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1. Close down any open apps
2. Ask and we'll answer

karbonhg.com
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[ﬂ North-West Logistics Inc
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(; ‘= Andi Ancheta assigned this to John Freeman

H Andi Ancheta changed the status from
‘Planned’ to ‘Ready For Review’

John Freeman Thanks @andi_ancheta.
Looking at this now.

@ian_vacin do you want to look over this t00?

lan Vacin Looking good @team ! Happy with
it if you are @john_freeman
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Overview




1. Discovery

2. Optimization
3. Reinvention
4. Delivery

5. Personalize
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“Knowing and choosing when to be
inefficient, becomes your difference.”

— Adrian Simmons, Elements CPA, Chief Creative Designer

karbonhg.com
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“Think of process like a storyboard.-
you're creating a narrative around a
customer experience.”

— Adrian Simmons, Elements CPA, Chief Creative Designer

karbonhg.com



Ten steps to process improvement
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Determine the process to optimize

Discuss the existing process as a team Discovery
Agree on what is success & the measure
Map out “As-Is” processes (& variants)
Discuss variants and why they exist
Review all steps for inefficiencies

Create a “To-Be” process with a subteam — Reinvention
Test the process (or at least the logic)

Document and implement broadly Delivery
Iterate and further optimize

Optimization



1. Discovery

2. Optimization
3. Reinvention
4, Delivery

5. Personalize
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Determine the process to optimize
Discuss the existing process as a team
Agree on what is success & the measure
Map out “As-Is” processes (& variants)
Discuss variants and why they exist
Review all steps for inefficiencies

Create a “To-Be” process with a subteam
Test the process (or at least the logic)
Document and implement broadly

Iterate and further optimize
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“The simple but often tedious task of getting
everything out of your head during process
discovery, makes recognizing opportunities

forimprovement 10x easier.”

— Adrian Simmons, Elements CPA, Chief Creative Designer

karbonhg.com



Be smart about process improvement

- What bothers you (or the team)? What is out of place?

« What process(es) are you trying to improve? Why?

« Are your processes catalogued and documented?

« What is the process today? What is your ideal process?

« How are you measuring success? Is it measured today?

« Who is defining the new process and with what insights?

« How do you ensure the process is adopted?



Category [Your Firm]

#1 Example process list:

Most efficient  #2: » Weekly reconciliation

#3: « Month-end close
. * Year-end review
Most #
44, « Payroll
bothersome 47 . Advisory
« Tax (business)
Biggest Z12 » Tax (individual)
opportunity #3:- « Tax (other)
« Prospect to sale
.  Client onboarding
Most associated #l i
2.  Staff onboarding
revenue #3. « Staff offboarding
 Client offboarding
Top three z12  |Internal processes
processes

H#3:



Steps to process discovery

e Step 1: Determine project ownership



Steps to process discovery

Welcome to Two Roads

« Step 1: Determine project ownership

o Step 2: Gather & review what you can

(Partner’s First Name).

We are hont
place of fina
your onboal
process but

(Bookkeepe
advocate, st

(Bookkeepe
865-212-00¢

Two Roads y
sure that yo
transition. T
We will walk
over the ne»

Kickoff Onb(
Internal Me¢
Training ses
Clean up an
Present the

Our first ste
necessary ir

Which of the
(Time one)
(Time two)
(Time three)

Included in ¢
information
this informa

Busines

Two Roads is
vital for us to (
any questions

1. Adc

Two Roads

T Two Roads

Onboarding Timeline

Starting a partnership with your organization is something that we take great pride and time
with. We invest significant time on the front end knowing your business, completing any
projects, and implementing any system efficiencies. This process typically takes our team 30
days from start to finish. Your dedicated bookkeeper will keep you updated during the process.

Phase One - Getting Started
Initial Meeting
Bookkeeper Introduction
Creation of cloud based accounting software
Acquire the necessary info
2 Internal Set Up

Confirm Bookkeeper Assignment

Create profile in Bill.com with invoice for on boarding plus first month

Set up a reoccurring ACH

Create a Note in the Onboarding timeline of their billing date

Update Partner Organization Chart

Update Wage information

Y {1

Onboarding” process



Steps to process discovery

« Step 1: Determine project ownership

« Step 2: Gather & review what you can

 Step 3: Determine your own hypotheses Senge gw,& b “%
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Steps to process discovery

« Step 1: Determine project ownership
« Step 2: Gather & review what you can
« Step 3: Determine your own hypotheses

o Step 4: Write down the high-level details



Step 4: Write down the high-level details

 Baseline:
. river:




Steps to process discovery

« Step 1: Determine project ownership
« Step 2: Gather & review what you can

» Step 3: Determine your own hypotheses TR e
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Steps to process discovery

Step 1: Determine project ownership
Step 2: Gather & review what you can
Step 3: Determine your own hypotheses
Step 4: Write down the high-level details
Step 5: Conduct an intake session

Step 6: Document a raw list of steps



Step 6: Document a raw list of steps

« Use whatever method works for you

« Don’t worry about “doing it right”
« Document as much as you can

 |Involve the project team

« Make notes as you go

« Walk back through to fill the gaps

Category, group Step title Step description Step owner e Best Worst Expected |, .. e
or process to complete (list step #s or processes)

Receive and archive contract _—_— Contract signed Signed employment contract |Contract archived in File Mgmt system?

With contract receive,
Contract Kick-off new hire process communicate to Admin to start
the next process

Step # Inputs Outputs

-9, W-4, MW507, Direct
Completion of Contract deposit authorization,

New employee forms are sent

FEpanNON forms via 6mad 10 new hire for process Independence, Confidentiality,

Send out electronic new hire

completion

Review

Non-disclosure / non-compete

Source: “New Team Member” process for Elements CPA



Steps to process discovery

Step 1: Determine project ownership
Step 2: Gather & review what you can
Step 3: Determine your own hypotheses
Step 4: Write down the high-level details
Step 5: Conduct an intake session

Step 6: Document a raw list of steps

Step 7: Estimate time per activity



Steps to process discovery

Step 1: Determine project ownership
Step 2: Gather & review what you can
Step 3: Determine your own hypotheses
Step 4: Write down the high-level details
Step 5: Conduct an intake session

Step 6: Document a raw list of steps
Step 7: Estimate time per activity

Step 8: Map out the critical path



Critical Path method (process planning)




Next steps

« Use critical path to ensure focus

« Review “as-is” process with the team
« Add & remove based on feedback

« Break it down further, if needed

* Begin mapping & optimization phases

Source: “Onboarding” process for Two Roads



1. Discovery

2. Optimization
3. Reinvention
4. Delivery

5. Personalize



1.  Determine the process to optimize

2.  Discuss the existing process as a feam

5. Agree on what is success & the measure

4., Map out “As-Is” processes (& variants)

5. Discuss variants and why they exist

6. Review all steps for inefficiencies

/. Create a “To-Be” process with a subteam
8. Test the process (or at least the logic)

9. Document and implement broadly

10. Iterate and further optimize



&

“Write your processes, maps and
documentation for the most junior person
on the team. This ensures nothing is missed

and also helps delegate more effectively.”

— Steph Hinds, Growthwise, Head Ninja

karbonhg.com



The why of process mapping

« “A picture is worth a thousand words.”

* |t’s a team sport.

 Single point of view for all.

« Mind the gap.

« See the big picture — today and tomorrow.
« Decrease errors of procedure.

« No value? Remove the step.

« Make staff onboarding eas(ier).

« Roll-out new processes with ease.

» Easy to compare for overlapping processes.



Symbols that you need to know

* Process

» Decision

 Terminator Used in all map types
« Predefined process

 Flow line connector



Example using all process symbols

Sales Process

Send client a

Request prior
tax return &
online GL access

Tax return
received?

Yes.

reminder

Delay
24 hours

P

Prior year
tax return

S—"

Online GL
access
granted?

Online GL access requires:

- Invite from client org/file
- Username & Password

Online GL
credentials

Build monthly
checklist

Onboarding
complete




Process map types to consider

 Detailed+



Sales

Monthly
Bookkeeping
Process

L

Assign Bookkeeper———p»

Setup admin

Detailed+ process map

systems

Meet with client ¢

Chase missing
docs

Request & receive

feedback .

Setup financial
system

Get approval for
recurring processes

Review recurring
process

P

Educate client

Create P&L

No

Re-assess project

Y

Create Balance
Sheet

Out of scope?

Yes

v

Build recurring
bookkeeping
process

Clean-up
Process

Create working GL
file
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“When someone breaks a process, take
notice. Uncovering why they did it and what
they did leads to process innovation in a

practice.”

— lan Vacin, Karbon, Chief Customer Officer

karbonhg.com



Monthly boo

Checklist Summary Details

Checklist Name

Monthly Bookkeping

Description

Monthly bookkeeping process for month end close

Owner

Bookkeeper

Expected Duration

1 month

Workflow Status Details

kkeeping in detail (example)

Job Role Details

Workflow ID# Workflow status name Job role ID# Job role name
1 Weekly bookkeeping process 1 Bookkeeper
2 Bi-weekly payroll process 2 Accountant
3 Collect & chase 3 Admin
4 Month end close adjustments
5 Create & review reports
6 Share & advise client
Section 1 Weekly bookkeeping process (week 1)
Step # Step Title Owner Duration (hours) Dependent On Step # Due Date
1 Review A/P report Bookkeeper 0.25 start 28 days prior to start date
2 Pay bills that are due Bookkeeper 0.5 1 start 28 days prior to start date
3 Publish all receipts form receipt app to accounting system Bookkeeper 0.5 2 start 28 days prior to start date
4 Reconcile daily deposits from the POS system in the accounting system Bookkeeper 0.75 3 start 28 days prior to start date
5 Reconcile deposits from Stripe in the accounting system Bookkeeper 0.25 4 start 28 days prior to start date
6 Reconcile open transactions from bank accounts in the accounting system Bookkeeper 1.25 5 start 28 days prior to start date
7 Reconcile open tranactions from Paypal in the accounting system Bookkeeper 0.25 6 start 28 days prior to start date
8 Review uncashed checks Bookkeeper 0.25 7 start 28 days prior to start date
9 Email client with any questions on weekly transactions Bookkeeper 0.25 8 start 28 days prior to start date




Phase:

Start monthly
bookkeeping

Customer:

Timing: Odays

4.0
Box}l(ig‘:yin - 1.0 —p RUN ér(')eview Clogéothe > Prep & send
Ping Reconcile - statements to
Process reports books :
client
Weekly Bi-weekly Collect & 5 Month end Create & review reports
process process : chase ; close
. 5 : 4.
W:eLec:dy ; : 2.0 : 3.0 : Monthoend ; 5'.0 ] . 6'9 .
bookkeenin - Bi-weekly payrolll—p{ Gather monthly f—p» close —»{ Create financial—a»{ Review financial
PN 11 process ; documents ; . ; reports : reports
process : adjustments
Bookkeeper Accountant Admin Bookkeeper Bookkeeper Accountant
every every +4 d +4 d +5 days
7 days 14 days s s d

Example of monthly bookkeeping

End of monthly
bookkeeping

Share & advise

7.0
Share financial
reports with client

Monthly
bookkeeping
complete

+6 days

Accountant

+7 days
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“Ask a team member who doesn't normally
work the process to conduct a walk-through -
it can be a great way to uncover the hidden

steps normal process owners may be blind to.”

— Adrian Simmons, Elements CPA, Chief Creative Designer

karbonhg.com



Conduct a process walk

Take the walk:

* Pre-requisites: Documented process
« Perspective: Client and/or paper

« Walk conceptually

« Walk actually

Walking tips:
« Voice your thoughts
« Scrimmage and take notes as you go

« Delete where you can, add where you must



Example: Weekly reconciliation

WEEKLY RECONCILIATION PROCESS & CHECKLIST

Start weekly

reconciliation

Weekly

reconciliation
complete



Example: Month-end close

MONTH-END CLOSE PROCESS & CHECKLIST

[ COMPLETE MONTH-END CLOSE ADJUSTMENTS 1

Start month-

........

end close

Month-

.......... end close
complete

L REVIEW, SHARE & ADVISE J

€ Ik



1. Discovery

2. Optimization
3. Reinvention
4, Delivery

5. Personalize
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Determine the process to optimize
Discuss the existing process as a team
Agree on what is success & the measure
Map out “As-Is” processes (& variants)
Discuss variants and why they exist
Review all steps for inefficiencies

Create a “To-Be” process with a subteam
Test the process (or at least the logic)
Document and implement broadly

Iterate and further optimize
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“What you intend, and what your customers
actually experience, can be two entirely
different things. At some point you have to
switch shoes and forget what you know, so as to

see through another's eyes.”

— Adrian Simmons, Elements CPA, Chief Creative Designer —

karbonhg.com



The ramen soup experience

Source: @buildtothink



Observe the process




Capture the experience & issues



Map out the As-Is process & experience

19




TOUCH POINTS

VISITOR KEY MOMENTS

Exploratorium Visitor Experience Map

Where do you support the paths of different visitors?

Marvenhn g

GET THE IDEA

Pre-visit

Drvg'tal Medha 2oL NS

- - - -
. - -
.\
.
.

.s ™ ” ‘-.,'
’
.\ ’ " .

’

Feaple Transd

PLAN THE DAY

' « Renits a Tpcar
Local Adult
s Descovers Explorstorium on  + Plans dey arownd visting
' travel vite multiple towrist destinations
o Duscusses with hotel concerge
Touwrist
* Heard about Exploratorium  »  Talks with tamily about gong
on Univision o Learns about Spanish cptions
Unsure if it's the ry lace
Mepanic B Setham rghtp * Considers cost deeply
Family
4 * Is triggered by fond * Looks up member
'i Ire ey berwefity
*  Recenes Exploratonum
Memiber communications
Family

At Exploratorium

Arrval & (’r.",

GET INSIDE

* Needs to meet friends there

* Asks about Spanish support

« Seecks special member check-in or
benefts

« Warts o skp line
» Feels extra frustration with crowds

- -
......

DO THE MUSEUM

Soeks alcebol
Buzzed ard wants munches

Feels pleased ot the depth of
the content

Needs to teep tamily together, old
and young
Pleasantly surprised that translabon
" iree

« Feels pride and belonging
* Looks for favonte exhibit
« Feels frustration if it lse't there

Mobile Device

WHAT'S NEXT

g

map by adaptive path

Post-wisit

RETURN TO LIFE

* Wants 1o continue social activities * Plars another date

for the night

* Seeks spot to rest and recharge

¢ Gathers the troops

« Feels proud of San Francisco

Reviews on Trip Advisor
Crashes in hotel

Shares photos with famely

« Wants to get more imvolved

Source: San Francisco Exploratorium and Adaptive Path




ldentify the areas to improve




Re-imagine and re-invent
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Test, learn... and refine



1. Discovery

2. Optimization
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Determine the process to optimize
Discuss the existing process as a team
Agree on what is success & the measure
Map out “As-Is” processes (& variants)
Discuss variants and why they exist
Review all steps for inefficiencies

Create a “To-Be” process with a subteam
Test the process (or at least the logic)
Document and implement broadly

10. Iterate and further optimize
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Raw data

Overview

Detailed

The journey to checklists
From processes to mapping to work to checklists

Process name
Step title
Step description

Step duration

Phase descriptions

Subprocesses

Ownership & notes
Order

Logic

Work template name
Checklist item

Checklist item description

Due date, budgeted time

Work status

Checklist section

Step owner
Checklist step order

Additional checklist steps




Keys to checklists

« Generic & specific: Must be flexible yet customizable.

« Tight & light: Detailed enough to frack but lightweight
enough to use.

« Ownership is king: Clear ownership with clear hand-offs.

« Work just flows: Visibility must be baked in.



Generic & specific

Generic:
« Work template
e Checklist item
« Links

Specific:
« Checklist

« [tem description



Tight & light

 Precise, efficient, easy-to-use, and easy to manage

« Keep item names short (like process step titles)

« Use verb + noun + object construction

« Leave the detail to the description

« Use links in the description to point to the step-by-step process
« No more than 5-9 items per list (use sections)

 List only what is important (combine like items into description)



Work just flows

Start monthly \ 1.0 § 2.0 f 3.0 ‘ 5 0 ; 7.0 ; Monthly
bookkeeping o= Collect client — Process monthly —s{ Process monthly ; Reconc le & Combplete VAT Reconc le f Review with and |— bookkeeping
(TC Patisserie) - |AR/AP activity| - AR activity : AP activity : allocate cash P Balance Sheet | - advise the client | - complete

Chase Process Reconcﬂe Review

* Process phases = workflow statuses
« No more than 3 to 5 statuses per work type
« Team members must relate to work statuses

« Last checklist item is to track, assign, and communicate

Source: Hemingway Bailey Bookkeeping process



Ownership is king

« One owner per item, work status, checklist, work, and client
« Minimize baton passing — group items where possible

« When the baton is passed, overcommunicate

« Separate checklists into sections — preferably by ownership

« Work statuses should relate to person or team owning



Steps to put checklists intfo Karbon

1. Prep data table: Genericize step owners, convert duration to
due date, update description and capture the high-level details.

2. Setup supporting components: Specify work types, work
statuses, job roles, and create new work template.

3. Build work template tasks: Copy & paste step titles; add
descriptions, job roles, and due dates per checklist item.

4. Publish & get work done.



1. Discovery

2. Optimization
3. Reinvention
4. Delivery

5. Personalize



Best practice templates

Choose from Karbon’s extensive collection of best practice templates to
provide your staff the step-by-step guidance for client service delivery work and internal processes.
Pick and choose from the full library of more than 50 processes.

GET THE TEMPLATES

karbonhqg.com/template-upload

&



Best practice templates

Internal processes:

Client services:

Weekly reconciliation
Month-end close
Year-end review
Payroll

Advisory

Tax (business)

Tax (individual)

Tax (other)

Enablement processes:

« Prospect to sale
Client onboarding
Staff onboarding
Staff offboarding
Client offboarding

Building processes

Change management
Corporate name change
Measuring client satisfaction
OKR management process
Picking & choosing tech
Ratings & reviews

karbonhqg.com/template-upload

&



Review/build a template
. Customize
Create work
. Personalize the work
Setup a schedule

. Manage the work
Gain insights




4 key Karbon work training videos

« Work filters and saved dashboards (4 min):
https://karbonhqg.wistia.com/medias/13dfsgxgo9

« Personalize a work template (6 min):
https://karbonhqg.wistia.com/medias/sjzdxhhcsu

« Creating a work template from scratch (10min):
https://karbonhqg.wistia.com/medias/h2wé6jrilirm

« Best Practices: Automation (9 min):
https://karbonhqg.wistia.com/medias/m/6gpléw10



https://karbonhq.wistia.com/medias/13dfsqxgo9
https://karbonhq.wistia.com/medias/sjzdxhhcsu
https://karbonhq.wistia.com/medias/h2w6jr1lrm
https://karbonhq.wistia.com/medias/m76gpl6w10
https://karbonhq.wistia.com/medias/13dfsqxgo9
https://karbonhq.wistia.com/medias/sjzdxhhcsu
https://karbonhq.wistia.com/medias/h2w6jr1lrm
https://karbonhq.wistia.com/medias/m76gpl6w10
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A whole new approach to practice management

karbonhqg.com
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“Efficiency is not set and forget. It is not the

responsibility of one person or one team. It's
something you and your team have to work on
constantly. The more it becomes a daily habit, the

more efficient your firm will become.”

— Steph Hinds, Growth, Founder

karbonhg.com



1. Discovery

2. Optimization
3. Reinvention
4. Delivery

5. Personalize




Questions?
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Thank you

Get started at karbonhg.com
Follow us on twitter @KarbonHQ

lan@karbonhqg.com

karbonhg.com



