tools (and automate
parts of the process).

e Automations < The best of the
best in agency automation use
cases (built natively into
ClickUp).
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Checkpoint
Accountability & Improvement

At this point in your implementation, you should have:

1-on-1s Meet with everyone on the team to check in on how things are
going. Check on their set up and make sure they are understanding what's
expected of them.

ClickUp Champion A ClickUp Champion has been promoted and is
monitoring the system daily, weekly, monthly and quarterly.

Dashboards and Views Create views and dashboards to help with reporting

|:| and QA. Look at workspace, space, folder and team member health. We'd
recommend setting up views to track tasks with no due dates, assignees,
and overdue work.

Feedback Gather feedback from the team and make adjustments. We
|:| recommend you create an internal feedback form in ClickUp and block off at
least one morning per week to focus solely on improving your processes.

Prioritization & Optimization Track issues and prioritize them. Determine
|:| what has the biggest impact on workflow and look for ways to optimize the
system.
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Looking For an Easy Button ?

At this point, you've hopefully successfully self-implemented ClickUp and are experiencing a
much healthier, productive and profitable team. If you did and are, let us know! We'd love to
hear about your success story.

However, If you need some guidance on taking the chaos out of project management and
getting ClickUp implemented for your agency, please reach out.

> We've helped agency owners increase productivity by 400%, completely remove
themselves from operations, and sell their business.

> We've helped agencies grow profits by 650k in year 1, triple headcount seamlessly, and

improve client retention.

> We've helped lead complete culture resets, increased employee satisfaction, and slashed

team turnover.

Taking your operations seriously will change your life. And we want you to experience this

life-changing impact.

If you’re ready to experience the power of world-class operations, schedule your free ops

strategy call here.

Process Template

Free client
onboarding
template,
pre-built in
ClickUp.

Ops Strategy Call

Free strategy
call to design
your
gold-standard
playbook.

Downloac
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Newsletter

First Class Ops:
Your biweekly
roundup on
growing
agency ops.
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Z zenpilot

ZenPilot helps agencies build more productive, profitable, and healthy
teams. We help agencies take the guesswork out of agency operations
and help teams do better work, faster.

Our proven playbook is built on 10+ years of agency operations
experience. And as ClickUp's largest implementation partner, we've
helped over 2,600 agencies deliver better client services without all the
chaos. For more information, visit www.zenpilot.com



