
Measuring and Documenting Operations

In my last column, I discussed fitting your operations goals into your company goals.  A 
local business CEO asked me a great question about that.  How do you teach operations 
and measure the results?  One of my SCORE mentor colleagues put it this way, “Start by 
looking at the operations that touch your customers (your service or your product).”  All 
operations employees whose work directly interacts in some way with a customer are 
customer-facing, even if they never actually speak to or are seen by customers.

For instance, the customer at an auto repair shop may never talk to the mechanic who 
works on his or her car, but mechanics are still customer-facing because they have the 
ability to help the customer feel good or bad about the repair work performed.

All customer-facing employees should be measured for their activities that affect 
customers. In the repair shop example, if the operational process calls for a piece of 
paper to be put on the floor of the driver’s side of the car when a mechanic is working on 
it, then a shop supervisor should be responsible for making sure that occurs.

As you develop operational processes, make sure they have a measurable component, 
and measure those performance indicators that directly or indirectly make you more 
profitable or enhance your customer service image.

Quality can make or break your operations. First, if you have to rework a product or 
service, you have spent valuable time redoing the work rather than creating new value. 
Second, if your customer doesn’t feel their expectations are met, they will be less likely 
to buy from you again. If you continue to provide poor quality, you’ll lose customers 
over time.

Quality control is vital.  For example, the retail or restaurant employee who is 
responsible for ensuring public restrooms are clean and stocked is performing a quality 
control function. While “quality control” was originally a term used in manufacturing, it 
has become important in all types of businesses. Other examples of quality control 
functions include: proofreading a brochure before it is printed, inspecting orders before 
they ship to customers, or testing links on a website before it goes live.

Once you have created operational processes that can be repeated and measured, the 
next step is to document those operations. Even if you only have a few employees, 
creating an operations manual is a crucial step in preparing for growth.



The operations manual documents the processes used in your business in a detailed and 
clear enough fashion that your company’s key employees and managers could use it to 
run your business even if you weren’t around.

Since your operations manual should document the specific processes followed by each 
employee, it’s a good idea to involve your team in developing the manual. Start by 
having your employees work with you or their supervisors to document the processes 
they follow, then review and edit the information as necessary.

For instance, your customer service employees should document the processes they use 
to answer your business phones, to reply to customer emails, and to handle specific 
types of customer complaints. List the resources necessary to do the job, and include 
useful templates, such as templates that customer service employees use when 
responding by email to a customer complaint, or the scripts they follow when answering 
the phone.

Developing a detailed operations manual makes it easier to train new employees and to 
achieve your operational goals. It will increase the value of your company by making it 
easier to scale your business, making it easier to sell or franchise your company, and 
making it easier for someone else to take over because you have processes in place.
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