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Seven things every small business
should have sorted operationally.

And most don't.

A free guide from Ordena — practical operational support for small businesses.

Most operational problems in small businesses are not complicated.

They are invisible. Nobody designed a bad system. Things just accumulated, workarounds, habits,
good intentions that never quite became proper processes. And because the business kept running,
nobody stopped to question whether it was running as well as it could.

This guide covers seven areas where the gap between how most small businesses currently operate
and how they should operate is widest, and most costly. Each one is fixable. None of them require
expensive software or specialist expertise. They require a decision to do things differently and a
system simple enough that people actually use it.

Work through each section. Answer the self-assessment question honestly. By the end you will have
a clear picture of where your business is strong and where the gaps are.

1 File organisation

Every document has a home. Anyone can find anything in under two minutes.

The problem

Most small businesses accumulate files the way most people accumulate junk drawers. Something
gets saved in a hurry, named whatever came to mind, and stored wherever was convenient. Over
time this becomes a system that only the person who created it can navigate, and even they are not
always sure, and so the search function becomes the default tool of choice.

Why it matters

When something is needed in a hurry, an audit, an inspection, an event, a staff query, you need to
find specific documents quickly. Not in half an hour. Not after four phone calls. In minutes. Businesses
that cannot do this look disorganised and leads to increased stress. More practically, time spent
searching for documents is time not spent on the actual work.

What can you do about it?

A simple, intuitive system whereby any document can be found by anyone in under two minutes,
including someone who has never seen the filing system before.



SELF-ASSESSMENT Answer honestly.

If you were away from your business for a week and a team member needed to find your staff
training records, your most recent risk assessment, and your complaints log, could they do it without
calling you?

[0 Yes — we have this sorted [ Partially — room for improvement [ No — this is a gap for us



2 Daily task management

The small jobs that keep operations running. Done daily they take minutes. Left until they pile up,
they become a crisis.

The problem

Every business has operational tasks that need to happen regularly, checking something, logging
something, responding to something. They are not glamorous. They do not feel urgent. So, they get
deprioritised in favour of the work that feels more pressing or is more enjoyable to complete. Until the
day when all of those small ignored tasks arrive at once as a large, more urgent problem.

Why it matters

Operational chaos almost always starts with deferred small tasks. The fire safety check meant to
happen weekly but nobody tracked. The complaint acknowledgement meant to go out within 72 hours.
The equipment log meant to be updated after each service. None of these feel critical in isolation.
Together they create a business that is constantly reactive rather than in control.

What can you do about it?

A visible, simple system that takes five minutes to complete and creates a permanent record that
you can point to if you ever need to demonstrate that something was done.

SELF-ASSESSMENT Answer honestly.

Can you tell me, right now, what operational tasks should have happened in your business today,
and whether they have been completed?

[0 Yes — we have this sorted [ Partially — room for improvement [ No — this is a gap for us
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3 Staff hours tracking

A system that captures hours accurately, calculates totals automatically, and feeds into payroll
without manual reconciliation.

The problem

An extraordinary number of small businesses still calculate staff hours manually. Someone sends a
text or an email. A manager adds it up on a spreadsheet or, in some cases, on paper. Hours get
forgotten. Staff members get missed entirely in a payroll run. Errors creep in. Disputes follow.

Why it matters

Manual hours processing costs time and money at both ends. The admin time alone, collecting,
checking, calculating, re-checking, can add up to several hours a week in a business with even a
small team. Errors in pay create staff relations problems that are disproportionately damaging for
small businesses where trust and morale matter most.

What can you do about it?

Staff submit hours through a simple system that calculates totals. The manager sees a clean
summary with any anomalies flagged. The data is ready for payroll without any manual calculation.

SELF-ASSESSMENT Answer honestly.

How long does it currently take your business to collect, calculate, and process staff hours each pay
period, and how confident are you that the figures are accurate?

[0 Yes — we have this sorted [ Partially — room for improvement [ No — this is a gap for us
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4 Key renewal tracking

Training expiry dates, equipment servicing schedules, risk assessment review cycles — visible in
one place, with reminders that come to you.

The problem

Most businesses have important dates scattered across spreadsheets, emails, calendar reminders,
and people's memories. Training certificates in a folder. Servicing dates on a sticker on the equipment.
Risk assessment review dates nowhere at all. The result is a business that finds out things have
lapsed when someone asks for evidence, not before.

Why it matters

Lapsed training in a regulated environment is not a minor administrative oversight. It is a liability.
Missed equipment servicing creates insurance gaps and safety risks. Outdated risk assessments offer
limited legal protection if something goes wrong. None of these things are difficult to stay on top of,
but they require a system that proactively reminds you rather than passively waiting to be checked.

What can you do about it?

A simple system, visually distinctive to see the priorities at a glance. Nothing lapses because nobody
was watching.

SELF-ASSESSMENT Answer honestly.

Could you tell me right now which staff member has training expiring in the next 60 days, which

piece of equipment is due for service, and when your most recent risk assessment was last
reviewed?

[0 Yes — we have this sorted [ Partially — room for improvement [ No — this is a gap for us



5 Customer feedback management

All feedback captured, reviewed, and acted on — not just complaints.

The problem

Most small businesses handle feedback reactively and inconsistently. A complaint arrives, someone
deals with it as best they can, and it is either resolved quietly or escalates. Positive feedback, reviews,
compliments, suggestions, rarely gets captured at all. When a pattern of similar issues develops
nobody notices because there is no log to spot it.

Why it matters

How a business handles feedback says more about its operational maturity than almost anything else.
Regulators, commissioners, and insurers all look at complaints and feedback management as a key
indicator of governance. More practically, a complaint handled well often results in a more loyal client
than one who never complained at all. And positive feedback that is never reviewed is an opportunity
to understand what you are doing well and why and importantly share that success with the team.

What can you do about it?

Every piece of feedback, formal or informal, positive or negative, is captured the moment it is
received. Importantly, the business learns and evolves from what its clients say.

SELF-ASSESSMENT Answer honestly.

If someone asked to see your feedback log for the past 12 months, what was received, how it was
handled, and what you learned from it, could you produce that information today?

[0 Yes — we have this sorted [ Partially — room for improvement [0 No — this is a gap for us
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6 Invoice tracking and quoting

Quotes sent promptly, invoices tracked, nothing falling through the gaps.

The problem

Many small businesses lose income not because they do not do the work, but because their quoting
and invoicing process is inconsistent. Quotes go out late or not at all. Invoices are raised but not
tracked. Overdue payments are chased manually, when someone remembers. The financial admin
of the business trails behind the operational reality.

Why it matters

Poor invoice tracking directly affects cash flow, which for a small business is the difference between
a good month and a stressful one. Quotes not sent promptly lose work to competitors who responded
faster. Invoices not tracked mean money owed goes uncollected. None of this is about being
aggressive with clients, it is about running the financial side of the business with the same consistency
as everything else.

What can you do about it?

Simple systems that embrace automation where possible so the team can see at a glance what is
outstanding, what has been paid, and what needs attention. Financial visibility becomes a habit
rather than a monthly panic.

SELF-ASSESSMENT Answer honestly.

How many invoices are currently outstanding in your business, and do you know, right now, which
ones are overdue and by how long?

[0 Yes — we have this sorted [ Partially — room for improvement [ No — this is a gap for us
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7 Management reporting

A clear, consistent picture of how the business is actually running.

The problem

Most managers and owners manage by instinct and proximity. They know what is happening because
they are close enough to feel it. When something is wrong, they find out because it surfaces, a
complaint arrives, a service is missed, a staff member flags an issue. This works until it does not. A
period of pressure, a busy season, a period of growth, and the instinct-based model starts to break
down.

Why it matters

A manager without consistent reporting cannot make good decisions. They are reactive rather than
proactive. Problems that a good system would surface early instead arrive late when they are
significantly harder and more expensive to fix. Businesses that review performance regularly, however
simply, consistently outperform those that only look at what went wrong after the fact.

What can you do about it?

A consistent view of the key indicators that tell them whether the business is healthy. Many
businesses find that a simple regular review habit transforms their operational confidence. The
interval that works best will vary by business size and complexity.

SELF-ASSESSMENT Answer honestly.

On a scale of one to ten, how confident are you that you have a clear and accurate picture of the
operational health of your business right now? And what would need to change to make that a ten?

[0 Yes — we have this sorted [ Partially — room for improvement [ No — this is a gap for us
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How did you score?

If you answered yes to all seven, your operations are in strong shape. Most businesses we work
with have two or three areas that are genuinely sorted and four or five that are partially in place or
missing entirely.

The good news: none of these gaps are permanent. Every single one is fixable with the right

systems, the right habits, and the right support.

What Ordena does

Ordena works with small businesses to build calm, practical operational systems, reducing
duplicated work, improving visibility, and giving managers the tools to run confidently day to day.

We are not a software company. We are not a compliance platform. We offer operational support,
the backbone that lets teams focus on people and service rather than admin and duplication.

Take the free gap analysis Get in touch

Answer 18 questions about how your If any of this resonated and you want to talk
business currently operates. Get a about what it means for your business, we’d be
personalised summary of your priority gaps happy to have that conversation.

and where to focus first. Takes five minutes. contactordena@gmail.com

No obligation.
ordena.co.uk



