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The Difference Between = [
Having Software and e B g
Having a Business Lo
OperatingSystem @

"= Servicearea:

'[ In this article, a 'business

‘ operating system' does not mean an IT platform
| [EE] or a specific commercial framework. It means the .
| combination of processes, roles, decisions,

! information, and review habits that determine

‘ how work actually gets done in your business.

Many growing businesses invest steadily in software: a
project tool, a CRM, an accounting system, a shared
drive, a chat app. Each one solves a real problem. Yet the

business can still feel disorganized, because the tools
were added one at a time without a shared picture of
how they fit together.

Business
Operating
System

o

anill

Microsoft
Teams

Trello Salesforce QuickBooks ~ Google Drive

Note: examples are illustrative.

| /4 . | Keytakeaway: Software is useful,
( : | but the operating system is the set
'\ ¥/ |of agreements and habits around it.
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What software can
and cannot provide?

Software supports activity. It can store
information, automate reminders, and
make work visible. What it cannot do
onits own is create clear ownership,
sound decisions, or agreed standards.

©

®

Software cannot create
E store information 1) clear ownership
[
!
Q automate reminders | éIé sound decisions

@ make work visible agreed standards

A task tool will happily hold a task assigned to nobody.
A CRM will record notes in five different formats if five
people use it five ways.

The tool is only as useful as the agreements
around it: who uses it, for what, and how.

agreements around them;
they do not replace them.
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Map how the business
actuallyrans

.....

Start with one workflow, suchasmoving ... .. Sk
from a signed client to a delivered project. . .
Trace it end to end across people and tools: Y N

— @ where the work starts

@ which tool holds
information at each step

where approvals happen

where information is handed
off, copied, or re-entered

(1) -(@)-@—®
l
T DO

This often reveals steps happening outside any system in
email, spreadsheets, or memory that explain why the tools feel
disconnected.

- Key takeaway: Map the real
- workflow across people and tools
before changing the software.
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Review utilization and overlap

With the workflow mapped, R o v
look acrossyourtoolsfor: " Tttt

..........

Duplicated capabilities:
two tools doing the same job

Repeated data entry:
the same information typed into
more than one place

l 1
i Low-use features: .
! paid capabilities nobody uses i

Gaps: ;
steps with no tool support at all =

Be careful about recommending a tool be

& cancelled until you have checked what depends
on it integrations, reports, other workflows and
how existing records will be retained.

Key takeaway:

Review overlap, duplication,
underuse, and gaps before
deciding what to keep or remove.
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Agree on the source of truth

For each important type of information—client oo
details, project status, financial records— . e n
decide where the authoritative record lives. . ie

I

Client details

— e —e ]

|
Project status

Financial records

Then specify who maintains it and how other tools
connecttoit, or referenceit.

source-of-truth agreement rather than a software

When people disagree about which number or
@ status is correct, the problem is usually a missing
failure.

| Key takeaway: Decide where
| authoritative information lives, who
' maintains it, and how other tools use it.
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Configure and test the
agreed workflow

Once you know how the workflow By i
should run, configure your tools to
support it. Review:

@ fields and what they are used for

@ statuses and what each one means

@ access and who can see or change what

@ handoffs and how they are signaled

@ exceptions and how they are handled

Pilot changes with a small group before
@ rolling them out, and preserve existing
records during any migration or reorganization.

ow Test

iguration complete
sceneris

Key takeaway: Configure the
..,EAV? tools around the agreed workflow,
: then pilot carefully before rollout.
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Support adoption
and ownership

A configured tool still needs
people to use it consistently.

Train around real tasks
28 rather than feature tours

Keep short documentation
for how your business
' uses each tool

! Assign an owner
. for each system
|

When reviewing adoption, look at

| the quality of what is recorded—

| complete fields, current statuses—
| not just whether people logged in.

<

Key takeaway: Adoption means
% consistent, high-quality use

with clear system ownership.
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Reader exercise

- Create a tool-to-workflow map with five
columns: workflow, tool, owner, source of truth,
and duplication or gap. o

Start withyourtwoorthree . . . .. . ..
most important workflows. I
Duplication
Workflow Tool Owner Source of truth or gap

' Map your most
important workflows to the tools,
owners, and sources of truth
that support them.
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When to bring
insupport?

If your tools have grown faster .
than the habits around them, )
AuofOnyx can help you step

back and connect them to how :
the business actually runs.

Contact AuofOnyx for a utilization review or
a workflow-focused systems optimization
discussion.

Key takeaway: Connected

tools work best when they
reflect clear workflows,
ownership, and operating habits.

Source: APQC, hosted by ASQ. “Process Definition Document and Template.”
View the process-definition resource: https://asq.org/quality-resources/benchmarking/process-definition-
document-and-template?id=124018d1f43648069d9696b1105f1bac

Source: Alan Mendelssohn. “Process Primer.” Quality Progress, ASQ.
Read the public Process Primer abstract: https://asq.org/quality-progress/articles/process-primer?
id=b5166919987f4959918d22cc334862fe



https://asq.org/quality-resources/benchmarking/process-definition-document-and-template?id=124018d1f43648069d9696b1105f1bac
https://asq.org/quality-progress/articles/process-primer?id=b5166919987f4959918d22cc334862fe
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