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Company Operating System Architecture
Context

A distributed organization operating across marketing
campaigns, partnerships, donor initiatives, and events
lacked a unified operating structure. Communication
occurred across Slack, email, Telegram, Zoom, Google
Drive, CRM tools, and spreadsheets. Documentation was
fragmented, reporting was inconsistent, and strategic
decisions were often buried inside threads or informal
conversations.

As the organization scaled its programs and revenue
initiatives, the absence of structured visibility created
repeated questions, unclear priorities, manual handoffs,
and inconsistent execution across teams.



Company Operating System Architecture
Core Operational Challenges Identified

Fragmented documentation across multiple platforms
No centralized KPI visibility across initiatives
Decision context buried in Slack threads and meetings
Manual handoffs between marketing, partnerships,
and delivery
Repeated questions due to lack of structured
ownership
Unclear priority alignment across concurrent initiatives
Automation logic undocumented and vulnerable to
breakage
Tool overlap and redundant reporting workflows



Company Operating System Architecture
The Operating System Designed

To stabilize execution and improve clarity, I designed a layered Company Operating System built
around documentation, execution rhythm, automation protection, and decision visibility.
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Company Operating System Architecture
Layer 1: Clarity & Documentation

Established a centralized source of truth to eliminate information fragmentation.
Designed relational database architecture to unify marketing, donor, and
partnership tracking
Standardized KPI definitions and reporting categories
Built structured SOP library with naming conventions and version control
Documented automation logic and system dependencies
Reduced repeated “Where is this?” questions across teams

Result: Documentation became navigable, consistent, and reliable across departments.



Company Operating System Architecture
Layer 2: Execution Flow & Team Rhythm

Defined how initiatives move from idea → ownership → execution → reporting.
Clarified initiative ownership and accountability per project
Implemented weekly KPI scorecards to anchor execution to measurable
outcomes
Structured Slack-based check-in rituals to replace scattered status updates
Reduced manual handoffs between marketing, partnerships, and operations
Created onboarding workflows to standardize information capture

Result: Execution moved from reactive to structured. Team members understood priorities
and ownership at any given time.



Company Operating System Architecture
Layer 3: Automation & System Protection

Stabilized workflows to reduce human error and protect downstream processes.
Built CRM lifecycle tagging logic across onboarding, nurture, and donor flows
Integrated website, CRM, and database systems to eliminate manual data
transfer
Automated recurring reporting processes
Created change logs and dependency documentation to prevent breakages
during iteration

Result: Systems scaled without increasing operational chaos or hidden technical debt.



Company Operating System Architecture
Layer 4: Visibility & Decision Structure

Improved leadership clarity and reduced decision ambiguity.
Designed centralized KPI dashboards for real-time initiative visibility
Implemented structured OKR tracking system (94.63% completion rate
achieved)
Created a Decision Log Tracker to preserve context and prevent repeated
debates
Standardized how strategic decisions were documented, reviewed, and
revisited
Reduced reliance on Slack thread memory for critical context

Result: Leadership gained faster decision velocity and clearer alignment between strategy
and execution.



Decision Governance System
(built in Airtable)
Improved leadership clarity and reduced decision ambiguity.



Top-Level Workspace Structure
(built in ClickUp)



SOP samples 
(project delivery, onboarding, internal ops)



Launch & Project Plans 
(built in Miro board)



KPI dashboard examples
(built in GoHighLevel with Airtable embed)



KPI dashboard examples
(built in Airtable)



Weekly KPI Scorecards
(built in Google Sheets for weekly reporting  - with clear
red light / green light for easy tracking)



OKRs Tracking & Gap Analysis



Internal Ops & Team Check-ins
(via Slack and Airtable)

15-5 Weekly Form Submission

Daily End-of-Day Check-in via Slack

Performance Review Form Vacation Form

Team Onboarding Form



Kartra Automations

Kartra Sequence

Systems Implementation



HubSpot Workflows

Systems Implementation

Airtable Automations



Zapier Automation
Workflows

Systems + AI Adoption Workflows



GoHighLevel (GHL)
Automation Workflows

Systems Implementation
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