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NOTE:  This Guide is not an approved publication, and it is intended “ONLY” as a reference.

1.
INTRODUCTION


a.
SOPs are organizational tools, which provide a foundation for training new employees, for refreshing the memories of management and experienced employees, and for ensuring important procedures are carried out in a standard, specified way.


b.
Too often, SOPs are written carelessly and in haste usually to meet a ”boss-imposed” requirement for documentation.  The result is of little help to the organization, if not useless altogether.


c.
This guide on how to write a SOP is designed to help the person who is confronted with the task of writing or revising a SOP.  It explains what SOPs are and what they are not, their purpose, and the steps involved in writing them.  Also covered are the format, content, and common errors in writing SOPs.


d.
This guide will provide the perspective SOP writer a clearer idea of what lies ahead; thereby enhancing the potential for creating a competently written, useful document.

2.
DEFINITION AND PURPOSE OF AN SOP


a.
The acronym “SOP” stands for the term “standing operating procedures.”  A SOP describes and prescribes how a procedure is to be performed within an organization.  It is a written guide indicating who (by job title) performs the various steps in the procedure and in what sequence the steps are accomplished.


b.
The principal function of a SOP is to provide detailed, step-by-step guidance to employees who are required to carry out a certain procedure.  It serves not only as a training aid but also as a means of helping to ensure the procedure is carried out in a standard, approved manner.


c.
Another important function of a SOP is to keep management informed

about the way jobs are performed in areas under their supervision.  A complete file of well-written, up-to-date SOPs is an indication of good management and provides instant access to information on functional details of the organization.  This is of enormous benefit during inspections and management reviews, to say nothing of providing timely answers to unanticipated questions from superiors.


d.
Other functions of SOPs are less clear-cut but may be important in certain circumstances.  For example, a SOP can be used as an administrative tool to decide where in an organization a function should be carried out, what materiel and personnel resources are required, and how much time is expended in carrying out the procedure once it is executed.

3
NECESSITY FOR A SOP


a.
Whenever a procedure or an action within an organization is repetitive and is carried out in the same way each time.


b.
Whenever it is critically important procedure, no matter how seldom performed is carried out exactly according to details, with step-by-step instructions.


c.
Whenever there is a need to standardize the way a procedure is carried out for ensuring quality control or system compatibility.

4.
STEPS IN WRITING A SOP


a.
Decide what SOPs must be written based upon a review of organizational functions.


b.
Check to see if there is an existing SOP, which can be revised or updated.


c.
Gather information on the procedure from referenced sources and knowledgeable employees.  When possible, contact other agencies performing similar functions to see if they have a SOP, and request a copy to use as a guide or source of ideas.


d.
Select a suitable format for the SOP to be written, using appendixes.  (See paragraph 5, FORMAT).


e.
Assemble blank forms and any other documents referred to in the SOP.


f.
Write a draft of the SOP.  Include copies of blank forms and other documents referred to in the SOP.


g.
Review or have a fellow employee review the draft SOP for technical adequacy.


h.
Request the draft SOP is reviewed for administrative adequacy by the supervisor or the officer in charge.


i.
Incorporate any valid changes indicated by the reviewer into the final draft.


j.
Date and sign the SOP and then assign a file number, and distribute the new or revised SOP.  The final copy should be signed both by the official responsible for preparing the SOP and by the Commander.  Copies should be provided to supervisors and officers in charge of the immediate organization, and should be posted in a SOP file for ready reference.

5.
REFERANCES OF A SOP


a.
AR 34-4
Army Standardization


b.
AR 710-2
Supply Update


c.
AR 190-11
Physical Security


d.
DA Pam 750-35
Motor Pool Operations


e.
DA Pam 25-33
Publications


f.
FM 101-5
Organizational and Operations


g.
Commander’s Guide
ULLS-G, ULLS-S4


h.
USAREUR Reg 50-3
NBC Operations

6.
FORMAT OF A SOP


There is no fixed format for a SOP other than a title for purposes of identification and utilization.  The format outlined in Annex A is suitable for most SOPs.

7.
CONTENT OF A SOP


a.
The heart of a SOP is the content listed under the section entitled PROCEDURES.  This is the part that specifies what people do the job and what steps are required to perform the procedure in a prescribed manner.


b.
The most important feature of a good SOP is it communicates what is to be done in a clear, concise, and step-by-step manner.  The person to whom it must communicate is typically the new employee who may have little or no experience with the procedure in question.  Therefore; it is imperative the writer of a SOP figuratively place himself in the position of a new, inexperienced employee in order to appreciate what must be communicated and how to communicate it.


c.
The content of a SOP should be comprehensive in terms of how to get the procedure accomplished, but it should not encompass matters not directly relevant to this end.  Listing responsibilities in a SOP is an irrelevant digression because it does not directly address the issue of how to get the procedure accomplished and exactly who is to do it.


d.
Perhaps the best advice on the content of a SOP is to ask yourself:  Does the SOP answer the questions, Who? What? Where? When? How?  If these questions are answered it is complete.  If these questions are not answered, revise it until it does in as clear and logical an order as possible.

8.
COMMON PROBLEMS AND ERRORS IN WRITTING A SOP


a.
Listing responsibilities for carrying out a procedure rather than stating who does the procedure and how regulations are the place for delineating responsibilities, not the SOP.


b.
Failure to clearly state who carries out which step in the procedure.  The “Who” (by position not by name) is as important as the "What.”


c.
Inclusion of steps or procedures performed by persons outside the organization.  This information has no place in a SOP because it involves actions that are beyond the direct control of the organization.  Include only those steps carried out by the employees in the immediate organization.

9.
VAGUENESS OF A SOP

What if the reader of the SOP cannot figure out exactly who (by job description).  Is required to carry out a step in the procedure and furthermore cannot determine precisely how it is to be carried out?  Obviously, the SOP has failed in its prime objective, communication.  This is why a prime function of the reviewer is to check to see if the writer has conveyed the message clearly.

Appendix A

SAMPLE FORMAT FOR A SOP

ORGANIZATION HEADING

Office Symbol:  _________ File No:  __________
Date prepared (or revised):  _________

Memorandum Title/Subject:  __________

1.
PURPOSE:  (Purpose of the SOP and of the procedure itself.)

2.
SCOPE:  (To whom and to what does the procedure apply?)

3.
AUTHORITY:  (Regulation or directive that calls for SOP procedures to be performed.)

4.
REFERENCES:  List of References (This could be as long as one or two pages)

5.
APPROVAL:  (This is a stand alone page with a statement approving the contents of the SOP)


a.  Signature block of preparer (optional)


b.  Signature block of Unit Commander

6.
GENERAL information on the SOP

7.
APPENDIXES:  List of appendixes A-Z

8.
PROCEDURES:  A-Z. (Appendixes) Use to break up procedure into major sub procedures or major components, i.e.. Responsibilities, issuing procedures, receiving procedures, in and out processing procedures etc.)

Appendix B

SOP FOR WRITING SOPS

ORGANIZATION HEADING

Office No:  _________ File No:  _________
Date:  __________

Memorandum Title:  ________

1.
PURPOSE:  The purpose of this SOP is to show how to write a SOP.  SOPs, which are written step-by-step guides to carrying out a procedure, are useful in training new employees, ensuring standardization of performance, and keeping management informed of how things are done.

2.
SCOPE:  This SOP applies to all organization sections of this command.  It should be used as a guide whenever new SOPs are written or existing SOPs are revised.

3.
AUTHORITY:  Not applicable

4.
PROCEDURE:


a.
Preparing to write


(1)
When the writer is informed a SOP is required, he/she should first check to see if there is an existing SOP, which can be rewritten.


(2)
Next, the writer gathers reference materials relating to the procedure in question (instruction manuals, regulations, blank forms etc.).


(3)
The writer also determines whether other agencies, sections, or offices perform the same procedure; if so, call or write to request a copy of their SOP for reference.


b.
Writing


(1)
Upon completion of preparations the writer selects a suitable format for the SOP.

 The format presented in this guide, “HOW TO WRITE AN SOP” is suitable for most SOPs and should be used where possible to ensure uniformity.


(2)
Having selected a format, the writer prepares a draft of the SOP using the format selected.  Any blank forms used in the procedure are included as annexes to the SOP


(3)
After revising and rewriting the draft SOP the writer has it typed in final form for review.

Appendix B cont


c.
Review, approval, distribution


(1)
Before sending the draft SOP out for formal review, the writer reviews the draft for technical adequacy and makes any corrections necessary.  Whenever possible, the writer gives the draft to a knowledgeable employee for a second review to insure technical adequacy.


(2)
When the draft SOP has been reviewed for technical adequacy and all necessary corrections made, the writer signs it and requests it be reviewed for administrative adequacy by his supervisor.


(3)
The supervisor reviews the draft SOP to see if it is correct from the administrative point of view (format, correct identification of employee’s involved, logical sequence of steps, etc.).


(4)
If the draft SOP has been assigned a file number and is administratively and technically correct, the commander dates and signs it.  If the draft SOP is not correct, the commander returns it to the writer for necessary corrections before signing it.


(5)
The supervisor furnishes copies of the final signed and dated SOP to the Sections and Platoons involved.  The supervisor retains a copy for his files and places a copy in the Central Office File for ready reference.


(6)
The commander gathers all SOPs in the unit and has them consolidated in to the company SOP.  The company SOP will be provided to all Offices, sections and platoons in the unit.

5.
REFERENCE:   FM 101-5, Staff Organization and Operations


John A. Robert


CPT, OD


Commanding










PAGE  

_1043823185

