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E
thics has always been a 

critical issue for CIMA and 

its members; our Code of 

Ethics is the bedrock of the CGMA 

Competency Framework, and 

ethical behaviour is the basis of 

all that we stand for and do.

In our role as trusted 

professionals, we lead by 

example. This means that we 

need to both act ethically and be 

perceived as acting ethically.

I believe that for today’s 

management accountants — and 

students on the path to qualifying 

— ethics will take on a role that 

extends far beyond that of the 

past 100 years. 

Since CIMA’s formation in 

1919, there have been waves of 

radical technological advances: 

from basic accounting machines 

in the 1920s to the emergence of 

the desktop computer in the 

1980s and, in the 1990s, the ability 

to analyse and use big data. 

However, it’s the most recent 

development, of arti�cial 

intelligence (AI), that has 

probably the most profound 

implications — for business, for 

people, and for ethical decision-making. 

According to a Deloitte survey, early adopters of AI 

across the world believe it is “very” or “critically” 

important to their company’s success today. Drilling 

down into the report, the executives surveyed say the 

strategic importance of AI to their business success 

will increase substantially over the next two years. 

This shift di�ers according to country. So, 14% of 

China’s executives say AI is critically important to 

today’s success, rising to 42% in two years’ time; in 

Australia the shift is from 12% today to 29%; and in 

Canada, from 5% to 27%.

While AI can bring many advantages to �nance 

functions and businesses more widely, it can also go 

wrong, as EY points out in its report How Do You Teach 

AI the Value of Trust?: It can malfunction, be corrupted, 

or take on the algorithm-builders’ biases. In addition to 

biases, AI introduces other considerations of moral 

behaviour — respect, fairness, and 

transparency, for example — in a 

way that earlier technologies 

have not.

Throughout the huge tech 

advances of the 20th century, the 

employment-to-population ratio 

has — perhaps counterintuitively 

— increased, professor David 

Autor of the Massachusetts 

Institute of Technology pointed 

out in his 2015 paper “Why Are 

There Still So Many Jobs?”.

Whether AI will be a part of 

that trend is not yet clear, 

although the World Economic 

Forum is con�dent that 

robotisation will lead to more 

rather than fewer jobs. Its report 

The Future of Jobs predicts that 

robots may create 133 million new 

roles by 2022 in place of the 75 

million that may be displaced.

As well as impacting business, 

AI will make its mark on society 

more widely — and corporate 

leaders need a voice at the table 

with governments and regulators 

to ensure that those responsible 

for the technology are also 

accountable for it.

I agree with EY global assurance innovation leader 

Jeanne Boillet’s view that boards need “to take a 

proactive role in understanding how AI is being used 

across their business operations and its impact on 

their risk management and �nance functions”. 

Ethical leadership is important in a further way: 

Business leaders have a duty to help their employees 

make sense of the changes that automation and AI 

are bringing. These changes require people to adopt 

new ways of working and a mindset shift to learn the 

new skills to deal with increased complexity. 

In a similar way, CIMA and the Association 

recognise the duty we have to provide the right 

learning resources for our members. Our CGMA Store 

— at cgmastore.com — contains many resources that 

will ensure you are equipped with the skills to 

navigate this fast-changing technology. I recommend 

them to you.
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‘Business leaders have a duty to 
help their employees make sense 
of the changes that automation 

and AI are bringing.’
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A
s professional accountants 

operating in today’s highly 

competitive, complex 

business world, it is 

essential that you sustain 

your integrity and also remember the 

trust and con�dence that those relying 

on your objectivity and professionalism 

place in you. That expectation of higher 

standards comes with the territory of 

being a professionally quali�ed 

accountant — it goes beyond technical 

capability and includes behavioural and 

ethical standards.

When dealing with challenging 

questions or situations, building trust 

helps build credibility and makes 

di�cult or unpopular conversations 

easier. It also makes for a better working 

environment and a healthier 

organisational culture. In your own 

organisation there will be colleagues 

whom you instinctively feel more 

comfortable reaching out to when things 

take a di�cult turn, who you know will 

listen without judging, and who will be 

respectful of your views even if they 

di�er from their own. You may be one of 

those “turn to” people yourself — and 

that will not go unnoticed.

Of course, part of the complexity of 

today’s business environment is the scale 

and scope of regulation, and 

A code that 

empowers

noncompliance can have serious 

�nancial and reputational repercussions, 

not only for the individuals and 

organisations concerned but also for the 

wider public interest. The nature and 

degree of regulation in jurisdictions 

around the world is partly determined by 

the prevailing degree of trust in business. 

Professional bodies are also in the 

business of regulation, not only to 

maintain standards but also to uphold 

trust, and public con�dence, in their 

professions. At CIMA and the Association 

we take a positive approach to regulation 

— one that is enabling and facilitative. A 

good example of that is the CIMA and the 

CGMA Code of Ethics.

Rather than merely representing more 

rules to be complied with, and more 

hoops to jump through, the Code is 

actually there to help you. It has been 

updated with changes that will go into 

e�ect in January 2020. It will include 

new guidance, including on how to deal 

with pressure. Details of the changes are 

featured in the article “New Code of 

Ethics Is True to CIMA’s Core Principles” 

on page 20.

So, how can the revised Code 

continue to help you? Well, if your 

professional instincts are telling you 

that something doesn’t feel quite right, 

then there is a good chance it isn’t. 

Listen to your “inner voice” and use the 

Code and the ethical checklist as 

resources to help articulate the problem 

and how you might go about mitigating 

your concerns. Don’t wait until 

something actually goes wrong or 

escalates further before you check it 

out. The Code and ethical checklist may 

even help you resolve the matter in a 

way you had not contemplated initially.

Having a professional code to point to 

also gives you permission to raise and 

question issues openly and in a more 

objective way; it can help defuse emotion 

and enable positions to be revisited 

without loss of face. Don’t let addressing 

di�cult, unpopular, or sensitive issues 

become a burden — they are a part of 

business life. Many of your fellow 

professionals have helped build the Code 

and resources. It’s important to use them 

to continue to make our profession a 

great one of which to be a part.

By Gail Stirling
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Efforts of many organisations to get a blockchain 

up and running stall, a PwC survey 

suggests. To overcome the 

obstacles, follow these steps.

By Richard N. Williams

strategies to 

successfully 

implement 

blockchain6



M
any organisations, large 

and small, are looking at 

blockchain because the 

technology has the 

potential to solve several of 

the �nance function’s daily issues. Some 

organisations are coming up with proofs 

of concept, but very few have a blockchain 

up and running, and many are stalling in 

the research phase. 

In a global survey of 600 executives, 

PwC found that while 84% of respondents 

said their organisations have some 

involvement with blockchain technology, 

only 15% have a live project underway.

“Projects are stalling for a number of 

reasons,” said Steve Davies, global 

blockchain leader at PwC and author of 

the report Blockchain Is Here. What’s Your 

Next Move? The top barriers to blockchain 

adoption are uncertainty about how the 

technology will be regulated and a lack of 

trust amongst potential users of the 

technology, because it is unclear how 

blockchain works with other systems and 

how it can be scaled up.

“[But] you cannot a�ord to sit back and 

wait. You need to be experimenting. In 

one way, blockchain is just another 

technology, but its e�ect is going to be 

very profound,” said Davies.

Indeed, Gartner forecasts that 

blockchain will generate more than  

$3 trillion in added business value by 

2030, which could mean that as much as a 

�fth of global economic infrastructure 

could be running on blockchain-based 

systems by that time.

Blockchain also may bring 

opportunities for small and medium-size 

enterprises (SMEs), which traditionally 

have been faced with higher barriers to 

entry when it comes to technology. 

Blockchain enables SMEs to compete 

on a more level playing �eld with larger 

organisations, mainly because it is 

decentralised, so no large-scale IT 

infrastructure is needed, and many of the 

early-entry, o�-the-shelf software systems 

are aimed at the SME market.

Blockchain can help with a range of 

processes — eg, contracts, shipping, data 

storage, and invoicing. It can reduce these 
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costs and bottlenecks at a fraction of the 

cost of a traditional centralised software 

system, while o�ering the same and, in 

many ways, better levels of security. 

But to take advantage of blockchain, 

you need the right strategy. Businesses 

need to be able to implement blockchain 

without their projects coming to a halt. 

PwC and V. Gowribalan, FCMA, CGMA, 

the co-founder of GRIP Investments, a 

Dubai startup that is leveraging 

blockchain for investment management 

and �nancial services, suggest the 

following steps:

Understand what blockchain is 

A well-designed blockchain stores records 

in blocks that are linked to one another 

using a cryptographic technique that 

creates a digital, distributed ledger. The 

ledger can be shared and veri�ed by 

anyone who has access. The cryptographic 

“signature” on each block links to the 

previous block in a way that makes the 

blockchain virtually tamper-proof after 

the blocks are created. 

For the �nance function, the 

technology has the potential to cut costs 

and increase speed in several areas. 

Perhaps the most notable is the 

elimination of the need to reconcile 

intercompany data and transaction 

records, because all parties to the 

blockchain have access to the same digital 

ledger.

In some blockchains, digital tokens 

represent assets such as cash (think of 

bitcoin in the original blockchain). The 

PwC survey suggests that the �nancial 

services industry is considered a leader in 

blockchain applications, but assets 

represented on blockchains also include 

raw materials, �nished goods, and 

membership rights. Enterprise resource 

planning platforms, which are the engine 

of business operations, are beginning to 

integrate blockchain technology.

But a blockchain is invisible, and a lack 

of understanding about the technology 

remains a key stumbling block.

“People hear blockchain and they think 

of bitcoin, which has been tainted by bad 

actors, but there is more to blockchain 

than just bitcoin,” said Gowribalan.

“The blockchain behind bitcoin is 

decentralised, but we can use it and its 

merits without 100% decentralisation,” he 

said. “And most �nancial entities will not 

be able to use decentralised chains but 

will opt for permissioned networks.”

A blockchain can either be 

decentralised so it is distributed across 

machines or servers (nodes) with no 

single stakeholder having control over the 

blockchain, or centralised like regular 

databases, with a single stakeholder 

having control over the blockchain. 

Blockchains can also be permissionless, 

allowing any stakeholder to view or make 

additions to the blockchain, or they can be 

permissioned, with restrictions placed as 

to which stakeholders can view and make 

changes.

Blockchain helps streamline processes 

and is a less expensive way of handling 

multiparty transactions than traditional 

methods. Simple, inexpensive apps such 

as SmartContract or BlockCAT use a 

blockchain to create, check, and enforce 

agreements involving subcontractors, 

clients, employees, suppliers, insurance 

policies, or ful�lment inventory.

Develop a business case

Key to developing any blockchain 

solution is �guring out what problems 

you are trying to solve and whether 

blockchain is the way to solve them.

“First and foremost, you need to know 

the process inside out. You have to 

identify the bottlenecks in the process, 

and once you have identi�ed this, then 

blockchain should be considered with all 

the other alternatives,” Gowribalan said.

PwC has developed a list of criteria that 

organisations can use to see if the 

problem they are trying to address could 

be solved by blockchain:

yyy Do multiple parties share data?

yyy Do multiple parties update data?

yyy Is there a requirement for 

veri�cation?

yyy Do intermediaries add complexity?

yyy Are interactions time-sensitive?

yyy Do transactions interact?

“If you answer yes to four out of six of 

these criteria, then it shows blockchain 

could be a good idea,” Davies said.

Choose your blockchain carefully

There is no single type of blockchain, and 

a range of blockchain solutions exist. 

O�-the-shelf solutions have been quick 

to market, but they may not be a good �t 

for an organisation’s needs.

“Don’t fall victim to the hype. You can 

end up choosing the wrong system or 

evaluating the technology without 

understanding the core bene�ts,” 

Gowribalan said. “Do you need a 

permissioned network? Decentralised or 

centralised? Look at the chain. Di�erent 

chains perform di�erent functions.”

Blockchain types di�er depending on 

whether they are public, private, or 

quasi-private, which means it is operated 

by a consortium of stakeholders. The  

type of blockchain you need will be 

case-dependent. For instance, security 

and �nancial regulations may mean that 

a permissionless, decentralised 

blockchain is not suitable for an 

organisation.

To ensure you get the right technology, 

somebody with blockchain experience, 

whether in your own team, from a 

third-party blockchain consultancy, or 

from a company that provides o�-the-

1

2

3
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Richard N. Williams is a freelance 

writer based in the UK. To comment on 

this article or to suggest an idea for 

another article, contact Sabine Vollmer, 

an FM magazine senior editor, 

at Sabine.Vollmer@aicpa-cima.com.

shelf blockchain solutions, would be 

essential in ensuring you choose the right 

blockchain for your organisation.

Build an ecosystem

Blockchain works best when larger 

numbers of stakeholders get involved. 

Creating a community within an 

organisation or industry that understands 

the technology and its potential can help 

improve trust among companies, as 

standards and rules that de�ne the 

blockchain model can be worked out by 

everybody involved.

Young companies wanting to 

implement blockchain to transact with 

their partners have the advantage of a 

system that will help them create simple 

blockchain processes such as smart 

contracts that can facilitate contracts 

without third parties. However, everybody 

needs to know the rules of engagement 

and who takes responsibility for the costs 

and reliability of the system.

The PwC report suggests that 

stakeholders decide:

��y The rules for participation.

��y How to ensure that costs and bene�ts 

are shared fairly.

��y What risks and control framework 

can be used to address the shared 

architecture.

��y What governance mechanisms are in 

place, including continuous auditing 

and validation, to ensure that the 

blockchain functions as designed.

Design deliberately

Blockchain has to be designed carefully, 

not just to solve the organisational issues 

but to ensure it �ts with existing 

processes. If it doesn’t, those processes 

may have to be revised to lay the 

groundwork for the blockchain.

“Some of the best work we have done is 

working with not just the tech team but 

also operations and management, and 

pick apart the problems and pain points 

and build a solution around that,” said 

Davies.

Organisations need to also think about 

privacy implications, cybersecurity, 

compliance, and how they work alongside 

a blockchain, he added.

This is where blockchain can bene�t 

smaller businesses and reduce costs. The 

technology has some unique 

vulnerabilities that recent startups are 

beginning to address. But set up correctly, 

blockchain can o�er unique security 

features to small organisations worried 

about handling reams of personal data or 

keeping it secure. Blockchain can add a 

level of security by keeping all this 

information on the cloud and encrypted, 

but the access and permission framework 

needs to be worked out in advance.

Navigate uncertainty

Blockchain is still new, and regulation is 

still very limited. This may change in the 

future, which means organisations not 

only need to monitor the changing 

regulatory framework, but also actively 

get involved in shaping it.

All enterprises must accept that 

blockchain is new and the existing 

infrastructure is still struggling to 

accommodate it. 

Asking regulators questions and 

making suggestions on regulations can 

be helpful to companies and the whole 

community.

“Besides directly regulating the 

technology itself, laws around data use 

and protection can fundamentally 

change how your blockchain operates. It 

is vital to engage with regulators to help 

shape how the environment evolves,” 

Davies said.

Regulatory approaches to blockchain 

di�er from country to country, according 

to PwC. Singapore and Switzerland are 

trying to speed the application of 

blockchain technology by regulating 

tokens, while in the US regulatory e�orts 

are spearheaded by individual states 

rather than the federal government. In 

the EU, data privacy protection rules are 

making public blockchain initiatives 

di�cult. China banned cryptocurrency 

but supports regulation to help 

blockchain applications increase.

PwC suggests businesses work with 

regulators to shape emerging blockchain 

policies and best practices and monitor 

evolving regulation.   Q

4

5 6

‘People hear blockchain and 
they think of bitcoin, which has 
been tainted by bad actors, but 
there is more to blockchain than 
just bitcoin.’
V. Gowribalan, FCMA, CGMA, the co-founder of GRIP Investments
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Amazing, I know. I can rename the sheet, the formula will 

update, and other than the fact the formula is longer than it 

needs to be necessarily (a bit like this sentence), it doesn’t appear 

to be a big deal. However, let me now copy the worksheet a 

di�erent way.

In this instance, I am going to insert a new blank worksheet 

(say, “Sheet4”) and then simply copy and paste in the entire 

“Sheet1” worksheet, using Ctrl+C and then Ctrl+V, as shown in 

the screenshot “Formula Reference 3”.

The �rst thing you will notice is that my gridlines returned, 

but more importantly, take a look at my formula:

=C8*Sheet2!C6+Sheet1!C4

This is not referring to “Sheet4” as expected. An end user may 

think it is correct, too, given the (correct) cell reference to 

“Sheet2”. You might argue that the formula is “OK” — just ensure 

the worksheet is copied correctly — but exactly how do you 

enforce the former method of sheet copying in a workbook when 

others may use it?

I �nd this Excel behaviour quite dangerous, as it trips up 

accomplished modellers, too. For example, I have seen highly 

experienced analysts build a template forecast sheet for a given 

business unit and then have it reviewed by model auditors — 

seemingly a very prudent course of action. Once checks have 

been completed, the sheet has been copied over and over again 

for a multitude of business units only to have certain 

calculations all reference the template sheet — something not 

picked up at the review stage.

Get into the practice of always removing sheet references to 

the current worksheet — then this cannot happen.

Excel’s built-in functionality Find and Replace (Ctrl+H) may 

be used (ensure Workbook is selected as the Within: category 

and that Formulas is selected from the Look in: dropdown). In 

the case of the current worksheet being named “Sheet1”, the Find 

and Replace dialog box would look like the one pictured in the 

screenshot “Sheet1 Find and Replace”.

If you cannot see all of these options, click on the Options 

button in the bottom right-hand corner of the dialog box.

Alternatively, you may use a macro instead. This is 

particularly useful if a worksheet is hidden and/or protected.  

A simple example of a macro can be viewed at  

tinyurl.com/y4tlqaal. This macro does not look for a speci�c 

worksheet name but instead loops through each worksheet and 

removes the self-references on that worksheet regardless of what 

the worksheet name is. 

Word to the wise

The macro may need to be amended if one or more 

worksheets are protected with a password or if a sheet is 

“very hidden”. No doubt someone will email me with some 

such instances!   Q

Liam Bastick, FCMA, CGMA, FCA, is director of SumProduct, a 

global consultancy specialising in Excel training. He is also an 

Excel MVP (as appointed by Microsoft) and author of 

Introduction to Financial Modelling. Send ideas for future 

Excel-related articles to him at liam.bastick@sumproduct.com. 

To comment on this article or to suggest an idea for another 

article, contact Jeff Drew, an FM magazine senior editor, 

at Jeff.Drew@aicpa-cima.com.

Formula reference 2

Formula reference 3

Sheet1 Find and Replace 
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Cash flow can be 

improved through a 

well-designed process 

that incorporates data 

analytics.

By Maria L. Murphy, CPA

revenues and a lack of liquidity.

“Any business needs policies upfront, 

including setting expectations early on 

about how clients will pay and setting 

deadlines or milestones within the 

systems so that everyone is on the same 

page about when bills will be paid,” 

Luoma said. “Companies that get into 

business without payment policies in 

place can �nd their accounts receivable 

are out of control one to two years later, 

and they do not have cash to pay their 

bills.”

So how do businesses design and 

implement best practices in accounts 

receivable? The following areas can help.

C
ash is critical to running any 

business, and accounts 

receivable management is key 

to cash �ow management.

“In our accounting services 

practice, business owners are always 

looking for ways to better manage their 

cash �ows, and accounts receivable 

management always comes up,” said 

Gabrielle Luoma, CPA, CGMA, the CEO and 

founder of MOD Ventures LLC, a US-based 

accounting �rm.

Many businesses continue to use at 

least some manual, paper-based accounts 

receivable processes, where poor billing 

and collection processes can result in lost 

C
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Credit checks

Perform customer credit and background 

checks upfront to con�rm the customer’s 

existence and creditworthiness. In many 

countries, third parties can provide credit 

scoring and other information that should 

be combined with in-house business 

judgement and qualitative analysis.

Some businesses use preapproved 

credit limits, but others do not. Andrew 

Parris, director of Shared Services for 

Tarmac, a sustainable building materials 

and construction solutions business in 

the UK, said his company does not have 

preapproved limits. Tarmac does, 

however, consider performing 

comprehensive credit checks on all 

customers an essential part of its 

operations.

“In our industry, building materials 

and construction, there are many sole 

proprietors and frequent changes in 

business names, so it is critical that we 

continue to con�rm their existence and 

creditworthiness,” he said.

Tarmac uses customer credit scores 

and risk ratings from a credit bureau and 

reviews and maintains customer �les.

Contracts

Determine and document all terms of the 

customer agreement in writing upfront, 

before any goods or services are provided. 

The terms should include the scope of 

work, payment method and timing 

(upfront fees, retainers, percentage or 

progress billing, �nal payments), and 

collections (timing, penalties for late 

payments). The contract could also spell 

out the process if the customer were to be 

dissatis�ed with the goods or services 

provided, to avoid this becoming a 

collections issue.

Invoicing

Bill customers timely and accurately, and 

make sure the invoices get to the right 

person.

Building 

efficiency 
in accounts 

receivable
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“More of our clients are using some 

form of electronic invoicing, either by 

email or accounting software,” said Nicole 

Eshnaur, CPA, CGMA, a manager at 

MarksNelson, a US-based accounting 

�rm. “Also, more of our clients are using 

third-party accounts payable applications, 

so it is easier for them to receive invoices 

electronically and reduces the time it 

takes for them to be paid.”

Electronic invoicing can give 

customers quicker access to bills and 

statements on demand, which can 

improve customer satisfaction and 

potentially result in faster payment. It also 

saves on postage and reduces the risks of 

invoices getting lost or not going to the 

right destination. Tarmac o�ers 

customers electronic data interchange 

(EDI) and batched or consolidated billing 

on request, which can make the 

customers’ payment processing easier.

Integration of the invoicing and sales 

processes can increase timeliness and 

reduce errors.

“For the majority of our invoices, 

tickets are issued through our sales order 

processing system, and billing is done 

daily as tickets are processed,” Parris said.

To ensure that bills are complete, 

Tarmac allows a three-day review period 

before the bills are issued in case any 

amounts need to change based on 

products delivered. Use of accounting 

software and integration can improve 

operational e�ciency.

“It can be ERP, or QuickBooks, or other 

small business accounting software with 

a point-of-sale or invoicing application 

that integrates directly into the software,” 

Eshnaur said. “For instance, a business 

may take orders on an iPad, update 

warehouse inventories, and have a 

purchase order generate an invoice 

through an application that integrates 

with QuickBooks, which removes some 

data entry and saves time and resources.”

Progress billing may make sense  

depending on the goods or services 

provided.

Collections

Establish a collections policy that works 

for your business and customers and 

follow it.

“It should be a management decision 

on how to handle collections overall, 

including how lenient or harsh to be, and 

then have policies and procedures for 

who within the accounts receivable team 

does what,” Luoma said.

The policy could include how to 

escalate nonpaying customers, when to 

send reminders, when to use collection 

letters, and whether to use late fees and 

interest penalties. The decision about 

whether �nance charges should be 

assessed may require legal review because 

rules and requirements can di�er by 

jurisdiction.

Reviewing ageing reports is a widely 

used practice for monitoring accounts 

receivable. The collections policy for 

ageing may vary by industry, but it should 

include how to follow up with customers 

based on the age category of the 

receivable, such as any balance over 60 

days old, and whether it should be by 

phone or in writing.

“We utilise a monthly report of 

customer risk ratings from the credit 

bureau and correlate it to the ageing 

report,” Parris said. “Then the credit 

managers do a qualitative review of the 

two together and apply their judgement to 

come up with the need for an allowance, 

because bad debt decisions are not just 

about the numbers.”

Software can be used to automate the 

dunning process. Parameters can be 

de�ned by customer within the system 

for the dunning sequence and number of 

days at which di�erent types of reminder 

or collection letters are generated and sent 

to customers. Di�erent letters can be 

created based on customer payment 

history and risk pro�le.

Tarmac introduced robotic processing 

for allocating receipts from the bank 

statement to customer account balances. 

The company is working on using 

arti�cial intelligence to teach the 

technology to improve how it allocates 

future cash receipts from the same 

customers.

In addition to collection policies, 

customer communications are important.

“Our overall strategy includes ‘people 

�rst’, which includes the people on the 

other end of the phone,” Parris said. 

“[Collection discussions] may be 

confrontational by nature, but if you are 

respectful and form personal 

relationships with your customers, it 

makes it so much easier to talk to them 

about paying their bills.” 

Timely communications are key

“Your opportunity to collect is usually 

best within the �rst 30 days,” Luoma said. 

“The longer an invoice is outstanding, the 

less likely you are to collect it.” 

Parris said, “We may make pre-emptive 

calls or send emails before month end 

depending on the relationship with the 

customer.”

Luoma suggested it might be useful to 

identify one person within the collections 

group with strong communication skills 

to handle unusual customer situations.

Customers may be incentivised to pay 

sooner if companies o�er discounts for 

timely or early payments. It is becoming 

more common for businesses to accept 

credit cards, although many still do not. 

Giving customers �exible ways to pay can 

improve customer satisfaction and 

payment timing.

“Fewer customers are paying by 

cheque, and there is free software 

available for electronic payment and bank 

transfers,” Luoma said.

To accelerate collections timing, some 

businesses factor their accounts 

receivable. But Luoma warned that 

factoring companies may take as much as 

25% of the receivable balance.

“If you have good policies and 

procedures, you should not need to do 

this, and very few businesses have enough 

pro�ts to give away that percentage,” she 

said. “Overall, cash �ow is what accounts 

receivable management is really  

concerned with. There is a de�nite cost of 

bad cash �ow management — interest, 

debt, and reduced opportunities for 

business development.”

Fraud risks

Have a reliable, e�cient system for 

processing customer payments. Handling 

cash and depositing cash receipts present 

opportunities for fraud. Automation helps 

by eliminating some of the human factor.

“Use drop boxes and electronic 

payment capabilities rather than manual 

processes for opening mail and depositing 

cheques,” Eshnaur said.

Segregation of duties and a second 

reviewer are good internal controls when 

manual processes are necessary.

As the subsidiary of an Irish company 
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Maria L. Murphy, CPA, is a freelance 

writer based in the US. To comment 

on this article or to suggest an idea for 

another article, contact Ken Tysiac, 

FM magazine’s editorial director, at 

Kenneth.Tysiac@aicpa-cima.com.

that is listed on a US stock exchange, 

Tarmac complies with US regulations for 

maintaining internal controls over 

accounts receivable, Parris said. 

“Because a high proportion of our 

customers pay by cheque, we segregate 

the duties of opening envelopes and 

recording, and scan payments in 

immediately,” he said. “Cash may also 

be collected at the customers’ sites, so 

there are daily reconciliations of cash 

receipts.”

To reduce fraud risk, use automation 

in the billing process and integrate billing 

with other processes. At Tarmac, 

employees cannot modify purchase 

orders or create new customers, because 

these transactions are done through the 

sales system. Integration eliminates some 

of the human factor that might lead to 

fraud. Fraudulent credit memos can be 

another area of fraud risk that can be 

reduced by integrating them with the 

sales and return systems. 

It’s important to have strong internal 

controls in place over accounts receivable 

processes and to have regular 

conversations with employees about 

accounts receivable fraud risks.

Data analytics

Use data analytics to gain insight into 

accounts receivable and improve credit 

and collections management. 

Accounts receivable analytics can consist 

of reviewing ageing reports or calculating 

ratios such as days sales outstanding and 

accounts receivable turnover.

Accounting software can provide the 

ratios, and dashboards can generate 

regular reports that support the 

accounting department’s review of 

accounts receivable and management’s 

decision-making related to expected 

collections. Luoma recommended having 

conversations with the sales team about 

deals in process and expected close rates, 

along with expected sales growth rates 

this year compared with last year, to help 

management estimate the timing and 

seasonality of cash �ows.

Analytics in this area can also include 

looking at individual customer payment 

behaviour and invoice history and 

reviewing trends across the entire 

accounts receivable department. The 

information can then be used to make 

choices about credit policies and 

collection approaches going forward, with 

a goal of reduced risk, better accounts 

receivable management, and improved 

cash �ows.

Historical data can also be used to 

predict future customer behaviour. For 

example, looking at historical data on 

disputed invoices and patterns of late 

payments could anticipate future 

write-o�s and identify areas for future 

process improvements.

“The use of data analytics is still new to 

many of our clients, and since the 

software can be expensive, many small 

and medium-size businesses are doing 

what they can themselves,” Eshnaur said. 

“They know it’s coming, especially in the 

use of predictors for planning.”

Tarmac is not currently as advanced in 

the use of analytics as Parris would like it 

to be, but the company has plans to 

change this.

“We would like to have one-stop, 

real-time information on any device. 

Today, we export data into Excel, pivot, 

reconcile, aggregate, create PowerPoint 

presentations, publish, and then do it 

again and again with updated data,” he 

said. “At times, there is little insight — just 

data.”

Parris also would like to see his 

company be part of the move that is 

already underway away from using 

predictive analytics, where data is used to 

anticipate future risks, to using 

prescriptive analytics, where data is used 

to cause an outcome. 

An example of prescriptive analytics is 

applying a statistical model to historical 

data and then adjusting collections 

procedures in response. A model can be 

applied to a company’s historical accounts 

receivable data, along with current 

industry payment information, to predict 

future customer behaviour and determine 

the probability that each invoice will 

become past due in the future. A 

collections risk score can be assigned to 

each customer and used by the collections 

department to develop targeted activities 

to reduce collections risk.

Companies can get started in their use 

of accounts receivable data analytics by 

building client or customer pro�les or 

models.

“Research what’s normal or expected 

collection experience for your industry by 

using your company’s experience, 

industry data and best practices, and peer 

analysis,” Luoma said. “And you can ask 

your customers what they typically do.”

Assessing the steps in the sales-to-

collection cycle and introducing process 

changes, along with identifying potential 

automation opportunities, can make the 

accounts receivable function more 

e�cient.

“The second part of our overall strategy 

is ‘process next’, which means making 

sure our people understand what the 

process is, follow it, and improve it — all 

day, every day,” Parris said.

In addition, improving accounts 

receivable analysis and implementing 

new data analytics techniques can provide 

insights to improve receivable collections 

and cash �ows.

“Businesses need a statement of 

operations on how they are going to 

manage their cash �ows, but just because 

you started with certain policies and 

procedures doesn’t mean you have to keep 

them,” Luoma said. “That’s what a lot of 

businesses do wrong. They don’t look at 

their cash �ows as if they have power over 

them, but they do.”  �Q

‘Your opportunity to collect is 
usually best within the first 30 days. 
The longer an invoice is outstanding, 
the less likely you are to collect it.’
Gabrielle Luoma, CPA, CGMA, the CEO and founder of MOD Ventures LLC
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Fundamental principles of integrity, objectivity, 

professional competence and due care, 

confidentiality, and professional behaviour 

remain paramount.

By Peter Steel

C
IMA published its “Ethical 

Guidelines”, the �rst 

incarnation of what we now 

know as the CIMA Code of 

Ethics, 27 years ago.  

Fast-forward almost three decades to 

today, and the current 2015 CIMA Code of 

Ethics has been reviewed and refreshed  

in line with the International Ethics 

Standards Board for Accountants’ (IESBA) 

Code of Ethics for Professional 

Accountants, which became e�ective in 

June this year. The new CIMA Code 

The foundations of ethical 

accounting practice — the fundamental 

principles of integrity, objectivity, 

professional competence and due 

care, con�dentiality, and professional 

behaviour — are still the cornerstone of 

CIMA’s Code of Ethics. Indeed, they 

would be familiar to readers of the �rst 

Ethical Guidelines in 1992. However, 

the new CIMA Code, which comes into 

force on 1 January 2020, is easier to 

understand and easier to use than 

previous versions. It also provides 

New Code of 

Ethics is true to 

CIMA’s core 

principles 

incorporates all the developments in 

IESBA’s thinking about ethics and 

independence over the last �ve years into 

a single document, including the 

previously adopted provisions relating to 

noncompliance with laws and regulations 

(NOCLAR). However, the NOCLAR 

provisions (contained in Section 290 of 

the new Code) apply only to CIMA 

members; CGMA designation holders who 

are AICPA members are not required to 

comply with this section, but must comply 

with certain other parts of the Code.

C
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greater transparency for members about 

when CIMA will take action to enforce 

breaches. 

What exactly has changed? 

First, the Code has a new look and layout 

(see the chart, “At a Glance: Summary of 

Changes”). It adopts a new structure and 

format throughout, consisting of 

requirements and supporting application 

material. The purpose of the restructure is 

to improve clarity and navigation, 

providing:

yyy A more consistent approach to each 

section, including separating out 

material into requirements and 

related application material;

yyy Reordered material, which splits up 

the larger sections into more easily 

digestible chunks and includes more 

subheadings; and

yyy A new “Guide to the Code” to explain 

how it works.

The parts of the CIMA Code have been 

renamed as well: Part A of the current Code 

becomes Part 1, Complying With the Code, 

Fundamental Principles and Conceptual 

Framework; Part B becomes Part 3, 

Professional Accountants in Public Practice; 

and Part C becomes Part 2, Professional 

Accountants in Business (including CGMA 

designation holders). The International 

Independence Standards — Parts 4A and 

4B of the revised IESBA Code, which set 

out additional material that applies to 

professional accountants in public 

practice when providing assurance 

services — are incorporated as an annex to 

the new CIMA Code.
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The changes are not merely cosmetic. 

Dealing with each of the new Parts 1, 2, 

and 3 in turn, there are a number of 

substantive changes.

Part 1, Complying With the Code, 
Fundamental Principles and 
Conceptual Framework
An enhanced conceptual framework

The fundamental principles within the 

Code — integrity, objectivity, professional 

competence and due care, con�dentiality, 

and professional behaviour — as well as 

the categories of threats to harm —  

self-review, self-interest, advocacy, 

familiarity, and intimidation threats — 

remain unchanged from the current 2015 

CIMA Code. Also unchanged is the 

overarching requirement to apply the 

conceptual framework to comply with 

the fundamental principles via adoption 

of the three-step process involving 

identifying, evaluating, and addressing 

threats, and where applicable, 

independence. 

The conceptual framework, however, 

has undergone some revisions to 

strengthen it (Section 120). These 

include new requirements to remain alert 

for new information that may result in 

the identi�cation of a new threat, and to 

step back to review whether threats have 

been addressed as part of the professional 

accountant’s responsibility to do so 

properly.

Safeguards

The enhanced conceptual framework 

now includes a more robust de�nition 

of safeguards, which emphasises that 

safeguards are applied to reduce 

threats to an acceptable level but may 

not in certain circumstances eliminate 

those threats entirely (R120.10). 

Conditions, policies, and procedures 

are no longer considered as 

safeguards. Examples of safeguards 

are now more tightly integrated within 

relevant parts and sections of the new 

Code.

Professional judgement

New material has been added to the Code 

to help professional accountants better 

understand what to consider in 

exercising professional judgement 

(R120.5).

Professional scepticism 

New application material explains how 

compliance with the fundamental 

principles supports the exercise of 

professional scepticism (R120.13 A1–

A2).

Part 2, Professional Accountants in 
Business (PAIBs)

The substantive changes to Part 2 of the 

new IESBA Code since the version 

adopted by CIMA fall into four categories:

Preparation and Presentation of 

Information (Section 240)

This section now contains more 

comprehensive provisions addressing 

PAIBs’ responsibilities when preparing 

and presenting information. There is a 

new prohibition on exercising discretion 

when preparing or presenting material 

with an intention to mislead or 

inappropriately in�uence contractual or 

regulatory outcomes. The guidance to 

members about disassociating from 

misleading information has been 

enhanced.

Inducements, Including Gifts and 

Hospitality (Section 230)

This section has been revised extensively 

to:

yyy Align provisions relating to 

inducements for PAIBs and 

professional accountants in public 

practice (PAPPs) so that there is now 

a large degree of symmetry between 

the two;

yyy Enhance the description of an 

inducement; and

yyy Respond to continuing concerns 

about the prevalence of bribery 

and corruption and facilitation 

payments, and determine how the 

Code should address them. 

There is a new requirement that a 

professional accountant (in business or 

public practice) should not o�er or accept 

an inducement prohibited by laws and 

regulations — for instance, those related 

to bribery and corruption.

Inducements that are not prohibited 

by laws and regulations are then divided 

into two types: inducements with an 

intent to in�uence behaviour improperly 

(improper intent) and inducements with 

no intent to improperly in�uence 

behaviour. 

Pressure to Breach the  

Rules/Fundamental Principles  

(Section 280)

This section now contains new guidance 

to assist members and CGMA 

designation holders in navigating 

situations involving pressure, as well as a 

new set of practical examples of when 

pressure might arise (R280.3 A2). There 

are new prohibitions on allowing 

pressure from others to result in a breach 

of the fundamental principles, or placing 

pressure on others to breach the 

fundamental principles.

Responding to Non-Compliance With 

Laws and Regulations (NOCLAR) 

(Section 290)

These provisions have been e�ective 

since 15 July 2017. The CIMA website 

previously signposted members and 

CGMA designation holders to the IESBA’s 

guidance, but NOCLAR provisions have 

now been incorporated within CIMA’s 

new Code.

The NOCLAR framework guides 

professional accountants on the actions 

to take in the public interest when they 

become aware of a potential illegal act, 

known as noncompliance with laws and 

regulations, committed by a client or 

employer. NOCLAR covers any act of 

omission or commission, intentional or 

unintentional, committed by a client or 

employer, or by those charged with 

governance (TCWG) by management or 

by other individuals working for or under 

the direction of a client or employer, that 

is contrary to the prevailing laws or 

regulations.

Section 290 applies only to CIMA 

members; CGMA designation holders 

who are AICPA members are not required 

to comply with it.
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At a glance: Summary of changes

CIMA’s Code adopts the new structure and format of the IESBA’s revised and 
restructured code, including the new format of requirements and application 
material, and the renumbering of parts to reflect those in the new IESBA Code.

Part A of CIMA’s current Code has been redrafted to reflect the new content 
and is now Part 1 of the new CIMA Code.

Alignment of the revised and restructured content with Part C of CIMA’s 
current Code.

Part C of CIMA’s current Code now becomes Part 2 of the new CIMA/CGMA 
Code, Professional Accountants in Business (including CGMA designation 
holders).

The new Part 2 incorporates substantive changes in the following areas:
��y Preparation and presentation of information;
��y Inducements (including gifts and hospitality);
��y Responding to noncompliance with laws and regulations (NOCLAR), 

which is relevant to CIMA members but not CGMA designation holders 
who are AICPA members; and
��y Pressure to breach the fundamental principles.

Part B of CIMA’s current Code becomes Part 3 of the new CIMA Code and 
incorporates a clarification of the duties of professional accountants in public 
practice when performing professional activities pursuant to their 
relationship with their own firm, whether as contractors, employees, or 
owners of the firm.

Annex 1 of CIMA’s current Code, which now becomes Parts 4A and 4B of the 
CIMA/CGMA Code.

Architecture 

Part 1, Complying With the Code, Fundamental 

Principles and Conceptual Framework

Part 2, Professional Accountants in Business 
(This applies to CGMA designation holders, 
including those who are AICPA members 
— unless indicated otherwise)

Part 3, Professional Accountants in Public 

Practice

Part 4A and 4B: International independence 
standards

Part 3, Professional Accountants in 
Public Practice (PAPPs)

The major substantive change in Part 3 of 

the Code clari�es how the provisions of 

Part 2 and Part 3 work together:

Contractors

There is a new requirement and clearer 

guidance for PAPPs that relevant PAIB 

provisions in Part 2 apply to them when 

they perform professional activities 

pursuant to their relationship with the 

�rm, whether as contractors, employees, 

or owners of the �rm.

Values remain constant

It is �tting that in its 100th year, CIMA 

publishes the new, improved Code of 

Ethics with a view to equipping all CGMA 

Peter Steel is vice-president–Professional Standards and Ethics at the 

Association of International Certified Professional Accountants. To comment  

on this article or to suggest an idea for another article, contact Ken Tysiac,  

FM magazine’s editorial director, at Kenneth.Tysiac@aicpa-cima.com.

designation holders with the tools to 

surmount the new ethical challenges of 

the 21st century. The core professional 

values of management accounting have 

remained a constant for members since 

the Institute came into being in 1919 

and throughout the various statements 

of our ethical principles. The new Code 

reinforces those values and supports all 

CGMA designation holders in facing the 

professional challenges of the new 

decade. 

However, 1 January 2020 — the 

implementation date for this latest version 

of the Code — is a waypoint rather than a 

destination. As a member of the 

International Federation of Accountants 

(IFAC), we are committed to ensuring 

global professional standards are 

maintained at the highest level through 

the adoption of the new provisions of the 

IESBA Code, as and when further 

substantive changes and signi�cant 

improvements are made to it.   Q
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Management accountants have been 

providing information for the brewer’s 

decision-makers for the past 100 years.

By Martin Quinn, ACMA, CGMA, Ph.D.

O
ver the past 100 years, 

management accountants 

have had a considerable 

impact on the Guinness 

brand. In the early years after 

CIMA’s founding in 1919, the popular 

drinks producer built a brewery in London 

to survive a trade war, invested in new 

“accounting machines” that would be 

antiquated today, and formed a new 

company to expand into overseas 

markets.

Exploring Guinness’s history provides 

an interesting glimpse of the many 

strategic decisions that management 

accountants have employed throughout 

CIMA’s history to contribute to the good 

health of their employers.

The Guinness business was founded in 

1759 by Arthur Guinness. It is now part of 

Brewing success: 

Accounting

at Guinness

Diageo Plc, and the famous Guinness 

stout is one of its key brands. I �rst visited 

the Guinness archives at St. James’s Gate, 

Dublin, in 2011, and with colleagues have 

written several pieces on the brewery’s 

accounting history. 

Breweries were central to the two UK 

stock market boom periods of 1886–1890 

and 1895–1900. Guinness itself �oated on 

the London Stock Exchange in 1886, and it 

O



FM-MAGAZINE.COM  October 2019  I  FM MAGAZINE  I  25

P
H

O
T

O
 B

Y
 A

B
D

O
N

E
/I

S
T

O
C

K

was one of the largest breweries in the 

world at the time. As a public company, 

Guinness’s accounting became subject to 

scrutiny by shareholders, and the 

company’s archival records are more 

complete from 1886 onwards. The records 

are extensive, so what follows is only a 

sample of management accounting 

history over the years. It is worth noting 

that Guinness never reported a loss from 

1886 to 1996, when it became part of 

Diageo Plc. 

My �rst piece of work at Guinness 

revealed some insights on how costs were 

tracked for the cooperage. Wooden casks 

were made at the on-site cooperage, stout 

was delivered to customers in the casks, 

and the casks were returned for reuse. The 

archival records show that the costs of 

making the casks (mainly wood and 

labour) were accurately captured at least 

from the 1890s. Once the costs were 

accumulated, the casks were depreciated. 

The cost of cask repairs was also captured. 

The records show that from the 1860s at 

least, Guinness had a detailed cask ledger, 

which tracked cask movements to and 

from the brewery’s customers. If 

customers did not return empty casks, the 

brewery would seek to recover the cost of 
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the casks. The movement of casks was 

captured visually, using a “cipher” on the 

side of each cask, as they left and were 

returned to the brewery. It is interesting 

that this system from at least 160 years ago 

is still more or less in use — of course, an 

enterprise resource planning system does 

the tracking today.

Later, World War I had a signi�cant 

e�ect on costs and accounting at 

Guinness. At the time, the main brewery 

was still in Dublin, with stout being 

shipped by sea to UK cities such as Cardi�, 

Liverpool, Glasgow, and Bristol. While it 

may be di�cult for us to put ourselves in 

the shoes of a management accountant in 

1914, the records reveal that initially it was 

thought the war would not last long. As 

the war dragged on, the presence of 

German U-boats in the Irish Sea was a 

concern. Indeed, a steamer used by 

Guinness, the W.M. Barkley, was 

torpedoed and sunk on 12 October 1917. 

The accountants at Guinness initially 

opened a “War Risk Insurance Fund”, 

putting aside £10,000 as a cost. This was 

subsequently allocated to the company’s 

stores (typically at ports where stout was 

shipped to) according to the volume 

shipped there, and also to the malting 

department on imports of barley by sea. 

This, indeed, was likely an early form of 

activity-based costing.

After the war and subsequent Irish 

independence in 1922, Guinness 

maintained its brewery in Dublin but also 

built a brewery at Park Royal in London 

that opened in 1936. A key driver behind 

this decision was the Anglo-Irish Trade 

War (as it became known) from 1932 to 

1938. It was in essence a tit-for-tat tari� 

war, which made each country’s products 

expensive. What is interesting from an 

accounting perspective is that the 

accounting systems set up in the new 

London brewery replicated those in 

Dublin. 

A little earlier, in the late 1920s, Guinness 

trimmed down the number of accounting 

sta� in Dublin by 11, using the latest 

technology of the time — Smith Premier 

Accounting Machines. These were 

typewriters with mathematical 

functionality. They allowed accounting 

clerks to prepare customer statements 

more rapidly, and no doubt led to more 

rapid collection of customer receivables. By 

March 1929, customer balances could be 

sent monthly to all customers — something 

we take for granted today. Previously, 

balances were sent only to customers who 

had a minimum level of activity. 

Of course, to prepare balances in a 

timely fashion, the accounting 

department needed to have all 

documentation, and this implied changes 

in other tasks. During 1929, a series of 

deadlines was introduced to support the 

preparation of balances — for example, 

the cash book was to be closed by the �rst 

day of each month. The fact that the 

machines could perform calculations also 

saved time in other areas. For example, 

the audit department no longer needed to 

manually check the calculations of 

discounts and allowances.

Head accountant role

Accounting at Guinness was quite 

progressive by the end of the 1930s, and 

you may think perhaps it was led by a good 

head of �nance — what today would be 

termed the CFO. At Guinness, however, the 

chief accountant was the key person, and, 

perhaps surprisingly, this role was typically 

occupied by someone who had learned 

from a predecessor. It was not until the 

1960s that professionally quali�ed 

accountants began to �ll the role. 

However, there are more similarities 

than di�erences when comparing the role 

of a modern-day CFO to the chief 

accountant at Guinness in the 1920s and 

Accountants gathered costing data that helped Guinness decide to build a brewery in Lagos, Nigeria, in the early 1960s. 
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Martin Quinn, ACMA, CGMA, Ph.D., is 

senior lecturer in accounting at 

Queen’s University, Belfast in the UK. 

To comment on this article or to 

suggest an idea for another article, 

contact Oliver Rowe, an FM magazine 

senior editor, at Oliver.Rowe@

aicpa-cima.com.

1930s. The role entailed oversight of all 

internal accounting, the preparation of 

annual accounts and dealing with auditors, 

working closely with the board, assessing 

risk, managing property, and managing 

projects. A key di�erence from today’s CFO 

was that the chief accountant role did not 

command a position on the board. This 

may be due to the family nature of the 

Guinness company — family control was 

maintained until the mid-1980s.

The 1950s and 1960s saw Guinness 

expand its business. A new company, 

Guinness Exports Ltd., was formed in 1951 

to push into overseas markets. As the 

organisation grew, what was termed a 

“planning and control system” (ie, 

budgetary control) was implemented at 

the St. James’s Gate brewery in Dublin 

around 1950. It was instigated by Sir Hugh 

Beaver, an engineer and Guinness’s 

managing director from 1946 to 1960. 

While I have not fully explored the 

archival records on this, it does seem the 

increased emphasis on budgets and 

control was not favoured by everyone. A 

poem, “The Last Accounting”, submitted 

anonymously to the company magazine 

in 1950, gives a humorous insight:

A few more �eeting years shall roll

And we shall face, with quaking soul,

The Final Budgetary Control,

Before the Great Director.

Grant then, O Lord, that we may switch

From those sub-headings under which

We seem particularly rich

To some less solvent sector.

Grant that we be not overspent,

Beyond the powers of argument,

O Lord, by more than ten per cent,

For each speci�c Heading.

Let us not seek to transfer out

Items we are not sure about

(And which we’d rather do without,

Were we alone to judge it).

And when the Hour approaches fast,

And the time for Argument is past,

Grant, in Thy mercy, at the last,

A Supplementary Budget. 

Brewing in Nigeria

A puzzling fact about Guinness stout is 

that one of the locations where it is 

brewed is Lagos, Nigeria. Stout is a 

heavy drink on a warm summer day in 

Ireland, yet the much warmer climes of 

Africa are a large market for stout. 

I explored the decision to build a 

brewery in Lagos in the early 1960s. 

Guinness had for many years sent 

salespeople around the globe to seek out 

new markets for its stout. Reports from 

Nigeria and other West African countries 

in 1949 were positive. From 1949, stout 

brewed in Dublin and bottled in Liverpool 

was shipped to Nigeria. In 1959–1960, the 

Guinness board explored the option of 

shipping in bulk and bottling locally in 

Lagos. 

The plan was to work with a local 

partner, and the idea was predicated on it 

costing less than the Dublin/Liverpool 

arrangement. Based on inputs from the 

accountants, the board decided in March 

1960 to pursue bottling in Nigeria, 

subject to favourable taxes and customs 

duties — Nigeria was in the process of 

becoming an independent state, and the 

level of taxes and duties was uncertain. 

Once the board decision had been made, 

the accountants got to work on more 

detailed costings. 

At the same time, it seemed the 

Nigerian state looked more likely to 

impose import duties as a way to protect 

local producers of various products, 

including beer. The accountants 

generated various analyses based on 

predicted sales levels. In all cases, the 

brewing option was the most pro�table 

and had the shortest capital recovery 

period — about four to �ve years. The 

board thus changed its decision, deciding 

to build a brewery, which opened in 1963. 

These examples provide a brief 

insight into how management 

accounting has developed over the last 

100 years or so in the context of 

Guinness. The technology has changed, 

but management accountants at the 

company have long been providing — 

and continue to provide — information 

to decision-makers on contemporary, 

complex business issues.   Q

 

Guinness employees, circa 1948, kept track of the casks that went out to customers 
and were returned.  



Public-sector 

organisations are 

embracing a new role  

and discovering 

efficiencies through 

outsourcing.

By Rebecca McCaffry, FCMA, CGMA,  

and Samantha White 

When government 
becomes the 
customer



Rev Counter, ACMA, CGMA, 
developed a model customer 
insight approach for shared 
services for the UK Cabinet Office.

C
ustomer insight often refers to 

product or service providers 

gaining intelligence on their 

customers’ needs, wants, and 

purchasing patterns for sales and 

marketing purposes. This commercially 

focused de�nition has traditionally been less 

relevant in the public sector.

But with governments around the world 

switching from direct provision to 

commissioning of services, a new de�nition 

is emerging in which government entities 

gain insight into their new role, that of 

customer. 

Shared-service centres o�er governments 

the opportunity to service transactional 

functions such as HR, procurement, and 

�nance at a lower cost. Strong customer 

insight enables governments to meet the 

demands of managing outsourced service 

provision and to ensure best value for money 

and quality of service from the provider. 

Rev Counter, ACMA, CGMA, formerly 

head of intelligent client function for 

London’s Metropolitan Police, spent almost 

ten years developing customer insight 

expertise in the UK Civil Service, with a focus 

on improving the management of 

outsourced services. Although his customer 

insight framework focuses mainly on 

relationships with external providers, 

Counter believes this applies to all shared-

service models, internal or external. P
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“When outsourcing, organisations too 

often transfer responsibility for 

something without really understanding 

what it is they are transferring or the detail 

of how their processes work,” Counter, 

now an employee of the UK Home O�ce, 

said. “Before taking this step, all 

organisations should follow the same 

principles of being clear about what you 

want, understanding what you do 

currently, and knowing what you will be 

moving to.”

Following a 2012 National Audit O�ce 

report that highlighted the need for a 

more intelligent customer approach to 

contract management, Counter was 

tasked by the UK Cabinet O�ce with 

developing a model customer insight 

approach for shared services across 

government.

Drawing on his experience in other 

Shared services: Tips for getting started

Rev Counter, ACMA, CGMA, an employee of the UK Home Office, advises taking 
the following steps to build support for a shared-services agenda:

yyy Identify organisations that are best to work with in terms of sharing 

data. “It was relatively simple to work with other government 
organisations,” Counter said. “But there was still an initial suspicion that 
disclosure of any weakness was going to be pounced on and punished 
somehow. You need to find organisations to compare experience with that 
will enter in the same spirit of co-operation that you do.”

yyy Be clear about the services you need to receive. Counter said it is often 
not until asking questions of potential suppliers that you understand 
what it is you need. “Then you have to make sure you have the right 
drivers and to make sure both sides can deliver. If you are not in 
agreement on drivers and KPIs, potentially you’re measuring the wrong 
thing,” he said. “Then, you end up not getting the service you thought 
you were going to get.”

yyy Focus on making the relationship strong. “You need to build up the level 
of trust with the supplier so that if they are having short-term problems, 
you can have an honest conversation with them,” Counter said. “You want 
them to be able to come to you to talk about how to fix issues without 
them fearing you’re going straight to contract and penalties. You need 
to have an honest relationship that allows both sides to be comfortable 
talking.”

yyy Don’t be too ambitious to start. Pick areas that are well understood 
and have a realistic chance of being improved — payroll, for instance, 
assuming that function is one you already perform well. If you’re aiming 
to transform your hiring and recruitment processes, for example, 
you can’t expect it to happen quickly. “It takes time for an outsourced 
organisation to understand exactly how you do things and to deliver the 
quality you want,” Counter said. “To get them up to speed and ask them to 
transform the process at the same time is over-ambitious.”

government departments, Counter 

developed a model covering three major 

areas: �nancial management, service 

management, and performance 

management. Retaining oversight of the 

outsourced service is crucial, he said. “If 

you don’t know what the appropriate or 

relevant KPIs are, you won’t be able to 

measure performance, so you won’t know 

if you’re getting the value for money and 

quality of service you require,” Counter 

said.

Government-wide changes in the 

provision of shared services across and 

between departments resulted in a ready 

group of organisations trying to come to 

the same solutions but from di�erent 

start points. Counter sensed an 

opportunity.

“When I moved to the Cabinet O�ce, it 

gave me the chance to consult all of these 

Resources

Finance Business Partnering: The 

Conversations That Count, CGMA 
report, tinyurl.com/y2bfqesh 

Transformation: How Finance Teams 

Are Driving Local Government 

Innovation, CGMA report, tinyurl.com/
y3cksdgd 

organisations plus the other organisations 

I knew from my personal network, and 

the user group developed out of this 

alongside the model,” he said. As time has 

passed, the user group has grown along 

with Counter’s expertise.

Counter believes that organisations 

often outsource things that they don’t 

understand or are too di�cult to change 

when “entrenched” in-house. “A lot of the 

shared-services agenda is about 

transforming the way you do business. 

[Securing] organisational buy-in and 

support for the business change that is 

needed to support that transformation is 

the most di�cult to achieve,” he said. (See 

the sidebar, “Shared Services: Tips for 

Getting Started”, for Counter’s advice on 

steps to take to build support for a 

shared-services agenda.)

Within large and complex government 

departments, such as the UK’s Department 

for Work and Pensions (DWP), the 

customer insight team can provide a 

uni�ed voice for the organisation and act 

as the main contact point when escalating 

issues that a�ect service levels or costs. 

One primary role is to develop trust 

between customer and provider to 

facilitate transparent discussion around 

service improvement. 

The customer insight approach that 

Counter developed includes a maturity 

framework, where organisations can 

assess themselves at one of four stages, 

from low-level scorekeeper to high-level 

strategic partner. The maturity framework 

highlights the areas organisations must 

focus on and understand. A strong 

customer insight function (CIF) 

understands how the costs and bene�ts of 

the service relate to each other, the e�ects 

of implementing changes, and how 

�uctuations in demand a�ect the cost and 

quality of the service. 

Counter o�ers the example of an 

organisation that signed up to provide 

shared services on the expectation of 
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headcount levels falling over the duration 

of the contract. A decision later taken by 

politicians to increase the size of the 

organisation led to signi�cant challenges 

in both being able to a�ord the additional 

recruitment and the capacity of the 

outsourced supplier to meet the new 

demand. 

“The relationship between the 

customer and supplier is critical if you are 

going to be able to adjust demand levels at 

short notice and work together to ensure 

that the increased capacity is available as 

soon as possible,” Counter said. “It 

requires �exibility on both parties and a 

willingness to accept the limitations of 

each other.”

4 stages of customer insight 

maturity

Stage 1 (Scorekeeper)

At this level, fundamental contract 

management tasks are undertaken, but 

there is little insight into customer 

behaviour or identi�cation of the 

opportunities for improvement. Typically, 

the CIF will have a budget for the service, 

manage service-level agreements and 

performance information, manage 

change to the service, and understand the 

scope of the service received. However, it 

will have little insight into what future 

demands are likely to be or how process 

change could reduce costs or improve 

e�ciency. 

Stage 2 (Custodian)

This level is similar to Stage 1 but with 

greater capability in managing the 

customer organisation. The insight 

(intelligence) is not great. Typically, the 

CIF might own the budget and lead on 

change and service-level agreement (SLA) 

de�nitions, and the customer will have a 

greater understanding of what the service 

received is but without any greater 

understanding as to what the customer 

needs are. 

Stage 3 (Relationship Manager)

At this level, there is greater insight into the 

customer rather than greater capability. 

Typically, the CIF has a greater 

understanding of how customer needs are 

formed and what future demands might be 

but is unable to in�uence the customer or 

provider su�ciently to make this insight 

useful. Both the Custodian and 

Relationship Manager stages are an 

improvement on Stage 1, but neither can 

deliver a world-class service or fully utilise 

the knowledge or in�uence the CIF has.

Stage 4 (Strategic Partner)

This brings together the best aspects of 

the Custodian role in owning and 

managing the service received from the 

provider and the insight into customer 

needs and future demands from the 

Relationship Manager role. At this stage, 

the CIF acts as a strategic partner, 

obtaining insight into the customer 

organisation in order to identify and 

manage opportunities that produce 

mutual bene�t. Applying this insight fully 

ensures the greatest value for the money, 

and e�ciency from the provider. This 

level of maturity requires leadership and 

support from the organisation’s senior 

management, who review and articulate 

the strategic vision regularly. 

The relationship aspect of customer 

insight is internal as well as external. One 

of Counter’s �rst actions was to set up a 

cross-governmental user group to share 

experience, best practice, and lessons 

learned. 

“When I started in the Cabinet O�ce, I 

had a reasonably extensive list of contacts 

built up from previous work, but I now 

had access to more organisations and the 

o�cial support of the Cabinet O�ce,” 

Counter said. “This allowed me to contact 

more and more organisations and to 

speak to them about what their current 

back-o�ce arrangements were. Some had 

outsourced, some were operating an 

internal service, and some had a hybrid 

arrangement.”

Counter’s �rst task was to visit 

numerous organisations throughout the 

UK and identify their problem areas. 

“Once I had established what the situation 

was and the problems that were currently 

being experienced, it was straightforward 

to develop the user group to identify 

common problems and discuss possible 

solutions,” he said. 

“I had seen similar work before in a 

HM Treasury-led group some years ago 

and always found that forum invaluable 

in dealing with problems in my job then,” 

he said. “It was relatively easy to 

encourage those with newly outsourced 

arrangements to join, but it was more 

problematic to encourage those that had 

internal services that were perceived to be 

working well.” 

Counter persuaded a number of 

organisations to join the group, both 

with internal and external services. 

After starting regular meetings, he was 

better able to diagnose the 

organisations’ issues. “From that it was 

clear that language, expectations, and 

transparency varied between 

organisations who had all invented the 

solutions in isolation, and whilst there 

was a large amount of commonality, 

there still existed a variety of solutions 

that could be considered and adapted 

by others,” Counter said. “The maturity 

matrix was an approach that we then 

developed from the model to help 

standardise the way we discussed and 

evaluated the di�erent aspects and to 

get some sort of baseline we could all 

work from.”   Q

‘A lot of the shared-services
agenda is about transforming  
the way you do business.’
Rev Counter, ACMA, CGMA, who spent almost ten years developing customer insight 

expertise in the UK Civil Service





Regional public-sector finance 

networks are developing across 

the UK. Their aim: to share 

knowledge, best practice,  

and personnel. 

By Oliver Rowe

A
n initiative within the UK’s public sector 

to establish regional finance 

communities that can share best 

practice and personnel is gaining 

ground. Its path could provide guidance 

to others looking to start similar networks, and its 

success meant that in January 2018 the initiative 

received an Outstanding Contribution to the Finance 

Function award at the UK Government Finance 

Function Event. 

One of the key finance professionals behind the 

move was Dave Willis, FCMA, CGMA, former senior 

finance business partner at the UK government’s 

Department for Work and Pensions. He said the 

network has sparked more than traditional 

knowledge sharing — departments have also shared 

Sharing
finance

knowledge
locally
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people. He gave the example of one 

department — the Department for 

Environment, Food and Rural A�airs 

(DEFRA) — that was tasked with 

considerable unplanned work to support 

Brexit negotiations. Government �nance 

sta� nearby in the North East moved 

across to DEFRA on 13-week placements 

to successfully support this work.

Willis said this collaborative approach 

could be replicated in public sectors 

elsewhere in the world. “We’re all facing 

the same sort of challenges with 

technology advances and those sorts of 

things. So, common groups of people 

coming together from the government 

sectors in a catchment area which is more 

local — there’s no reason why that can’t 

work.” He added that a conversation 

would be welcomed with people thinking 

of establishing similar �nance 

communities in other countries, as well 

as with those who have already done so.

There were challenges along the way, 

however, explained Martin Brewer, ACMA, 

CGMA, who is head of accounting at the 

Food Standards Agency, the UK 

government body with a £130 million 

($165 million) budget to ensure food is 

safe and what it says it is, and to protect 

public health and consumers’ wider 

interests in food across England, Wales, 

and Northern Ireland. Brewer explained 

there were technological and security 

barriers to discussing the project beyond 

face-to-face and telephone meetings. “We 

found a real challenge with 

communication outside of those 

meetings because there is no easy-to-use 

common platform for e�ective 

communication across government.”

Geographical challenges

Willis added that the large relative size of 

the north of England had been unwieldy 

for this project. He said: “Just to give you a 

little �avour, going from Newcastle to 

Liverpool, both parts of the north of the 

country, takes three hours, which is too 

long and too big.” The solution was to 

divide the northern area into �ve smaller 

subregions, with the group of �ve �nance 

leaders taking one area each.

As part of the drive to collaborate 

within local areas, conference-style 

learning events have been arranged to 

bring together government �nance 

professionals. 

Suzanne Ibbotson, ACMA, CGMA, head 

of �nance capability at the UK 

government’s Department of Health and 

Social Care, who is also responsible for 

producing its annual report, said the 

initial CPD events in the north of England 

in April and May 2018 were replicated last 

autumn and scaled up with bigger venues 

because of demand.

Ibbotson added that spring events this 

year have been even more successful, with 

the Wales & South West network hosting 

an event, and delegate numbers up across 

all regions. 

The regional networks have bene�ted 

from support from the government’s 

central �nance function team. Working 

closely with the central teams, they have 

in�uenced and informed policy direction. 

The networks’ work with the Government 

Finance Academy has led to a 

comprehensive and consistent learning 

and development o�er that covers core 

“how to” fundamentals as well as more 

advanced skill building. The central team 

continues to support the networks by 

providing senior �nance professionals to 

speak at the learning events and give an 

update from the centre.

Within another part of the UK’s public 

sector, the National Health Service (NHS) 

has been able to take a more centrally 

driven approach to develop the �nance 

function within the UK’s regions. 

NHS England’s Future-Focused 

Finance initiative, set up in 2013, is 

committed to developing networks 

geographically and for di�erent job levels 

within the NHS. 

The programme’s aim is to empower 

local �nance sta� to champion diversity 

and accountants’ nontechnical 

“behavioural” skills. It also focuses on 

how digitisation, arti�cial intelligence, 

and robotics are impacting �nance; and 

on accreditation for NHS organisations so 

that they can demonstrate good practice 

in how they develop their �nance sta�.

David Ellcock, the programme’s 

director, said he has discussed this 

approach with the Healthcare People 

Management Association, which 

represents HR professionals working in 

the NHS and in commercial health 

organisations. “They are keen to replicate 

the approach we have taken — in HR as 

well,” he explained. “I think the idea of a 

central organisation that relies on 

volunteers, helping those volunteers work 

in networks … can work almost anywhere 

for any given function, provided there is 

clear steer from the centre on what it is 

they want to achieve.”   Q

Oliver Rowe is an FM magazine senior 

editor. To comment on this article or 

to suggest an idea for another article, 

contact him at Oliver.Rowe@ 

aicpa-cima.com.

Contact information

More information about the  
UK’s local public-sector finance 
networks is available from the 
following sources:

Suzanne Ibbotson: 
suzanne.ibbotson@dhsc.gov.uk 

David Ellcock: david.ellcock@nhs.net

Future-Focused Finance:  
futurefocusedfinance.nhs.uk

‘We’re all facing the same sort  
of challenges with technology 
advances and those sorts of things.’
Dave Willis, FCMA, CGMA, former senior �nance business partner at the UK Department 

for Work and Pensions
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ith the growth of 

online shopping, 

one challenge for 

retailers is managing 

returns — an aspect 

of “reverse logistics” that can enhance 

pro�tability and customer service 

through the supply chain. 

With return rates between 5% and 

50%, managing returns can lead to 

substantial costs through logistics, 

inventory, and disposal — as well as 

having an environmental impact. 

This is the background to research 

carried out by She�eld University 

Management School, Cran�eld School of 

Management, and She�eld Business 

School in the UK, and funded by CIMA’s 

academic research programme and the 

UK Department for Transport. 

The result of the research was a 

reverse logistics toolkit (available at 

tinyurl.com/y47llxx4), co-produced by 

researchers and practitioners.

Cost underestimation

Companies often underestimate the cost 

of managing returns and employ 

inadequate processes for dealing with 

them. Given the small margins in much 

of the retail sector, costs in returns 

processes can easily reduce retailers’ 

pro�t margins and put their future at risk.

Further implications for the bottom 

line include consumer expectations of 

“free delivery and free returns”. Retailers 

have been relatively slow to recognise the 

cost implications of poor returns 

processes and, equally, the impact returns 

have on forward logistics operations. 

What accountants can do

Improvements in reverse logistics 

processes between suppliers and retailers 

can improve pro�t margins and consumer 

satisfaction levels. It is important that 

accountants engage in cost management 

through the whole supply chain.

They can also use their analytical skills 

to highlight the �nancial bene�ts from 

improving reverse logistics processes. 

Quality costing and transparent 

performance measurement systems have 

a signi�cant role to play. 

Online retail is often presented as the 

principal driver of sales, whilst the 

traditional bricks-and-mortar retail model 

is seen as �nancially unsustainable. 

However, with consumers increasingly 

factoring the ease of return into their 

purchasing decision, the “real” value of 

di�erent distribution channels is likely to 

be far more complex. It is possible, for 

instance, that the ability to try out a 

product in store before purchasing online 

minimises the likelihood that it will be 

returned, or that the option to return an 

item in store drives online sales. 

Improving the returns process

Organisations can improve their returns 

process by:

yyy Factoring returns processes into 

strategic planning at an early stage 

of relationships between suppliers 

(manufacturers) and retailers.

yyy Using analytical skills to 

communicate to the business 

how the cost of returns is often 

undervalued and can have a 

signi�cant e�ect on the bottom line.

yyy Helping set key performance 

indicators and costing information 

that recognises relationships within 

the supply chain — to reduce costs 

and enhance value.

Management accountants have an important 

cost-reduction role in the retail returns process.

By John Cullen, FCMA, CGMA; Gareth Crockett, Ph.D.;  

and Juliana Meira, Ph.D.

Adding value to

reverse
logistics

John Cullen, FCMA, CGMA, is professor 

of management accounting; Gareth 

Crockett, Ph.D., is a research 

associate; and Juliana Meira, Ph.D., is 

a lecturer in management accounting 

— all at the Sheffield University 

Management School in the UK. To 

comment on this article or to suggest 

an idea for another article, contact 

Oliver Rowe, an FM magazine senior 

editor, at Oliver.Rowe@aicpa-cima.com.
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new standards for delivery and customer 

service rapidly transfer from consumer to 

business-to-business sectors.

This creates a need for end-to-end 

planning, collaboration, and execution, 

aligned with excellent �nancial 

management in order to drive pro�table 

growth. Traditional planning approaches, 

despite absorbing signi�cant resources, 

typically fail to deliver truly integrated 

plans or build the resilience and �exibility 

to support success in a rapidly changing 

environment. This is a key challenge for 

the �nance function, both in its role in 

leading business planning and in its 

increasingly important role as a business 

partner.

Integrated business planning (IBP) has 

evolved over the last decade to become 

widely used and valued as a proven 

approach to enterprise-wide planning and 

is used by leading organisations across a 

range of industry sectors including  

AkzoNobel, Cisco, GlaxoSmithKline (GSK), 

Heineken, Johnson & Johnson, Nike, 

Shell, and Unilever. 

IBP is also a very signi�cant process for 

the �nance function, as its successful 

deployment relies greatly on committed 

and high-quality �nance support, 

leverages its business partnering 

capability, and also helps develop many of 

the key capabilities required in the 

�nance team of the future. (See the 

sidebar, “Distinguishing the IBP 

Approach”, for a discussion of how IBP 

Source: Camelot Management Consultants.

R
apid change is creating an 

ever-increasing array of 

challenges to building 

businesses that are pro�table 

over the long term. These 

challenges (see the chart “Emerging 

Business Challenges and Their Impact on 

Planning”) a�ect all operations but place 

particular pressure on business planning. 

Volatility, uncertainty, complexity, and 

ambiguity (often termed the VUCA 

environment) demand that businesses 

plan strategically but also maintain the 

capability to �ex dynamically to manage 

increasing levels of unpredictability and 

uncertainty. At the same time, customers 

demand increasing levels of service at 

reduced prices as global competition and 

This step-by-step approach can help deliver integrated 

strategies that also provide flexibility. 

By Neil James

Emerging business challenges and their impact on planning
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di�ers from business planning systems 

that employ seemingly similar 

terminology.)

The IBP process

The origin of IBP is in sales and operations 

planning (S&OP), which was introduced 

initially as a supply chain planning 

approach in the 1980s to align 

manufacturing and supply plans with 

forecast demand. The process has evolved 

signi�cantly (partly through the increased 

sophistication of enterprise resource 

planning systems) and now goes beyond 

simple demand and supply balancing in 

the supply chain to an enterprise-wide 

scope that also integrates performance 

management, �nancial planning, and 

collaborative cross-functional working. 

This integration is a core feature of the IBP 

approach — using a single corporate 

process to create and monetise an 

enterprise-wide plan whilst also aligning 

operational and strategic planning (see 

the chart “The Key Elements of IBP”).

This genuine integration of plans is 

achieved by a process of cross-functional 

collaboration, underpinned by planning 

with a common set of performance and 

�nancial data. Whereas traditional 

business and �nancial planning processes 

are typically resource-intensive, set-piece 

activities that operate once or twice per 

year, IBP is a continuous process operated 

on a monthly cycle. 

reviews then provided the means to 

constantly review the robustness of these 

plans and allow ongoing re�nements. 

In order to realise these bene�ts, GSK 

adopted a thorough change management 

approach. This identi�ed and addressed 

various challenges to IBP deployment, 

including both hard issues (such as 

process design or systems requirements) 

and soft issues (such as the mindsets and 

cultural themes required to support the 

process). Enabling the cross-functional 

collaboration required for IBP was a key 

area in the change management 

programme. An example of this was the 

requirement to update key performance 

indicators (KPIs) and create team-based 

incentives to promote and reward team 

behaviours and optimise decision-making 

at the enterprise rather than the silo level, 

and also ensure that the company’s 

strategy and values were being supported 

through the decisions taken in IBP. The 

business focused signi�cantly on 

behavioural change to support this, 

ensuring that teams and leaders had 

clarity on decision-making rights and 

accountabilities. This was crucial to 

support a key principle of the IBP approach 

in enabling informed decision-making at 

the lowest possible level and ensuring 

that the disciplined and evidence-based 

nature of the new process was embraced 

and supported.

The chart “The Monthly IBP Cycle” 

GSK, a global healthcare company with 

a turnover of $40 billion, recently 

deployed IBP. Within months of 

deployment, the IBP process was able to 

deliver quick wins for the business in the 

fundamentals of balancing demand and 

supply. An early example of this was 

deciding the allocation of scarce supply 

across regions. The IBP process allowed a 

holistic evaluation of this problem to 

ensure that medical criticality of supply 

was taken into account alongside the 

range of �nancial and service measures in 

order to optimise outcomes for the 

business as well as healthcare 

professionals and patients.

As process maturity and capability 

developed, more strategic bene�ts were 

achieved. For example, when the potential 

for a future demand spike or capacity 

constraint was identi�ed in the rolling 

24-month outlook, the IBP process 

provided the structure and discipline to 

manage these proactively. GSK used the 

cross-functional process to develop 

scenario plans in order to prepare a series 

of strategic and tactical options that laid 

out the potential impacts on customers 

and patients and also underpinned these 

with comprehensive �nancial 

evaluations. The ongoing monthly IBP 
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Source: Camelot Management Consultants.
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illustrates the key monthly cycle, which 

results in the development of a rolling 

24-month plan for the business with full 

�nancial metrics and KPIs.

The �ve steps in this monthly cycle are:

yyy Portfolio review: A cross-functional, 

context-setting review that assesses 

the overall product portfolio — 

including performance across the 

business, planned product launches, 

and any product discontinuations. 

This creates one enterprise view on 

the pro�le and �nancial expectations 

of the portfolio, which informs the 

upcoming cycle of planning.

yyy Demand review: Owned and led 

by the P&L owner for a speci�c 

business area (for example, a general 

manager), this review creates the 

forecast for customer demand over 

the coming 24-month period and 

evaluates predicted performance 

versus plan for this period.

yyy Supply review: Chaired by the 

relevant supply chain leader, this 

review evaluates the capability 

of the company’s supply chain 

to deliver the customer demand 

forecast. Where there are challenges 

or gaps in capacity to meet demand, 

various options are discussed, and a 

�nancially scrutinised supply plan is 

proposed.

yyy Integrated reconciliation: A 

key monthly meeting in building 

integrated enterprise plans, this 

is a cross-functional discussion. 

Whilst typically led by the P&L 

owner for the business unit, supply 

chain and �nance colleagues are 

key partners and contributors. This 

cross-functional group reviews 

the business outlook and forecast 

performance versus plan and 

approves supply plan proposals to 

meet demand. This results in the 

proposed rolling 24-month operating 

and �nancial plan, which is then 

presented to the senior executive 

team.

yyy Executive review: The outputs 

of the “integrated reconciliation” 

step are consolidated from the 

various business units across the 

organisation to create the rolling 

24-month operating and �nancial 

plan at the enterprise level. 

Typically, this review involves a 

review of forecast performance 

versus plan but is also, importantly, 

the approval forum for proposals 

that span business units or that 

have signi�cant �nancial or other 

business impact at the enterprise 

level and therefore cannot be 

approved at the business unit level in 

the previous meeting step.

A key tangible output of this monthly 

cycle is the rolling 24-month operational 

and �nancial plan. However, just as 

signi�cant is the alignment and integration 

generated by the ongoing cross-functional 

collaboration built in to the process.

Organisations adopting IBP report a 

range of tangible bene�ts (see the chart 

“The Organisational Bene�ts of IBP”). 

Some of these bene�ts, such as reduced 

working capital through decreasing 

inventory levels, would be expected as a 

result of improved collaboration between 

the commercial and supply chain 

functions. However, breaking down silos 

also helps to build an organisational 

culture that is more focused on the 

external market and works in genuine 

partnership to create improved 

end-to-end experiences (and hence value) 

for customers. This is a powerful driver 

for improved market performance and 

ultimately sales revenue. In fact, 

successful adopters of IBP most 

commonly cite increased revenue growth 

as its number one bene�t.

Source: Camelot Management Consultants.

The monthly IBP cycle
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functions to create a robust enterprise-level 

view of business performance and outlook 

(see the chart “Finance Team Contributions 

to the Execution of IBP”).

At the same time, many �nance 

organisations now employ a �nance 

business partnering approach to deliver 

support to the business. This approach 

demands not only the development of 

relevant capabilities in the �nance team 

but also the evolution of ways of working 

that leverage business partner input and a 

culture that supports and values the 

contribution made by the business 

partner team. A CGMA report (see Finance 

Business Partnering: The Conversations That 

Count, available at tinyurl.com/y2bfqesh) 

showed that �nance business partnering 

typically focuses on decision support 

(both at the business unit and the overall 

enterprise level) and performance 

management. 

These themes are an integral part of the 

IBP process, where information �ow, 

cross-functional interaction, and �nancial 

rigour underpin a disciplined approach to 

decision support and performance 

management. This leads to a speci�c 

�nance role in IBP, enabling rigorous 

business analysis and decision-making. 

Signi�cantly, IBP also creates a cultural 

norm where the �nance team works with 

cross-functional partners throughout the 

process from performance review and 

diagnosis through the development of 

options for performance improvement to 

senior executive decision-making. This 

underpins and supports the concept of 

the �nance business partner as a key 

management support at all levels in the 

business.

The chart “Key Features of IBP 

Underpinning the Finance Business 

Partner Role” summarises the key 

features of IBP that support the core 

components of the business partner 

contribution. 

However, many organisations are now 

seeking to further extend the �nance 

remit beyond that of business partner 

(see the CGMA report The Changing Role 

Source: Camelot Management Consultants.

Finance team contributions to the execution of IBP
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and Mandate of Finance, available at 

tinyurl.com/y6fmtkun). Typically, this 

involves the widening of the remit of 

�nance beyond analysis and insight 

generation (and enabling this with both 

capability-building programmes and 

increased empowerment) to a more 

active role, enabling the cross-functional 

development of new business solutions 

to drive value.

This widening remit is often based on 

the capability of the �nance professional 

to apply sound business acumen in a 

cross-functional setting, and in�uence 

and negotiate in order to achieve the best 

outcomes for the overall business. These 

capabilities are central to the operation of 

IBP (as summarised in the chart “Finance 

Team Contributions to the Execution of 

Successful adopters of integrated 
business planning most commonly 
cite increased revenue growth as its 
number one benefit.
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IBP”). IBP therefore provides the 

opportunity to bridge and extend from 

today’s business partner approach to this 

future �nance model. 

IBP o�ers practical, on-the-job learning 

for future �nance leaders to work on real 

business problems, build an awareness of 

various cross-functional perspectives and 

challenges, and gain experience in 

in�uencing to drive decision-making to 

optimal business solutions at the 

enterprise level. In addition to supporting 

learning on these tangible business 
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capabilities, IBP is also important in 

starting to shift mindsets on the 

transformation to the future �nance 

model. This applies both to raising the 

expectation across the whole business on 

the contribution of the �nance team but 

also to building the con�dence and belief 

within the �nance function itself. This 

strong conviction that the �nance team is 

empowered (and expected) to take a more 

dynamic and central role in the 

management and development of the 

business is equally critical to the success 

of the future �nance model. 

As outlined above, the learnings from 

businesses that have adopted IBP 

underline the critical role of the CFO and 

the wider �nance team in its deployment 

and ongoing operation. In addition to 

streamlining traditional �nancial 

planning approaches, �nance teams also 

report that the plans created using IBP are 

more transparent and robust and are 

Source: Camelot Management Consultants.

Key features of IBP underpinning the finance business partner role 

executed more e�ectively. At the same 

time, the philosophy of IBP to drive 

cross-functional collaboration backed by 

�nancial rigour provides the foundation 

that many �nance leaders value in 

building competencies for current and 

future business needs. This increasingly 

means that IBP, once seen as an extension 

of supply chain planning, is now a 

fundamental tool for best-in-class 

planning that attracts strong �nance 

advocacy and leadership.   Q



You can 

make a 

difference.

For a century, CIMA members have transformed organisations, communities and
economies. They also transform individual lives through donating to the CIMA Benevolent 
Fund. During our 100th year, let's continue to help one other while driving the future of the
profession.

To mark CIMA’s 100th year and ensure our future, we are sharing a
limited-edition CIMA Benevolent Fund card at Centenary events. We hope 
this card reminds you, our valued member, that you are supported — and 
can support others.

To learn more about the CIMA Benevolent Fund,
go to cimaglobal.com/benevolent100
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Using the performance review as a

career booster
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Transform the process into a road map for 

professional improvement. 

By Hannah Pitstick

P
erformance reviews are 

seldom looked upon with 

enthusiasm. For both the 

reviewer and the reviewed, 

they can be an emotionally 

taxing obligation, but with a bit of 

preparation, performance reviews can 

provide the constructive feedback you 

need to reach the next level in your career. 

Here are �ve tips from two experts on 

how to prepare for and get the most out of 

your next performance review:

Consider your triggers and  

blind spots 

It’s helpful to understand your own pet 

peeves or triggers before you walk into a 

review. Are you someone who gets 

defensive and is likely to rebut every fact? 

Can you take a review only from a person 

you like or respect? Or are you very 

sensitive, and anything the reviewer says 

will be painful? 

Debbie Goldstein, a principal of 

Massachusetts-based Triad Consulting 

Group and a Harvard Law School faculty 

member, categorises these three types of 

triggers for her clients. The �rst is called a 

truth trigger, meaning everything has to 

feel exactly true for you to accept it. The 

second is called a relationship trigger, 

meaning whom the review is coming 

from matters a lot. And the third is an 

identity trigger, meaning feedback is 

about you, and you are more or less 

sensitive to it based on your individual 

hard-wiring and the stories you tell about 

yourself. 

“Doing a little bit of mental 

preparation on what kinds of things 

trigger you and throw you o� balance, 

and just being able to identify them, 

ironically, makes it less likely that they 

will trip you up in the conversation,” she 

said. 

She added that you should walk into 

the review knowing that you could have 

blind spots, things about yourself that 

you’re not aware of. 

“If something is said in the 

performance review that’s surprising to 

you or feels untrue, just check yourself 

and realise, maybe this is a blind spot, 

and be curious and ask questions about 

the impact on others,” she said. 

Understanding how others are 

responding to your actions may o�er 

insight on improving those behaviours. 

Do your research 

If you’re new to a role or organisation, 

experts recommend asking around to get 

an idea of what the review will entail and 

what sorts of information and anecdotes 

would be helpful to bring up in the 

meeting. 

“You should �nd out what 

achievements, skills, and 

performances are going to be 

examined,” said Charles Cotton, senior 

reward and performance adviser at the 

CIPD, the professional body for HR and 

P
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Hannah Pitstick is a freelance writer 

based in the US. To comment on this 

article or to suggest an idea for 

another article, contact Drew Adamek, 

an FM magazine senior editor, at 

Andrew.Adamek@aicpa-cima.com.

you paint the picture of where this 

feedback is going?” Meaning, if you took 

this feedback, if you acquired more 

sound judgement, what would it look 

like? And ask if they can o�er you some 

coaching on how to get there. 

“The notion behind those two 

questions is you’re unwrapping or 

unpacking the label that you’re getting,” 

Goldstein said. “And the key is to ask 

them from a place of curiosity, not 

defensiveness.”

Share your accomplishments 

Often people are afraid to share their 

accomplishments and strengths, 

fearing that they will come across as 

boastful or self-important, but 

Goldstein said it’s important to bring 

up your successes because they are not 

always as fresh in your manager’s 

mind as they are in yours. Keep notes 

throughout the year to better track 

your accomplishments and bolster 

your case at the review.

“All of your accomplishments are 

completely technicolour and at-the-

ready for you, but because your manager 

is likely managing multiple people and 

has other responsibilities, those 

accomplishments may not be at the 

front of their mind,” she said. 

She added that if you’re going to talk 

about your accomplishments, it’s useful 

to also re�ect on anything you would 

have done di�erently or any coaching 

and advice you have for yourself.

“I think having a balance 

demonstrates self-awareness, which 

we’re hearing more and more, especially 

in the �nance world, people are looking 

for,” she said. “And it also demonstrates 

coachability, which we’re de�nitely 

hearing more and more as a trait that 

senior leaders are looking for in 

high-potential future leaders.”

End with a follow-up plan 

Goldstein has a client who never ends a 

meeting or review without saying, “OK, 

let’s recap: Who will do What and When 

(WWW)?”

“I think that’s helpful in meetings, 

but I also think it’s helpful in reviews,” 

she said. “Following up, if you’ve 

discussed anything that you’re supposed 

to be doing, is really helpful.”

Cotton agreed and added that there is 

no reason you can’t approach your 

manager more than once a year. 

“If you only have a performance 

review once a year, there’s nothing 

stopping you from talking to your line 

manager on a more frequent basis,” 

Cotton said. “You can highlight 

successes and achievements you’ve had 

in the last month, which hopefully the 

line manager will record when they 

come to review your performance.”   Q

Do you wonder about the best 

way to build your personal 

brand? Are you hoping to 

assume a leadership role but 

unsure about how to become 

a better leader? Listen 

to insights from a global 

collection of finance leaders 

and other experts in the FM 

magazine podcast.

P O D C A S T S

Stream episodes at  

fm-magazine.com/podcast  

or subscribe on iTunes or 

Google Play.
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M
ost people struggle to please a single boss. In 

today’s companies, with their multiple, dotted 

reporting lines and project-oriented work, it is 

common to answer to two or more people. 

The obvious problems with two bosses are 

exactly what you’d expect. Each boss regards you as theirs — and, 

when it’s crunch time, they think nothing of giving you a full 

job’s worth of work. If they’re both racing to complete projects at 

the same time, you can �nd yourself doing two very full-on jobs 

at once. Don’t take this personally. This is the situation you  

are likely to face. So how do you keep both your bosses  

happy — without making yourself miserable?

Establish clear expectations

Start with your job description. You need to have a meeting with 

both bosses to discuss expectations: what you are expected to 

deliver, what their priorities are, and how you will resolve 

con�icting demands on your time. Get this down in writing. 

Keep your supervisors happy 

without making yourself miserable.

By Rhymer Rigby

How to work for

    2 bosses
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That way, six months down the line, if Boss A says, “I need you 

on Monday afternoon”, you can refer to the agreement, which 

shows you are committed to Boss B on Mondays.

Encourage your bosses to communicate

If Boss A has a fairly slack period and Boss B is very busy, they 

may be �ne with you working more for the other boss. Again, it’s 

worth keeping a record here — as the boss who is currently 

getting less of you may expect some sort of quid pro quo later on.

Be organised

If you think it’s tough keeping track of your diary and projects 

normally, it’s going to be a lot harder when you’re working for 

two managers. Here it is a good idea to make use of collaborative 

online tools and have a calendar that all three of you can view 

and edit.

Learn to say ‘no’

Competent, diligent people often end up doing more than their 

fair share of work because they automatically say “yes” and do a 

good job. But you do not want to become two people’s go-to 

person for minor tasks that they do not wish to do. Remind 

yourself (and them) that you are doing half a job for each of 

them. Suggest that, if they need someone to delegate to, a 

full-time member of their team is likely to be better. 

Remember managerial differences

What delights one may leave the other indi�erent. As well as 

compartmentalising the tasks you perform, you will also need to 

compartmentalise your working style. Even if you vastly prefer 

one to the other, you need to treat them equally. And if they 

dislike each other and complain about each other to you, it is in 

your interests to be as tactful and neutral as possible.

Don’t suffer in silence

If you are struggling with the workload, you could end up letting 

both bosses down. If they are making outsized demands on you, 

arrange a meeting where you can discuss how to proceed. Here, 

the onus on you is to tell them what you need and what you can 

deliver. So you might say, “I do not have enough time to �nish 

both your projects next week. But if Boss A can lend me Meghan 

for three days and Boss B is OK with the following week, it should 

be possible.” Here, you are asking them both to make a small 

sacri�ce so you all get what you want.

Focus on the career value

Just in case you think there’s no upside to any of this, there is. It 

will teach you �exibility and how to manage upwards. You’ll 

learn an enormous amount about how to deal with con�ict, 

manage expectations, negotiate, and have tough conversations. 

It will also improve your network: You are getting two senior 

people and all their connections and exposure for the price of 

one. Moreover, it spreads your risk. If one boss goes down in 

�ames, you still have the other.

Be ready for a plea for loyalty

Possibly the worst problem you will have is one of your bosses 

demanding total loyalty or making loyalty to them an issue. 

Here, the best thing to do is explain that you have to be 

scrupulously fair and that, if they want 100% loyalty, they will 

have to become your only boss.

Rhymer Rigby is an FM magazine contributor and author of The 

Careerist: Over 100 Ways to Get Ahead at Work. To comment on this 

article or to suggest an idea for another article, contact Neil Amato, 

an FM magazine senior editor, at Neil.Amato@aicpa-cima.com.   Q
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o far the “A to E” of �nance has 

focused on automation, 

blockchain, cybersecurity, and data 

analytics. Whilst it is important for 

�nance professionals to be 

digitally agile, they must also be 

aware of the ethical implications of 

technology disruptors. New 

technology brings with it new 

ethical dilemmas, from the impact 

of automation on jobs to the 

potential of biases to creep into the 

algorithms driving arti�cial 

intelligence. New materials will be 

published at tinyurl.com/y2qk7rkj 

in October that will explore the 

ethical challenges �nance 

professionals may face in a digital 

world. 

We will also be updating the 

ethics pages at tinyurl.com/

y55q9okx in the coming months 

ahead of the launch of the new Code 

of Ethics in January, so keep an eye 

out for new materials and content to 

support your awareness of the Code 

and ethical dilemmas you may face 

in your role.

To read more about CIMA’s 

updated Code of Ethics, see “New 

Code of Ethics Is True to CIMA’s Core 

Principles” on page 20.

Your Benevolent Fund: Please be generous

P
lease be generous in supporting the CIMA Benevolent 

Fund by making a donation at the same time you pay 

your 2020 CIMA subscription. We are asking for a £2 

donation, but you will have the option of giving a larger 

amount.

The Benevolent Fund is the charity for CIMA members. Its 

sole purpose is to help members and their families should they 

get into di�culties — for example, long-term illness, lack of 

employment, or family problems. 

The fund relies on CIMA members for the resources it needs 

to carry out this work.

You can �nd out more about the fund’s work and also 

donate at tinyurl.com/yxsx9b8y. The CIMA Benevolent Fund is 

a registered charity no. 261114.

AML and terrorist �nancing: New reports

I
n July, the European Commission adopted a 

Communication to the European Parliament accompanied 

by four reports (available at tinyurl.com/yyv84ryh) that 

looked at better implementation of the EU’s anti-money 

laundering and counter-terrorist �nancing framework. 

The Financial Action Task Force (FATF) recently published its 

Terrorist Financing Risk Assessment Guidance (available at tinyurl.

com/y6jwmu2a), which states that identifying, assessing, and 

understanding terrorist �nancing risk is essential for the 

disruption of terrorist networks. The guidance builds on the 

earlier 2013 FATF terrorist �nancing guidance and includes 

input from 35 jurisdictions across the globe. 

The FATF also issued, in June, Guidance for a Risk-Based 

Approach: Accounting Profession (available at tinyurl.com/

y66bl79t). It highlights the need for a sound assessment of the 

money laundering and terrorist �nancing risks that accountants 

face; and the policies, procedures, and ongoing client due 

diligence (CDD) that mitigate those risks. The FATF also 

published its Guidance for a Risk-Based Approach: Trust and 

Company Service Providers (TCSPs) (available at tinyurl.com/

y3wpr4ka). In particular, it explores the obligation for TCSPs to 

identify and verify bene�cial ownership information, providing 

examples of simpli�ed, standard, and enhanced CDD measures. 

CIMA will review all these reports and make any necessary 

improvements to its supervisory processes.   Q

FM-MAGAZINE.COM  October 2019  I  FM MAGAZINE  I  53

October’s focus on ethics in the A to E of �nance 
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