FIRST AMONG EQUALS
Create $ efficiencies in your business

Wolfe Strategies

4/26/17

Evalua8 Corp

This e-book is jointly written and published by Wolfe Strategies (WS) of Australia &
Singapore, a Xero Silver partner and Evalua8 Corp (EV8) based in the UK, a Xero
Bronze partner.
The main points collated in the document were discussed by Sarang Mandke of WS
and Neethu Stephen of EV8 in their webinar dated 26th April 2018 – Creating $
efficiencies in your business operations.
In our opinion, companies leak efficiencies and consequently cash due to two main
issues,
1. Zero or limited automation
2. Lack of business planning
In Part 1, we discuss how to use integrated automation to your benefit and in Part 2,
we explain planning for streamlining business goals to its realities.

PART I – INTEGRATED AUTOMATION

Wipe out the “in-efficiency” in your business
Every business (and subsequently its owners) will face their ’99 problems’ in the
business’ life cycle.
Right from incorporation > to becoming a start-up > to entering the small and medium
company phase and all the way to growing into a full-fledged multinational. Each set
of problems are unique to the business and the industry. So also, the requirements of
your business are inimitable. While establishing a cloud environment, both of these
aspects should be considered very carefully.
Harness the magic of cloud technology
During the webinar, Sarang presented the 4 main aspects of an organization’s
activities and how the continuing advancements in cloud technology will help save
the owner hours by streamlining back-office operations. Any owner that has hours
saved on unappealing and often boring administrative work will really appreciate
utilizing that time towards growing his or her business:

The “Big Four” – Mechanizing core business
functions

Purchases
Gone are the bad old days of all those pesky bills and receipts giving you constant
headaches. With the progress of cloud technology, we have applications such as
Datamolino, Receipt Bank, Shoeboxed etc. with their Optical Character Recognition
(OCR) technology that has compressed purchases accounting into one step –taking
pictures of the bills on your smartphone.
Note - WS uses Datamolino to help their clients create and maintain a seamless real
time process to track, record and account for expenses.

Sales
a) Sales function – Irrespective of the industry your business is in, issuing sales
invoices and getting paid for your products and services can be achieved on the
go i.e. without disrupting the daily flow of your activities.
Accounting softwares available now such as Xero, Quickbooks Online, MYOB let
you send invoices to your customers from your smartphones. For business within
the hospitality or retail sector, Point-of-sales systems available on cloud such as
Revel, Vend, Kounta etc. allows you to not only record your sales in real-time,
but also track inventory on hand, provide you with detailed reports on your sales
per product, compare your labour cost against sales and give a wide range of
reports to help you keep track of your company’s revenue earning potential.

Employees
Payroll management – Do you remember those unbelievably complicated
spreadsheets that you used when preparing your staff payroll? Those sheets are
now a part of history! Current payroll management software allows you to
process wages along with all the necessary deductions with just a click of a few
buttons!
Specific to businesses in Australia or the UK, Xero has its own in-built payroll
function that not only calculates salaries but can automatically file your Pay-AsYou-Earn taxes directly with the ATO / HMRC. And all with a click of a few
buttons.
For businesses in South East Asia, similar facilities are offered by online payroll
software such as Talenox / SimplePay / RedCape etc. ensuring that you spend
less than 30 minutes each month on your staff pay!
WS uses Talenox for payroll and larger HR functions such as leave management.

Integrated
Reporting
Software such as Xero allows reporting and metrics to be created under a single
platform. This is what we refer to as “integrated automation and reporting” bringing all your business functions and their related add-ons under one house.
If you are already using a cloud accounting software and especially Xero, one valueadd that you can take away from their blog is to look at the “New Reports” function.
Apart from having your usual Profit & Loss, Balance Sheet, cash flow reports, you can
access other financial data such as customer / supplier aging, inventory, expense
categories to help you get an in-depth knowledge of your company’s financial health.
Is Automation the answer to all issues
In the excitement of going paper to
cloud, we often get carried away. We
forget the one area that’s integral for
effective automation to take place.
The environment in which we
establish them.
A tighter control environment
One of the best solutions to mitigating
problems over the long term is to
constantly review a company’s
internal policies and procedures. Take this real-life example, “At the beginning of

2017, Sarang (WS) sat down with a restaurant-owner client of his firm and reviewed
the restaurant’s 2016 performance. During the review, they discussed the policies used
and went through what portions of the policies benefited the business and identified
policies which gave it a disadvantage. One such policy was reimbursing the restaurant
outlet staff in petty cash. The disadvantage here was that often cash was handed
without proper documentation and WS and team faced difficulties reconciling records
with the actual cash in hand.
To solve this issue, a new procedure was established in 2017. WS would process staff
reimbursements each week via bank transfers, provided the staff have sent their claims
along with supporting documents. This procedure helped the client maintain accurate
records for accounting purposes and ensure that petty cash was correctly accounted
for.”
All businesses should review their internal controls regularly to ensure that out-ofdate policies and automation tools are not keeping its performance looped in
unproductive cycles.

PART II – BUSINESS PLANNING

BUSINESS PLANNING

As business owners, we often tend to look back at what have gone wrong in the way
we worked but hardly take time out for forward reviews – in simple terms, many of
us do not take planning seriously. A lot of things are left to chance, but yet businesses
today compete on efficiency. Where the start of a great business is a problem-solving
product or service, unless you plan ahead, sustained success is hard to reach.
Financial budgeting and forecasting is central to the business planning process.
Technically, budgets are your long-term plan and forecasts are short term visions
adjusted to market realities. For start-ups or SME’s often the process starts from
creating a short-term forecast – this is for bootstrapped organisations. For funded
companies, they would likely have some form of cash forecasts available as this is an
important and inevitable part of your “pitch”.
The Start of the process – Budgeting and / or forecasting
For any organization that is operational, Neethu suggests that you start your
planning “today”. Procrastination breeds more chaos and of course priorities change
over short periods of time in the world we live and play in. If you are close to starting
a new financial year, that is great – you can officially then start with an annual
budget. If not, start with a short-term forecast. Plan your next quarter or if you want
to be more granular, the next month.
When we speak of budgets, the immediate thoughts that come to mind is, let’s plan
our numbers. That’s a great starting point. But do not ignore the non-financials. We
recommend that the planning process should span three core areas,

Financial planning
Pick core financial factors affecting the
business - E.g. - debtor management, key
expenses, cash on hand

Set targets to achieve over a defined period - a
quarter, a month or an year

Finite Resources
Identify the most finite resource you have E.g time, people with specilised skills

Plan the use of that resource with as much
granularity as possibke

Non financial planning
Abstract areas which creates a business USPE.g. - method of delivery, marketing
techniques

Identifying criticalities or changes needed and
gearing to adapt

Business Metrics – The things that matter
The more we define the areas where we need to concentrate on, the more we can
substantiate it with the help of numerical values.
These are what we formally call – metrics. We never recommend that clients choose
their metrics before they know what is important and critical to their business. You
can find plenty of metrics online, but to adapt that to your organization is the most
important part of the planning process.
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To Do or NOT To Do – Intelligence Tools
We do recommend the use of intelligence tools where there is a good fit between the
business needs and what a software can offer. In a lot ways, having a solution that
provides specific reporting templates (such as graphs, charts, visuals) makes a
difference. It brings the reality home rather than stare at numbers and not
understand how it fits in with the grand scheme of things.
Small business owners have access to smart tools now that can help with the
planning phase. If you are a Xero user, start with the Xero Budget Manager. If you
use this tool, you can then have the estimates and actuals on the same platform.

X
E
R
O

Pictures are self -created

For advanced analysis, there are a host of business intelligence tools now available
for Xero or QBO users. One that we use for our clients is Spotlight Reporting. The
software is an add-on for Xero and combines both financial and non-financial
analysis for an organization wide view performance.

Picture Credit – Spotlight Dashboard - https://www.spotlightreporting.com/product/

Review – Repeat
It’s equally important to
review your business
plan/s as often as
possible. We
recommend a review
every quarter if not
every month. Because
changes happen very
quickly in the small
business sector, being
able to identify key
changes and create
necessary pivots is
crucial. We won’t be
able to achieve this
without constant review
of “plan vs performance”
Take this instance – A US based client knew of upcoming changes in legislation
regarding key factors affecting the business about three months before the House

meeting. It was flagged and we combed through the business finances to see what
adjustments are needed to ensure we can take a hit if push comes to shove. On the
day of reckoning, keys changes weren’t brought forth, but we were all the better
being prepared for the same.
Making Tax Digital (MTD) is a large initiative now happening in the UK that would
change tax reporting for small businesses in the region. Though it was recently
shelved, the move towards greater digitization of key compliance areas is inevitable.
We prepare clients before-hand to ensure these areas of work are automated and
least causes least amount of disruption to the business model. This is again part of
the larger performance review of company processes and/or KPIs.
By constantly reviewing company performance you can create a pool of what’s
working V/S what’s not. This in turn makes it easier to change the areas with weak
links.
CONCLUSION
Scaling a business can never be accidental. A combination of factors – starting with
automation and good planning paves the way for a stronger business to emerge from
a mere start-up. We would leave you with a snippet from “Built to Last” – the
business cult classic by James C. Collins and Jerry I. Porras.
“Visionary companies invest earlier and more aggressively in such aspects as
technical know-how, new technologies, new management methods and innovative
industry practices”
Be the change maker not the change taker!
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