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1. Close any open apps 
2. Ask and we’ll answer
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Theory: Operations Management



Tax season



85%



1. Maximize utilization 
2. Real-time data 
3. Better planning 
4. Protect your team 
5. Organize your time

Source: Anvil media (anvilmediainc.com)

http://anvilmediainc.com


Push Pull

Just in timeJust in case
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Push strategy is best for small demand uncertainty 
as the forecast will provide a good direction on 
what to produce and keep in inventory.

Pull strategy is best for high demand uncertainty 
and low importance for economies of scale 
because aggregation does not reduce cost.
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Push strategy is best for small demand uncertainty 
as the forecast will provide a good direction on 
what to produce and keep in inventory.

Pull strategy is best for high demand uncertainty 
and low importance for economies of scale 
because aggregation does not reduce cost.

Planning

Production
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• Understand your workforce 

• Analyze your team output 

• Conduct demand analysis 

• Conduct a supply analysis 

• Build a gap analysis & strategy 

• Implement workforce plan: Action plan, feedback loop, processes

Push strategy for resource planning
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Seasonality with tax

• What are the major causes of bunched work & lag time? 

• Do you know when all new work must be done as an extension? 

• Can you quote when work will exit the system when it starts?

November February April
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Kanban: Just-in-time delivery
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Planning Horizons
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Roles & responsibilities 
Key questions each role should be asking

Individuals Managers Leadership

First thing What has changed since I last 
checked my projects / clients?

What has changed across the 
team since I last checked?

What is happening across the 
practice?

Urgency Any urgent issues with my 
clients?

Are we on-track to hit our 
deadlines and meet our goals?

Are our clients happy?

Prioritization What are my priorities? Have 
they shifted?

Are we servicing our clients? 
Are our processes sufficient?

Do we have the resources and 
tools we need to be successful?

Projects Are my projects coming along 
as expected?

How do we do things more 
efficiently as a team?

How do we drive more business 
from new or existing clients?

Looking ahead Will I meet my deadlines? On-
time? At quality?

What cross-sell or up-sell 
opportunities exist?

Are we profitable? What should 
we change or double down on?

Vantage point My Our Us
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• Now: Work prioritization 

• Short-term: Load balancing 

• Medium-term: Capacity planning 

• Long-term: Demand forecasting

Operations Management Planning Horizons
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Operations Management Planning Horizons

1

Work prioritization 

• Role: Individual. 

• When: Today (now). 

• Pre-activity: Understand your day, what needs to be tackled, and in what order. 

• Post-activity: Re-prioritize to-dos, update to-do dates, delete or assign to others, plan 
day / week, and get tasks done. 

• Area of Karbon: To Dos (using filters) and Triage.

Mid-term FutureNear-termNow
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Operations Management Planning Horizons
Mid-term FutureNear-termNow

Load balancing 

• Role: Manager. 

• When: This week (and next week). 

• Pre-activity: Review Work-In-Progress (WIP), upcoming work, what work is ahead or 
behind schedule, and what staff  has what work (and how much relatively). 

• Post-activity: Comment on key work items, re-prioritize work, update work due dates, 
move work between colleagues, and assign new work where spare capacity exists. 

• Area of Karbon: Saved Views of Work (kanban), Work (items) and custom reports 
(using Work export).

2
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Operations Management Planning Horizons
Mid-term FutureNear-termNow

Capacity planning 

• Role: Manager and Leadership. 

• When: This month (and next period). 

• Pre-activity: Review current work / utilization / capacity, and next period’s steady 
state work / utilization / capacity. 

• Post-activity: Re-balance existing work between staff  members, train / cross-train / 
promote / hire staff, and re-prioritize work or activities between staff. 

• Area of Karbon: Time (timesheets, utilization), Saved Views of Work (kanban), and 
custom reports (using Work/Time exports).

3
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Operations Management Planning Horizons
Mid-term FutureNear-termNow

4

Demand forecasting 

• Role: Leadership. 

• When: Next quarter (next 6 months, next year). 

• Pre-activity: Review all work completed, sales funnel/pipeline, system capacity and 
throughput rates, and resource allocation and capabilities. 

• Post-activity: Forecasting model showing demand vs. supply, gap analysis, and 
quarterly action plan. 

• Area of Karbon: Time (utilization), Insights, and custom exports (Completed Work/
Time).
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Tax workflow and management
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Overview of business tax process

Work moves through statuses, roles, time and tasks.



Gain unparalleled visibility over your team’s work and progress.
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Account & Workflow Setup 

• Bake in your workflow expected client interactions and queries to chase the client for needed info. 

• Protect your valuable resources by using managed queues. 

• Leverage generic roles to assign work based on free capacity. 

• Manage extensions within the same workflow to keep everything together. 

• Over-engineer your workflow. 

Real-time Work Management 

• Use work statuses to monitor & manage work at a high-level. 

• Automate the hand-off & communication of work between staff as you complete tasks. 

• Dynamically update due dates of tasks based on the progression of work. 

• Utilize pull production to enable First In, First Out (FIFO).

Key principles to better manage tax season



Bake in your expected client interactions to chase the client for needed info.



Use client tasks to save 4.2 hours / week / employee from chasing clients.



Protect your valuable resources by using managed queues.



Leverage generic roles to assign work based on free capacity.



Manage extensions within the same workflow to keep everything together.



Over-engineer your workflow.



karbonhq.com

Account & Workflow Setup 

• Bake in your workflow expected client interactions and queries to chase the client for needed info. 

• Protect your valuable resources by using managed queues. 

• Leverage generic roles to assign work based on free capacity. 

• Manage extensions within the same workflow to keep everything together. 

• Over-engineer your workflow. 

Real-time Work Management 

• Use work statuses to monitor & manage work at a high-level. 

• Automate the hand-off & communication of work between staff as you complete tasks. 

• Dynamically update due dates of tasks based on the progression of work. 

• Utilize pull production to enable First In, First Out (FIFO).

Key principles to better manage tax season



Use work statuses to monitor & manage work at a high-level.



Karbon saves employees in firms 3.1 hours per week managing work and tasks.



Automate the hand-off of work between staff as you complete tasks.



Dynamically update due dates of tasks based on the progression of work.



Utilize pull production to enable First In, First Out (FIFO).
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Operations Management: Tips & tricks
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Tips & tricks of managing capacity
1. Talent: Resources define capacity. Sadly, talent can’t be brought 

on quickly so plan for demand months ahead of time. 

2. Team: Make sure to get the right resources in the right seats. 

3. Budget: In the absence of actuals, use budgeted numbers. Use 
worst, best and expected case method to pinpoint. 

4. Availability: Since resources are defined by talent, you need to 
best understand the available time for work in future periods. 

5. Capacity: Even if using a rough % of work complete, with the #s 
listed above, you can get a quick sense of your capacity.
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Tips & tricks of managing work
1. Work statuses: Easily see where we are in a process, why things 

might be delayed, and where the bottlenecks are at a glance. 

2. Variability: View time spent on an account (over time). If high or 
low, investigate to see what transpired between client & staff. 
Helps identify areas to improve, trends, & capacity. 

3. Kanban: Leverage Kanban to visually view capacity. Use work 
types to view relative workloads per staff and balance as needed. 

4. Checklists: Build checklists to give a proper sense of progress. 
Not too thin and not too long. Quick to read and quick to check.
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Customized Dashboards
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12 Karbon work dashboards
Read the article: http://bit.ly/2VQydo9

• Plan your own day 

• Progress of a specific team 

• Identify bottlenecks for similar jobs 

• View all work for clients you own 

• Stay across work for clients managed 

• Manage team capacity

• Plan for future capacity 

• Report on output  

• Identify common bottlenecks 

• Monitor a specific client group 

• View all work for similar clients 

• Manage your sales process
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12 Karbon work dashboards that will give you complete clarity
Read the article: http://bit.ly/2VQydo9
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Introducing Karbon 
Work Management Software for Accounting Firms

karbonhq.com
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Wrap up
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Questions?
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Get started at karbonhq.com 
Follow us on twitter @KarbonHQ 

 
ian@karbonhq.com

Thank you

mailto:ian@karbonhq.com

