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IBIS EMPHASISE A QUANTIFIED AND OBJECTIVE APPROACH TO THE ANALYSIS AND DEVELOPMENT OF BUSINESS PLANS WITH A UNIQUE SCORING SYSTEM (LIMITED VERSION AVAILABLE FREE OF CHARGE AT THEIR WEB SITE). 

FOR ESTABLISHED COMPANIES IBIS MONITORING MODULES BASED ON OVER 15000 OPERATIONAL BENCHMARKS ACROSS INDUSTRY THROUGHOUT EUROPE ENHANCE PERFORMANCE AND BUILD WORLD CLASS ORGANISATIONS. OVER 60 STANDARD OPERATING PROCEDURES NOW DRIVE THE DEVELOPMENT OF KNOWLEDGE BASED ORGANISATIONS - www.ibisassoc.co.uk

The Ibis newsletter now has readers in over 60 countries – WE WELCOME  MADAGASCAR - some of whom have been suggested by colleagues or associates. Should you wish to be removed from the list, let us know. Should you know of anyone who should be added to the list, let us know. Suggestions (hopefully polite) always welcome. Contact: info@ibisassoc.co.uk
START UP LEGAL CHECKLIST

One of the problems that investors and managers of start up businesses face is to ensure that the detailed legal framework is in place to manage and develop the business. As part of the start up SOP Ibis have developed a checklist which can rapidly analyse what has been done and what needs to be done. 

Item 
What does it do?

Company properly registered
Reviews company registration

Accounting date set
Checks accounting period

Annual meetings set and shareholders circulated
Checks timetables and working plan for directors

Sales tax/ VAT registration
Checks sales tax position

Employee tax registration
Checks employee tax position

Effective accounting system created
Checks book-keeping procedures

Accounting records kept
Checks how well accounting records maintained

Timetable for accounting requirements established and maintained
Checks how board and external auditors will approve accounts/ management accounts

Directors sign off accounts
Checks that directors are aware of their role

Asset and liability register
Checks that asset and liability register exists

Bankers appointed
Checks bankers appointed

Lawyers appointed
Checks lawyer appointed

Auditors appointed
Checks auditor appointed

Company secretary appointed
Checks company secretary appointed and that responsibilities are clear

Directors properly appointed
Checks directors properly appointed  

Conflicts of interest outlawed
Checks that there are no conflicts of interest

Articles of association updated and relevant
Checks position of Articles of Association against best practice

Shareholders agreement
Checks shareholder agreement exists

Share register maintained
Checks shareholder register and who maintains

Copyright clarified
Checks position of copyright

Patent clarified
Checks patent position

Trade mark clarified
Checks trade mark position

Warranties and guarantees
Checks position of required warranties and guarantees

Specific sector legislation
Checks whether there are specific laws in the sector that need to be identified and managed

Trading licence
Checks whether specific trading licence required

Sector registration
Checks whether specific sector registration required

Regional registration
Checks whether specific registration for location required

Planning permissions
Checks position of planning permissions

Premises design/ systems/ facilities legals
Checks rules on premises

Quality certification
Checks requirements for quality certification

Environmental certification
Checks requirements for environmental certification

Contracts with staff
Checks employee contracts and where held

Job descriptions issued
Checks job descriptions

Contract with customers
Checks contracts and where held

Contracts with suppliers
Checks contracts and where held

Contract review procedure
Checks how contracts are reviewed

Company liability insurance
Checks whether company has insurance in place

Professional indemnity insurance
Checks whether indemnity insurance required

Data protection
Checks data protection controls

Health and safety policy issued
Checks HSE controls

Disability/ minority rights policy issued
Checks minority rights controls

Disciplinary and grievance policy issued
Checks disciplinary procedure

Pension access 
Checks pension management

Major decisions all put to board meetings
Checks corporate governance

Directors' meetings properly minuted
Checks rules on maintaining company records

Minute book accessible
Checks access to records

·  DB

FRINGE BENEFITS COUNTER PRODUCTIVE TO CORPORATE PERFORMANCE

Research in the US found a strong negative link between the level of fringe benefits provided to executives and medium term performance; the more fringe benefits that existed, the worse the relative performance. The author of the study suggested that fringe benefits emphasised status within an organisation; they consumed time that could be better spent on productive work, and they often considerably raised the cost base of the organisation.

The AER (administration expense ratio) is one of the most useful monitoring elements in the Ibis financial monitoring module. In general terms it should decline as the organisation grows; poor benchmark positioning and a deteriorating ratio provide early evidence of actions that need to be taken. Investors should also insist on clean contracts of employment in start up operations and where options are involved that they are fully accounted for within the balance sheet.

·  RR

CUSTOMER SATISFACTION MOST DIFFICULT TO ACHIEVE IN COMPLEX SERVICE SECTORS

Research carried out in three European countries (France, the Netherlands, UK) reviewed the difficulties that different sectors have in achieving high levels of customer satisfaction. The research suggested that it was in complex service areas that the greatest difficulties existed – specifically in hotels and architect practices. This was in the authors' view compounded by the fact that in both of these sectors the overall difference between the initial service expectations and the service outcome was greatest. Simple consumer products such as tinned food were the most simple to achieve high levels of customer satisfaction; as might be expected more complex consumer durables were more difficult to manage.

Customer satisfaction levels are a key Ibis planning objective. All research supports the view that long run customer satisfaction is linked with profitability – but defining exactly the correct components of the customer satisfaction survey remain a problem that requires detailed and continuing review of both the company operation and competitive performance. 

·  SD

COST MANAGEMENT – AN EFFECTIVE APPROACH TO BUILDING SKILLS IN THE SME

Cost management has become more and more important for the majority of medium sized enterprises as they struggle to remain competitive. The problem with cost management is that it, like logistic management, cuts across many traditional company boundaries. An Ibis project run in three companies with turnovers in excess of 5 million euros, has seen the appointment of existing management on six month rotation specifically with the role to investigate costs within the organisation and present project plans with paybacks and detailed implementation. This type of project management appointment has to date worked well; managers from specific disciplines learn about other areas of the company and how to develop and manage projects with returns averaging many multiples of the salary cost. The returns continue to grow as a central pool of knowledge is created within the company of potential cost saving measures that can be implemented over time. This central knowledge base is more difficult to create when based on a departmental system, as many of the measures cut across departmental barriers.

This method enables companies to build cost cutting expertise without expensive recruitment and integration costs; it improves employee expertise in project management and overall company understanding; it builds knowledge of new cost cutting techniques over time.

·  DB

RETURNS FROM TRAINING CAN BE IMPROVED BY UNDERSTANDING THE SECTOR DEMANDS

German research on 27 companies separated into two groups; low technology and high technology. The research investigated the total level of training for each company and how the training was split between the three main areas: induction, maintenance and development. It also collected information on labour turnover and profitability measures against industry norms. The link between overall training levels and long run profitability that has been found in other research was confirmed again by this research, but there were significant differences in the pattern of training investment by company type and levels of return. Low technology companies appeared to show the greatest returns in biasing the training towards maintenance; induction spending seemed to have little effect on operating criteria. By contrast, detailed induction programmes had very significant effects in high technology companies, and higher levels of investment in development training was also shown to be effective.

Detailed analysis of the returns from training programmes should be incorporated into this activity as all others.

·  MK

SOME GUIDELINES ON CEO CHARACTER TRAITS

41 different venture capital managers in the US were asked to rank problems that they had encountered with CEOs and senior managers in the 582 investments that they had been responsible for over the last ten years, and to define the types of character traits that they considered most damaging for the long term profitability and levels of return that the investment had achieved. Not surprisingly, dishonesty ranked as the most important criteria, but there were seven other factors considered as important. The ranking in order of importance was  as follows:

Dishonesty

Laziness

Greed

Secrecy

Lack of objectivity

Indecisiveness

Bullying

Lack of relevant technical skills

This ranking provides some interesting thoughts for the investor and advisor to start up operations – how does the senior management team rank on these criteria?

·  AD

EXIT PLANNING REVIEWED

Research on 67 private companies that had been sold over the past three years in Eire asked the senior managers and major stockholders what they would change if they were involved in any future company sale. The questionnaire generated a high level of agreement on certain key planning criteria.

90% agreed that more research on key success and failure drivers prior to commencement would have produced valuable results;

87% agreed that they would start the process earlier than they had;

85% that they would involve experts and advisors earlier in the process;

85% that an early reality check on potential expectations would substantially improve the level of cooperation between senior managers;

81% that they would budget for additional costs involved in the process in far more detail and depth;

76% agreed that they should provide a single focus within the organisation for all sale related activity and that individual should be freed up to concentrate as much as possible on the process;

73% that the sale plan needed greater monitoring and attention on a regular basis than it did in reality receive; 

73% agreed that they should start on improved record keeping and documentation earlier;

69% that a clear cost cutting and margin improvement programme should be defined and managed;

64% that senior staff should be informed of the plan and personnel issues clarified as early as possible;

41% said that they should have maintained a detailed project plan using relevant software to control external and internal inputs better

Preparing a company for sale or flotation is one of the most complex planning tasks that the management of the SME is likely to face – especially as it takes them into areas in which they will generally have limited expertise. 

·  AD

WHY A STRUCTURED APPROACH TO PLAN ANALYSIS, DEVELOPMENT AND CONTROL?

Investors, advisers and business managers are faced with common problems in business planning and development. What should we concentrate on? What are key issues which drive success and reduce failure? How can we create a framework in which performance is enhanced? Though plans come in all shapes and sizes with different objectives and audiences, certain common ground is easily established.

· It is clear that start/ up and early stage operations must be separated from established.  The focus of attention for start up operations, and their planning, should be on structure – how the organisation is structured to deal with product, market, customer, stakeholder, resource access (money, personnel, production/ service delivery), and implementation. For the established company, the emphasis, and the focus of their planning, must be on operations – how the organisation will drive forward its existing interaction of market, product/ service and organisational delivery. 

Start up operations

· Start up and early stage operations have key drivers for success and failure which can be measured and evaluated. Applying these criteria means that:

(1) The business does not receive resources until key questions are resolved.

(2) That the chances of success are substantially increased once this initial hurdle is completed

All studies (not just Ibis) indicate that a disciplined and detailed stage of business development yields enormous benefits.

The Ibis model provides one such framework for evaluating start up and early stage plans, which involves an overall view of the organisation outside the financial analysis. This includes a much greater understanding of the risk management environment than is normal. As 50 per cent of businesses fail for non-financial reasons any business plan review  methodology should involve this broader assessment. Ibis can mentor plan development – but the plan must retain the conviction of the founding members.

·  Most start up and early stage companies lack key skills and a broad understanding of the business environment. To make the company successful it will need:

(1) Early identification of potential problems in operational as well as financial performance


  (2) Additional advice and support from the outside

Studies support the value of a range of support functions and the potential for improved monitoring to build skills, and reduce the potential for problems.

The introduction of Ibis monitoring modules into the growing early stage company provides one such mechanism. By making early stage companies (providing sufficient management is in place) create firm foundations in each area of operation it enables them to focus on key opportunities or problems. The introduction of standard operating procedures (SOP's) is also central to this building programme. SOP's cover the entire range of procedures in the organisation and are continually reviewed to ensure best practice.

Established businesses

·  Established businesses have different success and failure drivers from start up early stage which can also be evaluated in the plan. Applying these criteria will:

(1) Ensure that the business has solid foundations prior to the injection of additional finance

(2) Improve the ability of the business to add value in a controlled way

Non-financial factors continue to be as important in the established business as the start up. Traditional evaluation methods focus on a small proportion of the key factors.

The Ibis model provides one such framework for analysing  established business plans. The Ibis approach of building the plan from a bottom up (customer, product, divisional achievements) identifies operational performance in businesses as a basis for project/ expansion finance.

·  Established businesses need to create targets for performance throughout the organisation so that efficiencies can be maximised, growth enhanced, and problems rapidly resolved.

The introduction of Ibis style monitoring modules linked to benchmark targets devolve responsibility within the organisation and set clear realistic goals for performance. Building better than benchmark performance throughout the organisation creates world class companies. Standard operating procedures (SOP's) also help in identifying best practice in entire areas of company operations.

The ladder of plan development – stages, milestones and suggested external input

Stage
Milestone
External input

Pre -start up
Completed concept analysis
Personnel analysis

Concept analysis

Preliminary risk analysis

Why? Lower failure, lower investment
Ensure that concepts do not

pass without written clearance
Ibis has templates for evaluating pre-business plan viability

Start up 
Comprehensive business plan
Plan review and upgrading

Why? Lower failure, better returns on investment, faster growth
Ensure that plans do not pass without full evaluation and clearance
Ibis has detailed evaluation methodology for plan analysis

Early stage
Target achievement
Non-financial monitoring modules, benchmarking

Why? Non-financial monitoring provides the longer term control than financial assessment
Ensure that targets are closely tracked and corrective action taken
Ibis has detailed benchmarks across most sectors, experience with non-financial monitoring

Established
Business platform
Platform review

Plan review and upgrading

Why? Creating firm foundations is essential to ensuring that progress will occur and risk is reduced
Ensure that plans are not accepted without full evaluation and clearance
Ibis has evaluation system for established business plan analysis

Expanding
Target achievement
Non-financial monitoring modules, benchmarking

Standard operating procedures

Why? Building the knowledge based company is the final challenge to ensure long term success in an increasingly competitive market
Ensure that targets are closely tracked and corrective action taken
Ibis has detailed benchmarks for most European sectors, over 60 standard operating procedures, extensive non financial monitoring experience

Knowledge centric
Full transfer of internal and external data to appropriate individuals
Information rich organisation through appropriate HR and IT tools

Why? As the organisation grows it must structure and use its knowledge of the market, and   internal resources to achieve maximum competitive advantage
Ensure that systems build towards complete integration of external and internal knowledge
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