EXR BUSINESS CONSULTING

Implementation of
Processes and Uniformity
Case Study

Missing Continuity & Lacking Documentation
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Vuong's Martial Arts Center



summary.

The owner of the center recognized that even though he has had a successful business
for 30 years, his work is not well documented. In our conversation, we identified that it is
possible that the lack of documentation is what can be causing a plateau in the business.
There was a serious strain in what is expected from the instructors and employees. The
owner was concerned because the numbers for his center were decreasing vs increase in.
We need to find ways that they center can grow. Not just for taekwondo, but he also has
an afterschool program that needs attention. Those children also attend taekwondo
classes during their time there in the after school program.

Common issues across the center are:

Missing documentation for processes across the center, which is causing difficulty in the
continuity of practices. There needs to be an annotation of proper process documented
for the operations of the center.

Proper documentation for the instructors
and staff will provide a standardization
of uniformity in the instructors teaching
Style and the staff to run the business,
in @ way that satisfies the owners
requirements.

With the lack of documentation, the
instructors and employees do not

have a way to function explicitly the way
The owner envisions the business to be.

The lack of a business plan causes concern
any time the owner and family is away and
someone else needs to run the business.

There is chaos many times with the Communication is
processes because the one running it is

unsure of how the owner wants the key |n.any. .

business to function. organization. This
many times

This is a fluid business that has great ability to grow, begins with

the owner just needs to understand the processes that thorough

need to be put in place to allow efficient work and to documentation.

allow all of the employees feel vested in the improvements

in the center! A[low|ng

continuity and
standardization
across any
business.




Approach

Observation was Essential:

In order to understand the chaos that the owner was explaining, it was imperative that we
observe the center. We spent a week observing the processes in classrooms as well as how the
instructors gained control of the students. We were also interested in the ways the instructor
dealt with each other and the students during the classes. It is clear that with the lack of
continuity among the instructors, an instructor SOP is needed, as well as scheduled instructor
training. Each instructor trains the students differently, when the classes should be similar. This
causes an issue when the students move from class to class, they need to be able to understand
the processes that the instructors are using to train. As well as, what is required of them as a
martial arts student. It was also observed that the center in of itself needed an Operations SOP,
so if anyone else stepped in to run the center, they would understand what to do and how to do
it. This taekwondo center is so much more than just a place to take taekwondo classes, they
offer after school care and summer camps.

Decisions Regarding Required Documentation:

It was decided that an Instructor SOP (for their training and their required behavior), an
employee SOP (that will include other employees outside of the instructors), and a business
plan will be created as well. A monthly training plan for the instructors was imperative. This will
allow the instructors to understand exactly what the owner was expecting of them.

We also feel like we need to do some business coaching. Which will include some marketing
suggestions. But, to also keep the owner accountable to have the ability to move forward with
our suggestions.

Results:

Creating an instructor and employee SOP has improved the instructor to student
understanding, also having the monthly training has allowed the instructors to see
that they are the vision of the school. The instructors and employees had a need to
know their actions and behavior were in direct alignment to the people coming to the
center. Once they began to see that, Numbers increased.

Having the instructors consider their appearance and their behavior with the
students, no matter the age, made a lot of difference in the influence of more people
coming to sign up for classes.

The centers numbers have increased from under 300 students 2 years ago, to over
450 now. They have also had an influx of the before and aftercare programs. Those
numbers have tripled. With the owners ability to have processes in place, he has
been able to now offer a tumbling class and looking to add a cheer group. To add
diversity is to add numbers. This is a very happy client.




CASE STUDY: Need for Documentation

Milestones

Jul 2021

Owner of Vuongs voiced
concerns with his TKD
Center.

Nov 2021

Began writing documentation that was required
for continuity and uniformity. Created:

° An Instructor SOP

° An Operational SOP

° A Growth plan with participating in
events, specifically to provide

marketing.

Aug 2021

After thorough conversation, | realized that he did not
have any documents for processes or procedures to
enable him to know how things were to remember
how things needed to be.

Jun 2022

|

SOP’s are now in place, giving the
center the ability to plan for growth
and continuity. Having these
processes in place has given the
center the ability to grow in numbers
in their classes, as well as their after
school program.

Jan

| 2023

The centers numbers have
increased from under 300 students
2 years ago, to over 450 now. They
have also had an influx of the
before and aftercare programs,
Those numbers have tripled. They
are also now able to add new
programs to add diversity to their
center.



