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“Giving it 150%.”

  —Dan Underberger
MD, Peminic, Inc.

“Deb is very creative and has strong 
technical skills, both which help 

her in analyzing and creating 
processes and solutions 

 for improvement.” 
 — Sharon Miller
President, Bulldog  
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“If the process is right, the results will 
take care of themselves.” 
      ~Takashi Osada 
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Introduction 
Each year companies that are not prepared 
lose much of their intellectual property and 
knowledge when long-time employees 
leave, are promoted, retire or die suddenly. 
Organizations don’t take the time to 
thoroughly document the daily tasks and 
occasional activities that keep the business 
functioning. 

Often, management doesn’t even know 
what tasks need to be completed because 
the information is in the head of the 
employees and not written down for others 
to follow. 
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Does This Story Sound 
Familiar? 
There he was, Mr. Business Leader, and he 
had a major problem and needed a fast 
solution.  You see, he had two employees 
getting ready to retire a lot sooner than he 
expected and another employee was 
thinking about changing jobs and leaving as 
well.  He had to figure out how to get the 
specialized knowledge out of their heads 
and into writing in order to keep his 
business growing. 

The problem was he had no clue how he 
was going to do this.  The thought of the 
retiring employees, with all of their 
specialized knowledge about his business, 
leaving without creating written procedure 
documents was enough to drive him mad. 
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In fact, here are some of the details of what 
happened next. 

The Process 

The following specific procedures to 
document and improve work processes 
were used. 

1. Schedule Kickoff Meeting 

Before the team began to work with the 
staff, it was important to schedule and 
facilitate a kickoff meeting with everyone 
who was involved in this process.  This 
ensured that everyone was fully aware of 
the documentation process and understood 
what was happening and why.  This also 
allowed the staff members to ask questions 
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and hear the message directly from the 
executive team and the consultants. 

2. Conduct Process Assessment 

Before beginning the process mapping 
exercises, time was spent interviewing 
employees and observing the activities in 
the organization.  The interviews helped to 
identify the tasks that were performed and 
their frequency.  This allowed them to 
gather information about the organization 
and to create a list of areas for process 
improvement.  The team used this 
inventory to prioritize their documentation 
efforts. 

3. Complete Process Maps 

Process Mapping is a valuable tool to help 



1
 

i
o
s
t
s
p
c

O
t
c
m
10 

dentify
organiz
studyin
through
simple 
process
comple

Once th
they co
create d
maps w

y the ri
zation. 
ng and 
h your 
premis

s to get
eted. 

hey ha
ould the
detaile

were use

ight co
 It’s a m
critiqu
busine

se:  all o
t the wo

Th
hig
ide
in t
the
step
to m
for

d the h
en deci

ed proc
ed in th

 

ourse of
metho

uing ho
ess.  It’
organiz
ork of 

he team
gh-leve
entify a
the pro
ey look
ps that
move t

rward.

high-lev
ide wh

cess ma
he writ

f action
od of de
ow wor
s based
zations
the org

m began
el proce
all of th
ocess.  A
ked at t
t neede
the pro

vel pro
hich are
aps.  Th
tten 

n for y
efining
rk flow
d on th
s use a 
ganizat

n with 
ess map
he playe
As a te
he basi

ed to oc
ocess 

ocess m
eas to 
he deta

our 
g, 

ws 
he 

tion 

a 
p to 
ers 

eam 
ic 
ccur 

maps, 

ailed 



  11 
 

documentation itself to provide the 
roadmap for the process. 

All process maps must go through a 
validation step.  This is where the team 
verified the accuracy of the process.  Often, 
the steps that actually occur in a process 
vary greatly from the steps a manager or 
supervisor expected to see. 

That is why, during the creation and 
validation steps, the team asked for input of 
the people who actually performed the task.  
It was an eye opening experience for the 
managers. 

4. Document Procedures 

Documenting procedures can be 
intimidating for many people.  Just the 
thought of writing down all of the steps in a 
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process is difficult.  Employees worry that 
their supervisors will criticize their daily 
actions for completing a task and for not 
working more efficiently. 

And often, even if they are a member of the 
clerical staff, the person hasn’t been taught 
how to use the software tools to create well-
formatted and clearly designed documents. 

1. To help reach a successful outcome, 
our experience has shown it’s best to 
work with the managers and staff to 
identify the tasks that need to be 
documented.  Together, they set the 
priorities and developed a tentative 
timeline. 

 
2. Then the team asked each employee 

to write down the steps they perform 
as they complete their activities.  This 
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Is Your Company At Risk? 
Complete this 
assessment to 
determine if your 
organization could 
benefit from 
documenting your 
procedures.  Place a 
checkmark next to the question or 
statement if your answer is “Yes”.  

☐ There are one or more employees in my 
organization that have specialized 
knowledge that is not available to 
others. 

☐ If a key employee is out for an extended 
period of time, we would have to put 
daily activities or customers on hold 
until they return. 

YES

NO
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☐ Our employees each decide how to get 
the work done and they all have a 
different way of doing the same tasks. 

☐ We have a lot more quality issues 
recently and have to rework and inspect 
the work more carefully before it leaves 
our facility. 

☐ Our employees are complaining that 
they have too much work to do and not 
enough time to get it all done. 

☐ We have recently lost several employees 
who were promoted to other positions 
or have moved to another company. 

 
The more questions you answered “Yes”, 
the greater the need for process and 
procedure documentation. 
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Here are some additional benefits to 
documenting your processes: 

q Promotes greater understanding of the 
process being documented which 
means better communication between 
areas within the organization. 

q It forces you to examine everything.  
The process itself of creating 
documentation ensures a close look at 
the entire organization.  Often, owners 
and managers get so wrapped up in the 
day-to-day details that they miss the big 
picture.  Documenting your processes 
provides a different perspective so you 
can step back from the company and 
look at how the processes as a whole are 
working. 
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q Gives your staff input.  When you 
begin the documentation process, you 
will be seeking information from the 
staff.  Not only does this involve them 
in the process, but it demonstrates to 
them that their input is valued.  This 
benefit extends beyond the accuracy of 
your documents.  It creates higher 
morale within the organization as a 
whole. 

q Provides a method to train or retrain 
employees so that everyone is 
completing tasks in the same optimized 
way.  It gets the information out of the 
heads of your experienced employees 
and available for the younger staff. 
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q Team Development.  More than ever 
organizations are interested in having 
their personnel work in team 
situations.  As people work together to 
identify process steps, the rapport and 
understanding developed during the 
documentation exercise enhances the 
effectiveness of the team in the 
workplace. 

q Staffing Decisions.  A review of work 
processes can find hidden, non-value 
added steps that are being performed.  
By evaluating the work process, an 
organization can determine if the 
volume of work is distributed correctly.  
Alternatively, steps can be eliminated 
that would free up staff for more value-
added tasks. 
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In Summary 
No matter what type of organization you 
lead—manufacturing, professional services, 
healthcare, or non-profit—to be successful 
in today’s marketplace means the people 
within the organization must work 
effectively and efficiently.  Improving your 
organization and reducing unnecessary 
steps can be accomplished by taking a 
critical look at your processes and 
documenting your procedures so that the 
work is completed consistently and meets 
the quality standards you and your 
customers expect. 

Well written policies and procedures 
improve performance by establishing clear 
guidelines for consistency and increased 
productivity.  When you document your 
tasks, you eliminate the need to “learn” the 



  29 
 

procedures each time you perform that 
task.  As a consequence, you don’t have to 
rely on your own memory or the memory 
of your staff. 

Contact Us 
For more information or to discuss a 
potential project please call or send an 
email: 

260-255-5064 
dmiller@MillerProductivity.com 

We look forward to hearing from you! 

Deb 
Deborah C. Miller 
7127 Homestead Road, Suite I 
Fort Wayne, IN 46814 
www.MillerProductivity.com 
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“There is only one word 
to describe working 

with Deb Miller— 
AWESOME. She 

redefines the phrase  
“Giving it 150%.”

  —Dan Underberger
MD, Peminic, Inc.

“Deb is very creative and has strong 
technical skills, both which help 

her in analyzing and creating 
processes and solutions 

 for improvement.” 
 — Sharon Miller
President, Bulldog  

Consulting Services

FPO

Are Your  
Best Employees
Your Biggest 
Risk?
Getting Vital Information Out  
of Their Heads and Into Writing

Deborah C. Miller, 
MA, MOQ/OE
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