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SBS Business Course Pathway 

 
SBS Services 

 

To learn more about all of these services, including upcoming Business Courses, go to 

nyc.gov/business.  
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Course Objectives 

The goal of this course is to help you translate your business concept into an efficient business operation 

that produces quality products or services. 

By the end of this course, you will have: 

• Understood the value and components of a business operational plan 

• Defined the processes, resources, and partners specific to your business 

• Identified your business’s critical processes, and explored alternative processes for them 

• Defined your Key Performance Indicators (KPIs) for your processes and customer service 

• Explored action plans for continuous quality improvement 

Course Summary 

Topic Time 

Welcome & Introductions 30 

Operational Plan 95 

Key Performance Indicators 20 

Conclusion 5 

Total 2.5 hours 
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What is a Business Operational Plan? 

The purpose of a business is to convert resources that are not sellable into products or services 

that are. As a simple example, the purpose of a coffee shop is to convert coffee grounds and 

staff time into a cup of a coffee.  

 

 

An Operational Plan details how your business will create and deliver its products or services to 

the customer.   

It helps you standardize and measure your processes. Measurement in turn helps you 

continuously improve your operations and the customer’s experience. 

Your Operational Plan fits into your Business Model Canvas. This course will help you build out 

three of its components: 

• Resources 

• Processes 

• Partners 
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Processes 

To define your processes, ask –  

What must the people involved in my business – you, your partners, your employees – do to 

make the business function and succeed? 

Start by considering your… 

• Target customer, and the values / benefits they seek 

• Unique value proposition (UVP) for your products/services 

Customer Persona Benefits that Customer Seeks 

Middle-class couple seeking a local 
restaurant that can accommodate kids 

Convenience 
Quality 
Child-friendly 

 

Then ask: what processes are necessary to deliver… 

• The minimum benefits your target customers seek in your product/service; 

• The unique values/benefits that will attract target customers to your business, rather 

than your competitors. 

Processes that can deliver… 

Minimum Value Unique Value 

* Lease commercial space 
* Acquire pizza ingredients 
* Hire staff 
* Acquire plates and utensils 

* Lease commercial space in a middle-class, 
family neighborhood 
* Research/train chefs in non-traditional 
recipes 
* Acquire coloring books/high-chairs for 
children 
* Set-up "family-style" décor 
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Process Categories 

1. Understand the target customer 

• Primary Research 

• Secondary Research  

2. Develop the product/service 

• Acquire raw materials/equipment 

• Hire and train employees 

3. Marketing 

• Develop Strategy 

• Create Content 

• Leverage Channels  

• (e.g. Website, SEO, Social Media, Email) 

 

Type of Process 
Sample Processes 

 for a Coffee Shop for an Online Retailer 

Understand the 
target customer 

* Survey neighborhood residents 
* Analyze neighborhood 
demographics/socio-economics 

* Read message forums in your 
industry 
* Read digital marketing content of 
existing online retailers; identify the 
audience they are targeting. 

Market 
* Create and optimize website for search engines (SEO) 
* Produce one blog post and four social media posts per month 
* Email newsletter to existing customers twice per month 

Develop the 
product/service 

* Secure coffee beans 
* Train staff 

* Secure the materials 
* Manufacture the products 

Deliver the 
product/service 

* Secure and pay for commercial 
space 
* Pay staff 
* Secure point-of-sales (POS) system 

* Review customer orders 
* Ship product 
* Confirm customer receipt 

Account, measure, 
refine 

* Bookkeeping 
* Create and track Key Performance Indicators (KPIs) 
* Compare performance on KPIs to industry standards 
* Optimize processes 

4. Deliver the product/service 

• Set-up physical space 

• Schedule employees 

• Point-of-Sale (POS) systems 

5. Accounting, measuring, refining 

• Managing finances 

• Managing inventory 

• Evaluating customer service 
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Consider Your Processes 

What are the values/benefits your customer wants from your type of business? Define three to five: 

____________________________________________________ 

____________________________________________________ 

____________________________________________________ 

____________________________________________________ 

____________________________________________________ 

Example 

 Process Minimum Benefits Unique Benefits 

Develop the product/ 
service 

• Secure coffee 
beans 

• Train the staff 

• Hot coffee and 
ice coffee 

• Fast-pace staff 

• Coffee beans 
grown by small 
farms in 
Ethiopia  

Deliver the product/ 
service 

• Secure and pay 
for commercial 
space 

• Pay staff 
• Secure point-of-

sale (POS) 
system 

• Clean, simple 
space 

• Hourly paid 
staff 

• Square reader 
via phone 

• Local Ethiopian 
art for sale in 
the coffee shop 

 

What are some of the processes will deliver the above values/benefits? Consider processes that produce 

minimum value and unique value. 

Type of 
Process 

Minimum Benefits Unique Benefits 

Develop the 
product/service 

  

Deliver the 
product/service 
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Resources 

Every process requires resources to complete it.  

Resources are the inputs of your business, whereas your products/services are your outputs. 

Resources can be broken down into three categories: 

• Material, e.g. commercial space, equipment, raw materials 

• Digital, e.g. website, social media channels, point-of-sales systems, accounting software 

• Human, e.g. employees, independent consultants, advisers 

To define your resources, start with your processes. Then consider what resources each 

requires.  

A set of sample resources, based on sample processes, follows below: 

Type of Process 
Sample Processes Sample Resources 

for an Online Retailer 

Understand the 
target customer 

* Read message forums in your 
industry 

* Computer (to access online forums) 
* Internet access 

Marketing 
* Create and optimize website for 
search engines (SEO) 

* Domain name 
* Website builder 
* Digital tools to assess website for 
SEO 

Develop the 
product/service 

* Secure the materials 
* Price comparison of suppliers  
* Computer (to place online purchase 
orders) 

Deliver the 
product/service 

* Ship product 

* Product in protective packaging 
* Customer address 
* Shipping boxes 
* Postage  

Account, measure, 
refine 

* Bookkeeping 
* Stored records of bills/receipts 
* Accounting software 
* Paid accountant 
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Assessing your Resources 

Choose two of the essential processes you defined in the last exercise. Consider the resources each 

requires – think about material, digital, and human parts. 

Then assess how difficult each resource is to access and/or use: 

Accessibility 

A resource that is readily available to you. This 

can be in terms of cost, location or language. 

Ease of Use 

A resource, once accessed, is easy to use. This 

can be in terms of level of education, simplicity 

or training available.  

Examples of Resource: Accessibility and Ease of Use 

 

 

 

 

 

 

 

 

 

 

 

Wix website builder is easy to access for free online, and easy to use through BSC courses and online 

tutorials. 

Financing, or receiving loans and grants, is difficult to access through traditional and alternative lenders, 

but easy to use once accessed. 

Market Data, information about your business industry, is difficult to access through publicly available 

platforms and difficult to use without the help of professionals.  

QuickBooks Online, a bookkeeping software, is easy to access through BSC courses and online, but 

difficult to use without a background in bookkeeping.  
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Processes 
Consider 2 

Resources 
Consider up to 3 per process 

Level of Difficulty to 
Access 

Ease-of-Use 

Example: 
Bookkeeping 

QuickBooks Online (QBO) 
Need to purchase 
yearly QBO 
subscription. 

Need to be trained 
on QBO 
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Partners 

Business is collaborative by nature. Many of your business’s processes will require and/or 

benefit from partners.  

There are two types of partners in every business: 

Vertical Partners  

Complete a step in the process that leads to your final product/service 

In the below example, there are four basic parts to a production process. The first two roles – producing 

raw materials and manufacturing those materials – are fulfilled by the business’s partners.  

The next two roles – designing the product and selling the product online or at a brick-and-mortar 

location – are the processes the business itself takes on.  

 

 

 

 

 

 

To identify the vertical partners for your type of business, consult the industry analysis you can 

complete after taking our course, “Creating a Business Idea that Works.” The New York Public 

Library, Science Industry and Business Library location, houses industry data.  

Horizontal Partners  

Business operating in a similar industry/market as your own, and whose partnership can yield benefits.  

 

 

 

 

 

 

 

 

Roles fulfilled by 

my Partners 

Producer of Raw Materials 

Designer 

Manufacturer 

Retailer 

Roles fulfilled by 

my company 

Coffee shop Book store 

Leisure and relaxation 

• Book store has a 
coffee kiosk 

• Coffee shop has a 
small book section 

Shared target customer 
seeking… 

Terms of 
partnership 

How to Find Horizontal Partners 

• Attend networking opportunities and events 
(like these courses).  Engage 
entrepreneurs/business owners in industries 
similar to your own. 

• Determine where else your target customers 
shop. Connect with businesses whose 
products/services your target customers buy 
together with yours. 
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Critical Points 

Critical points are the processes, resources, or resources in your operational system that have 

one or both of these two characteristics: 

1. High degree of impact on final product/service 

2. High risk of failure or poor quality 

Critical points must be identified, monitored, and prepared for. 

Complete the exercise below to begin considering your business’s Critical Points. 

1. Review the processes you defined earlier. 

2. Consider –  

a. The risk each process poses if it failed; and 

b. The level of impact of such a failure on the business. 

3. Rank your processes by how critical they are. 

4. Consider alternative activities that can replace failed ones. 

5. Discuss with a partner.  

Critical Point/Process Rank Alternative Process  
(if Primary Process Fails) 
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Key Performance Indicators (KPIs) 

Every process and outcome can be measured. What can be measured can be managed and improved. 

Measurements for processes and outcomes are called metrics 

To stay focused, you must identify your most important metrics: Key Performance Indicators (KPIs) 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Customer Perspective  Internal Process 

• Resource allocation 
• Cycle time 
• Quality control 
 
 
• Inventory 
• Orders 

• Market share 
• Brand strength  

 
 
 

• Customer satisfaction 
• Customer retention 
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Process KPIs 

Any business process can be made better, e.g.: 

• Less production time required  

• Fewer resources needed/wasted 

• Higher product/service quality 

Example: 

Critical Process: Acquiring specialty grounds that are fresh 

KPI: Average amount of fresh coffee grounds left at the end of any workday  

KPI Goal: Throw away less than 1 pound of coffee grounds per day 

 

 

Follow the steps below to begin creating a continuous process improvement plan: 

1. Write in three of your critical processes. 

2. Identify a Key Performance Indicator (KPI) for each process. 

3. Set a goal for your KPI. 

Critical Process  KPI KPI Goal 

   

   

   

 

 

 

To identify the KPI for a process, consider: 

• What is measurable in the process? 

• What measurable part of the process is 
essential to the end product/service? 
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Customer Service KPIs 

You must measure your customer service to judge whether you meet or exceed customer expectations. 

Three customer service KPIs to consider are: 

Customer Satisfaction Score (CSAT) 

        “On a scale of 1-10, how satisfied were you with your experience?” 

Net Promoter Score (NPS)  

        “On a scale of 1-10, how likely are you to recommend [product/brand/service] to a friend?” 

Customer Retention Rate 

 

 

 

Example: Case Study 

• Pindiway’s Hair Salon has 5,000 customers at the start of 2018. During the year, they gained 

2,000 customers. By the end of the year they had 6,000 customers in their system.  

Calculate their customer retention rate: 

 

 

 

 

 

 

 

 

 

 

 

 

 

(CE – CN) 

CS 
x 100 where 

CE = # of customers at end of a period 

CN = # of new customers acquired during a period 

CS = # number of customers at start of period 
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Making Your Measurements Actionable 

If a KPI goal is not met, you must have a resulting set of actions: 

1. Identify the cause of the deficiency. 

2. Identify and execute the solution. 

3. Measure the solution.  Refine as necessary. 

Example: 

KPI: Average check-out time 

KPI goal: Average check-out time of <30 sec 

Measurement reveals: Average check-out time of >1 min 

Action Plan: 

1. Identify deficiency: Discuss with check-out counter employees reveal that POS system is 
malfunctioning 

2. Identify solution: Call POS company, and troubleshoot. Acquire replacement POS system free-of-
charge. 

3. Measure solution: Measure, and confirm that average check-out time falls <30 seconds 
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Next Steps 

1. Research, build out, and more clearly define your business’s: 
1. Processes 
2. Resources 
3. Partners 
4. Critical Points 
5. Process KPIs and KPI goals 
6. Customer service KPIs and KPI goals 
7. KPI-based action plans 

2. Attend the next course in this series, “Business Finances 1: Getting Started” 

 

Post Course Survey 

Please fill out our survey at bit.ly/sbsbizop. You can complete the survey on your phone or using one 

of the tablets provided.  

 

Stay Connected with SBS 

1. Our website: nyc.gov/business  

2. Our courses: nyc.gov/businesscourses 

3. Facebook: facebook.com/nycbusiness 

4. Twitter: @nyc_sbs 

5. Instagram: @nycsmallbiz 


