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Executive Summary

What this is

A practical 90-day roadmap to reduce close cycle time, improve reporting quality,
and remove key-person risk, without a major system overhaul.

Who it's for

Senior finance executives in growth-stage companies where the close is manual,
unpredictable, and heavily dependent on a few people.

The outcomes (what you get)
By Day 90, you will have:

A faster, more predictable close (clear sequencing, fewer bottlenecks)
Higher-quality numbers (less rework, fewer late adjustments)
Audit-ready support (consistent reconciliations + review trail)

Lower key-person dependency (documented processes + cross-training)
More capacity for analysis and decision support (less mechanics, more
analysis)

oA~ w DN e

The 9o-day path (how it works)

Month 1: Assess & Stabilize
Map the real close, identify bottlenecks, standardize templates, checklist, folder
structure, and approvals.

Month 2: Redesignh & Embed
Rebuild the close calendar and handoffs, define “done,” document key
processes, pilot and refine.

Month 3: Automate & Control
Automate stable, high-volume work, embed controls and audit trails, accelerate
management reporting readiness.

© 2026 Kebla LLC. Allrights reserved
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What “done” looks like (deliverables)

Current-state close map + prioritized bottlenecks
Close calendar + checklist with owners/dependencies
Standard reconciliation package with reviewer sign-off
Process docs for material/high-risk areas

Automation backlog + implemented quick automations
Metrics to track speed, quality, predictability, adoption

When to delay
Delay if you're:

within ~45 days of a transaction/fundraise
within ~60 days of year-end

ERP is unstable or being replaced

team is in constant crisis mode.

© 2026 Kebla LLC. Allrights reserved
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1. Introduction & How to Use This Roadmap

1.1 Introduction

Areliable close is built deliberately. But it does not require a multi-year
transformation or major system overhaul. This 90-day roadmap provides a
practical, phased approach to transforming the close from a manual, hero-
dependent process into a documented, repeatable operating capability that
scales with the business.

The roadmap is designed for growth-stage organizations that need tangible
results quickly while building sustainable infrastructure. Each phase builds on the
prior one, delivering measurable improvements while laying the foundation for
long-term operational maturity.

This roadmap is intentionally comprehensive. Most organizations will not execute
every element at once. Start where your pain is greatest and expand from there.

Close optimization fails when treated as a template project, a software project, or
a documentation project. It succeeds when treated as an operating system
redesign; one that aligns process sequencing, role clarity, system capabilities,
control discipline, and leadership cadence into a coherent whole.

1.2 Timing, Capacity & Readiness Considerations

Although this roadmap is structured as a 90-day program, actual timelines may
extend depending on team capacity, competing operational priorities, and
business volatility. Close optimization typically runs in parallel with daily execution
responsibilities, not as a standalone transformation effort. The roadmap should
therefore be viewed as a sequencing framework rather than a rigid calendar
commitment. Progress depends on leadership prioritization, availability of key
contributors, and the organization’s ability to absorb change alongside business-
as-usual demands.

© 2026 Kebla LLC. Allrights reserved.
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1.3 Before You Begin: Readiness Assessment

Before launching this roadmap, ensure these foundational elements are in place:

L ™
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Leadership Commitment

e Executive sponsor identified (typically CFO, Head of Finance, Controller) who
can make prioritization decisions when close optimization conflicts with daily
execution
o Team capacity explicitly allocated (typically 15-20% of one senior

accountant's time, plus 5-10 hours/week of leadership time)

e Success criteria defined: What does "good enough” look like at 9o days?

Team Capacity Reality Check

e Current close timeline is stable enough to absorb improvement work (if the
team is in constant crisis mode, stabilize before optimizing)

e No major competing initiatives launching simultaneously (ERP
implementation, audit preparation, fundraising, M&A)

e Team has realistic capacity to take on improvement work alongside daily
execution (if the team is consistently working evenings or weekends to
complete close, address capacity constraints before launching optimization)

Organizational Readiness

e Finance team accepts that current process needs improvement (resistance
will stall progress)
e [ eadership understands this is iterative, not a one-time project with a hard

deadline
e Willingness to maintain new processes exists (documentation without

adoption is waste)

© 2026 Kebla LLC. Allrights reserved.
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Red Flags: When to Pause or Delay
Consider deferring this roadmap if:

e You're within 45 days of a transaction, fundraising close, or IPO
readiness milestone
e Year-end close is approaching (within 60 days), wait until Q1
e The team is underwater with current close and needs additional
headcount first
e Your ERP or core systems are unstable or undergoing
replacement

e Leadership expects dramatic improvement without allocating
time for the work

If any red flags apply, focus on tactical stabilization (fixing the biggest
bottleneck, hiring critical roles) before launching comprehensive
optimization.

How to interpret your readiness assessment:

Proceed: Leadership commitment is in place, the team has realistic capacity, no
major competing initiatives are launching, and the finance team accepts that
improvement is needed. Start Month 1.

Proceed with caution: One or two yellow flags exist (e.g., moderate capacity
constraints, a quarter-end within the window, some leadership skepticism) but ho
hard blockers. Adjust your timeline expectations, communicate tradeoffs to your
executive sponsor, and build in additional buffer between phases.

Pause: One or more red flags apply: team is in crisis mode, ERP is unstable,
transaction or year-end is imminent, or leadership expects dramatic results
without allocating time. Focus on tactical stabilization first. Revisit this roadmap in
60-90 days.

© 2026 Kebla LLC. Allrights reserved
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1.4 Quarter-End & Year-End Considerations

Quarter-end and year-end closes have different complexity profiles than
monthly closes. They typically include:

e Additional close procedures (quarterly accruals, tax provisions, equity
compensation expense)

e External audit involvement (review or audit fieldwork)

e Enhanced reporting requirements (board presentations, investor updates,
regulatory filings)

e Compressed timelines (e.g., 10-Q or 10-K filing deadlines)

Impact on roadmap timing:
If your 90-day window includes quarter-end or year-end:

e Expect timeline extension: optimization work slows during high-intensity
close periods

e Pause major changes: implement improvements post-quarter/year-end
when feasible

e Focus on observation: use Q-end/Y-end as opportunity to document current
state, not test new processes

© 2026 Kebla LLC. All rights reserved
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Month 1 -
Current State
Assessment

2. Month 1 - Assess & Stabilize

The first month focuses on establishing transparency into the current state while
implementing improvements that deliver immediate operational relief with
minimal disruption.

2.1 Close Process Assessment (Weeks 1-2)
Current-State Mapping
Map the actual close process

e Document what actually happens, not what the close calendar says should
happen

e Track each step from transaction cutoff through final reporting

e Identify who performs each activity, in what sequence, and with what
dependencies

e Capture handoffs, rework loops, and approval touchpoints

© 2026 Kebla LLC. Allrights reserved.
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Identify dependencies and bottlenecks

Which activities consistently run late or block downstream work?

Which reconciliations consume disproportionate time?

Where do errors or rework most frequently occur?

Which accounts consistently generate audit scrutiny?

Where does decision authority or review concentration create throughput
constraints (e.g., controller bottlenecks)?

oA~ W N e

Interview team members on pain points

What makes close stressful or unpredictable?

What manual workarounds exist today?

What knowledge lives only in individuals' heads?

What would make the biggest difference in speed or quality?

A~ w N

Systems & Data Flows

e |dentify all major systems feeding the close (ERP, billing, CRM, payroll, equity,
subledgers, etc.)

e Document the source of truth for each critical data set

e |dentify manual extracts, spreadsheet bridges, re-keying, and offline
reconciliations

e Flag unstable integrations, recurring data quality issues, and timing
mismatches

e Assign clear ownership for each major data domain

Risk & Materiality Prioritization

e Rank accounts and processes by materiality, volatility, judgment complexity,
and audit exposure

e Identify areas requiring highest rigor vs. those suitable for simplification or
automation

e Align prioritization with audit focus areas and business risk profile

e Use prioritization to sequence documentation and automation investments

© 2026 Kebla LLC. Allrights reserved
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Managing Team Dynamics
Addressing Documentation Resistance
Some team members may resist process documentation, fearing:

e Job security ("If | document everything, will | be replaced?")

e Loss of autonomy (‘I don't want to be micromanaged”)

e Added bureaucracy ("Robust processes will slow us down and make us less
nimble”)

How to address this:
Frame documentation as capacity building, not replacement:

e "We're documenting so you're not the only person who can answer questions
during vacation"

e 'This protects you from being the bottleneck when the business grows’

e 'Documentation gives you leverage to push back on unreasonable requests;
you can point to the actual process and timeline'

Make documentation a collaborative exercise:

e Sit with the person performing the work and document together

o Ask "What would make this easier for someone learning it?" rather than
"Explain your process'

e Let them own the documentation format; don't impose rigid templates if their
approach works

Celebrate documentation as expertise recognition:

e Publicly acknowledge that the person documenting is the subject matter
expert

e Position documentation as "building institutional knowledge" not "reducing
dependency”

© 2026 Kebla LLC. Allrights reserved
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Communication Cadence with Leadership

Establish a lightweight rhythm to maintain visibility without creating reporting
burden:

e Weekly 15-minute check-in with executive sponsor: What's progressing?
What's blocked?

e End-of-phase brief (after Month 1, Month 2, Month 3): What improved?
What's next?

e Monthly metrics snapshot: 3-5 key metrics (days to close, reconciliation
completion rate, team feedback)

Don't:

e Create detailed status reports that consume the time you're trying to free up

e Over-communicate minor issues; focus on decisions needed or blockers
requiring escalation

e Surprise leadership with problems; flag risks early even if you don't have
solutions yet

Deliverable

@ e Current-state process map,
N‘E e systems flow map,

e Dbottleneck analysis, and

e prioritized risk assessment.

© 2026 Kebla LLC. Allrights reserved.

Close Optimization Roadmap | February 2026 lo



“Kebla

2.2 Quick Wins & Baseline Metrics (Weeks 3-4)

Reconciliation Templates

e Create a single reconciliation template including:
o Account detail
o Reconciling items
o Aging analysis
o Reviewer sign-off
e Store centrally and train consistent usage

Close Checklist & Folder Structure

Organize by month/quarter and account

Apply consistent naming conventions

Subfolders for reconciliations, support, journals, audit
Set access and review permissions

Build close checklist with ownership

e Assign owners and due dates
e Define dependencies

e Enable status tracking

e Make visible to the team

Approval Simplification

e Remove non-value-adding approvals
e Preserve control effectiveness
e Document revised approval thresholds

© 2026 Kebla LLC. Allrights reserved.
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Target Outcome:
Target: 1-3 day close reduction through organization and clarity (improvement
varies based on current-state maturity).

Establish baseline metrics (see "Measuring Financial Close Performance” section
for comprehensive framework):

Days to close

Reconciliation completion rate
Time spent locating support
Team feedback on new templates

Close timelines vary significantly across growth-stage companies based on
business model, entity structure, and systems maturity; the goal here is
directional improvement from your own baseline, not comparison to an external
standard.

© 2026 Kebla LLC. All rights reserved
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Month 2 - Financial
Close Redesign

3. Month 2 - Redesign & Embed

3.1 The Critical Pause: Observe Before Redesign

We recommend observing at least one complete close cycle using Month 1
improvements before beginning full redesign.

Why this matters:

e Your baseline assumptions about timeline and bottlenecks may be wrong

e Team adoption issues with new templates or checklists won't be visible until
execution

e Hidden dependencies and handoff failures only emerge during live close

e Theoretical process design fails when it meets reality; and therefore is
expected to be tweaked to align with reality

What to observe during the first improved close:

Which new templates or processes were actually used vs. ignored?
Where did the close calendar prove unrealistic?

What bottlenecks persisted despite Month 1 improvements?

What new issues emerged from the changes?

What feedback did the team provide during execution?

o~ w =

© 2026 Kebla LLC. Allrights reserved.
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Document these observations immediately after close: they are the foundation
for your redesign priorities.

If you cannot wait for a full cycle: At minimum, apply Month 1 improvements to:

e Your highest-volume reconciliations (test the templates)
e One complete account from start to finish (test the workflow)
e The shared folder structure (test adoption and accessibility)

Run these pilots during the current close period and gather feedback before
proceeding to redesign.

3.2 Redesign Core Close Processes (Weeks 5-6)
Rebuild close calendar

Base on actual performance

Include buffer for review and exceptions

Align with system availability and staffing capacity
Explicit dependency mapping

Define roles and handoffs

e Ownership clarity
e Definition of “‘complete”
e Escalation protocols

Create process documentation

Prioritize high-risk areas (revenue, reserves, accruals, intercompany, equity)
Step-by-step procedures

Screenshots and decision criteria

Common failure points

© 2026 Kebla LLC. Allrights reserved.

Close Optimization Roadmap | February 2026 |13



“Kebla

Build exception handling protocols

Define exceptions
Approval thresholds
Documentation templates
Resolution workflows

— | Deliverable
Documented process library and updated close calendar.

3.3 Train, Pilot & Test (Weeks 7-8)
Training Approach

e Conduct working sessions where team members execute new processes
together, not passive presentations

e Use real scenarios and recent close examples

e Create a "safe space” for questions; normalize 'l don't understand" responses

e Document common questions and add clarifications to process
documentation

Parallel Testing: Proceed with Caution

Running a full parallel close doubles workload during an already intense period
and is rarely feasible for small teams. Instead, use targeted pilots:

Pilot individual processes, not the entire close:

e Select 2-3 high-impact processes (e.g., cash reconciliation, revenue
recognition, one key accrual)

e Run these using new procedures while maintaining existing approach as
backup

e Compare results, timelines, and team experience

e Refine documentation based on real execution feedback

© 2026 Kebla LLC. All rights reserved
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Test during off-peak cycles when possible:

e If your business has seasonal fluctuations, test new processes during slower
months

e Avoid piloting during quarter-end or year-end closes

e Consider testing during a "soft close" (preliminary numbers before final close)

Progressive cutover strategy:

e Month 1 close: Use Month 1 improvements (templates, checklists, folder
structure)

e Month 2 close: Add new processes for 3-5 accounts

e Month 3 close: Expand to additional accounts

e Month 4 close: Full adoption with safety net (old process documented as
fallback)

Success indicators for pilot testing:

New process completes in equal or less time than old process
Output quality meets or exceeds previous standard

Team can execute without constant questions or escalations
Documentation proves sufficient for someone unfamiliar with the task

What to capture during testing:

Actual time spent vs. estimated time

Points where team members got stuck or confused
Steps that were missing or unclear in documentation
Tools or access that were assumed but not available
Handoffs that failed or caused delays

don't wait until after close to update procedures based on lessons

2 Refine documentation immediately
learned.

© 2026 Kebla LLC. Allrights reserved
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Month 3 -

Close
Automation
& Controls

4. Month 3 - Automate & Control

Before implementing automation, assess your technology foundation and
readiness. Key principle: Only automate stable, documented processes with
high volume and consistent data quality.

4.1 Automation Readiness & Prioritization

Automation typically delivers ROl when these conditions exist:

Process stability: The process has been documented and tested for at least
2-3 close cycles

Data quality: Source data is consistent and reliable, automating bad data
creates consistent errors

Volume justification: The process is high-volume or time-consuming enough
to justify automation investment

System capability: Your ERP or tools support the needed automation without
excessive customization

© 2026 Kebla LLC. All rights reserved.
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Do NOT automate if:

e The process is still changing frequently

Source data quality issues remain unresolved

The process happens infrequently (once per quarter) and takes

minimal time

e Automation would require extensive custom coding that creates
technical debt

®

Automation Prioritization Framework

Focus automation investment on processes that score high on all three
dimensions:

e Volume/Frequency: Performed monthly, touches many accounts, or
requires repetitive steps

e Error-prone: High risk of manual errors, transposition mistakes, or calculation
issues

e Time-consuming: Currently takes multiple hours of manual effort

Examples

e High priority for automation: Bank reconciliations with hundreds
W1, of transactions, intercompany reconciliations across multiple
- - entities, depreciation calculations, consolidation workbooks with
repetitive copy/paste
e Low priority for automation: One-time annual calculations,
judgment-heavy reserves requiring qualitative analysis, processes
that touch multiple systems requiring complex integration

© 2026 Kebla LLC. All rights reserved.
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Tool Selection Guidance
A company doesn't need expensive software to achieve meaningful automation:

Excel/Google Sheets Automation (Good for: formulas, data validation,
consolidation)

e Use when: Process stays within one system, team is Excel-proficient, limited
budget
e Limitations: Version control issues, scalability constraints, limited audit trail

ERP Native Functionality (Good for: reconciliation modules, automated journal
entries, workflow routing)

e Use when: Your ERP has the feature and it's underutilized (many
organizations don't leverage native capabilities)
e Limitations: May require configuration expertise, sometimes inflexible

Dedicated Close Management Software (Good for: task management,
documentation storage, workflow automation)

e Consider when: Managing 50+ close tasks, coordinating across multiple
people/entities, need audit trail for compliance

e Examples: BlackLine, Trintech

e Evaluate ROI carefully; monthly cost should be justified by time saved

Power Query / Python / Scripts (Good for: data transformation, report
generation, file manipulation)

e Use when: You have technical resources who can maintain the code
e Limitations: Creates dependency on technical knowledge; needs
documentation and version control

Start simple: Most organizations are advised to begin with Excel/ERP automation
before investing in specialized software. Add complexity only when simpler
solutions create bottlenecks.

© 2026 Kebla LLC. All rights reserved.

Close Optimization Roadmap | February 2026 |18



“Kebla

A note on emerging Al-native tools: A new category of Al-assisted close and
reconciliation tools is entering the market. While this seems promising, the space
is still maturing and most organizations are advised to establish stable,
documented processes before evaluating these tools. The foundational
principles in this roadmap apply regardless of tooling.

4.2 Implement Automation (Weeks 9-10)

Automate high-volume reconciliations
Build validation checks

Automate consolidation workbooks
Reduce manual copy/paste

2 Deliverable
Automated tools reducing manual workload.

4.3 Strengthen Controls & Audit Readiness (Weeks 11-12)

e Formalize review standards
e Establish audit trails for judgments
e Embed quality checks into workflow

Control design is organization-specific; the focus here is embedding review
discipline and documentation standards rather than prescribing a universal
control framework.

© 2026 Kebla LLC. Allrights reserved
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Target Outcome:
Robust support with lower manual effort.

Track automation impact (see "Measuring Financial Close Performance” section):

Number of automated reconciliations
Time saved per close cycle

Error reduction rate

Audit response time improvement

4.4 Management Reporting Readiness

Standardize close-to-flash and close-to-board reporting packages
Define ownership for variance narratives

Implement narrative templates

Reduce cycle time from close — insight

This ensures operational readiness translates into executive-level decision quality.

© 2026 Kebla LLC. Allrights reserved
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5. Measuring Close Performance

To track progress through the 9o-day roadmap and beyond, establish a
consistent measurement framework. The following metrics help assess whether
improvements are taking hold and where additional focus is needed.

5.1 Timeline & Predictability Metrics

= (G
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Track days from month-end to specific milestones:

e Draft close: Initial numbers available for management review (may include
known reconciling items)

e Reviewed close: Numbers reviewed by Controller/CFO and approved for
preliminary reporting

e Board-ready close: Final numbers with variance narratives and supporting
analysis

o Audit-ready close: Complete support package available for audit or review

Why this matters: Different stakeholders need numbers at different quality
thresholds. Tracking milestones shows where delays concentrate.

Track by phase to identify where time is spent:

e Data collection and cutoff (Days 1-X)
e Reconciliation and analysis (Days X-Y)

e Review and approval (Days Y-2)

e Reporting and narrative (Days Z to final)

© 2026 Kebla LLC. Allrights reserved.
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5.2 Quality & Error Metrics

Add these, where applicable and feasible, to measure not just speed but
accuracy:

Error Rate

e Number of reconciliations requiring rework or corrections
e Percentage of journal entries with incomplete support
e Frequency of post-close adjustments by root cause

Predictability

e Variance between planned vs. actual close timeline by major task
e Percentage of tasks completed within original estimated timeframe
e Number of "surprise” issues encountered each close

Support Quality

e Percentage of reconciliations with complete support on first review
e Audit or feedback rating (if available): "support adequate on first request” vs.
"multiple rounds of follow-up needed’

Business Impact Metrics

These connect close performance to business outcomes, and could provide
additional insights to management if tracked:

Time to Insight

e Days from month-end to management team having actionable insights
e Time from close to board presentation
e Lag between financial results and business decisions

© 2026 Kebla LLC. Allrights reserved
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5.3 Capacity, Team Experience & Adoption Metrics
Team Capacity Mix

e Hours per month spent on close execution vs. analysis and business support

e Percentage of team time on value-added activities (forecasting, decision
support, strategic projects) vs. transactional close work

e Over time, this should shift toward more value-added work

Team Experience

e Survey question: 'l felt confident in our close process this month' (1-5 scale)
e Survey question: "I had the information and tools | needed to complete my

work" (1-5 scale)
e Overtime hours during close (target: declining trend)
e Voluntary turnover in finance team (high-performing teams retain talent)

Process Adoption

e Percentage of activities following documented processes (target: 90%+ by
Month 4)

e Number of process deviations or exceptions (investigate if increasing; signals
documentation doesn't match reality)

e Percentage of team members who can execute a process without
supervision

e Time to onboard new team member on a process (should decline as
documentation improves)

Leading vs. Lagging Metrics
Lagging metrics (tell you what happened):

e Days to close, adjustment volume, audit response time

© 2026 Kebla LLC. Allrights reserved.
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Leading metrics (predict future performance):

e Reconciliation completion rate in first 3 days
e Percentage of tasks started on schedule
e \olume of questions/escalations during close

How to use these together: Review leading metrics during close execution to
intervene in real-time (e.g., "reconciliation completion is behind; we need to
reallocate resources"). Review lagging metrics post-close to identify systemic
improvements needed.

Baseline, Measure, Improve
For each metric:

Establish baseline (Month 0 or Month 1)

Set target (Where do you want to be at Day 90? At Month 6?)
Track monthly (Is the trend moving in the right direction?)
Investigate variance (When metrics regress, understand why)

A~ w N e

Not every metric will improve linearly; expect some volatility, especially during:

e Quarter-ends and year-ends (temporarily longer timelines)
e Staff changes or time off (temporary capacity constraints)
e Business volatility (hew product launches, acquisitions, organization changes)

The goalis directional improvement and increased predictability, not perfection.

© 2026 Kebla LLC. All rights reserved.
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6. Implementation Best Practices

6.1 Documentation & Change Adoption
Start with Volunteers

Find team members who see the value in improvement
Let them own specific process areas

Celebrate their successes publicly

Use their results to build momentum

Document as You Go

Don't wait for perfection before documenting

Capture current state first, even if it's messy

Refine documentation based on actual execution

Make documentation a living resource that gets updated regularly

6.2 Building Sustainable Close Discipline
Build Muscle Memory

e Run new processes for 3-4 close cycles before declaring victory
e Expect some regression during busy periods (quarter-end, year-end)
e Coach through mistakes without blame

e Reinforce desired behaviors consistently

Create Safety to Speak Up

e Reward people who identify problems

e Fix process issues, don't blame individuals

e Make it safe to say 'l don't know" or "this isn't working"
e Treat mistakes as learning opportunities

© 2026 Kebla LLC. Allrights reserved.
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Month 4 -
Scaling &
Continuous
Improvement

7. Beyond 90 Days - Scaling the Close

The initial 90-day roadmap builds the foundation. Continuing improvement
requires sustained attention and evolving priorities.

7.1 Months 4-6: Expand & Standardize

Objective: Apply successful approaches to remaining accounts and prepare for
external scrutiny.

Process Expansion

e Extend documented processes to all material accounts (not just highest
priority areas from Month 1-3)

e Apply automation to additional high-volume reconciliations

e Standardize close procedures across subsidiaries or entities if operating in
multiple jurisdictions and if there isn't standardization across entities.

© 2026 Kebla LLC. Allrights reserved.
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Multi-Entity Considerations If you operate multiple legal entities:

e Create entity-specific documentation where processes differ materially (e.g.,
different regulatory requirements)

e Standardize where possible (e.g., common reconciliation templates, shared
calendars)

e Define clear intercompany elimination and consolidation procedures

e Assign entity ownership and establish reporting timelines

External Audit Preparation

e Review audit findings from prior year and address recurring comments

e Provide auditors with updated process documentation (builds efficiency in
audit execution)

e Conduct internal audit or self-assessment of key controls if feasible

e Create audit support packages proactively (don't wait for requests) and get
buy-in of auditors on the suggested support package templates

Deliverables:

Expanded process library covering all material accounts
Multi-entity close calendar (if applicable)

Audit readiness checklist

Updated metrics showing continued improvement trend

7.2 Months 7-12: Scale, Automate & Optimize
Objective: Build resilience for growth, complexity, and external events.
Preparing for Business Growth

As the business scales, the close must absorb increased complexity without
proportional headcount growth:

© 2026 Kebla LLC. All rights reserved.
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New Entity Integration

e Develop playbook for adding entities via acquisition or expansion
e Define requirements for new entities to join close process (chart of accounts

mapping, system integration, reporting package)
Establish timeline: when does a new entity enter the consolidation systems?

Increased Transaction Volume

Monitor when automation reaches capacity limits (e.g., reconciliation tools
slowing down, manual review bottlenecks re-emerging)

e Proactively upgrade tools or processes before breaking points
e Build scalability testing into process design (e.g., "Can this handle 2x

transaction volume?")

Enhanced Management Reporting

Shift from "getting numbers done' to "delivering actionable insights":

Variance Analysis Rigor

e Standardize variance commentary templates (by account, by business unit)

Define ownership: who writes revenue variance? COGS variance? Opex
variance?

Establish thresholds: what level of variance requires explanation?
Create library of common variance drivers (seasonality, timing, one-time
events)

KPI and Metrics Dashboards

e |dentify key business metrics leadership uses for decision-making
e Automate data feeds where possible (reduce manual updates)
e Align close timeline with management reporting needs (no point closing fast

if insights arrive late)
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Scenario Planning Capabilities

e Build models for common scenarios (e.g., What if revenue is 10% below plan?
What if key customer churns?)

e Use close process discipline to ensure scenario models use actual data, not
assumptions

e Enable faster business decisions by providing forward-looking analysis, not
just historical results

7.3 Transaction & IPO Readiness (If Applicable)
If preparing for fundraising, M&A, or IPO:
Due Diligence Preparedness

Organize financial records and support in diligence-ready format
Document significant accounting policies and judgments
Prepare historical trend analysis and KPI summaries

Conduct internal "'mock diligence" to identify gaps

IPO Readiness Considerations

Implement SOX-compliant controls (if not already in place)

Establish quarterly and annual reporting processes (not just monthly)
Build capacity for 10-Q and 10-K preparation timelines

Develop technical accounting capabilities for complex transactions
Work with investors relations and FP&A on their needs and timelines

M&A Integration Readiness

e Create playbook for integrating acquired entities into close process

e Define day-1, day-30, day-90 integration milestones for finance

e Build acquisition accounting capabilities (purchase price allocation, opening
balance sheet, pro forma financials)
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Deliverables:

Scalability assessment: what breaks at 2x current size?

Enhanced management reporting package with forward-looking insights
Transaction readiness checklist (if applicable)

Updated close metrics showing sustained improvement
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8. Continuous Improvement & Resilience

Optimization is not a project; it's a discipline. Build continuous improvement into
your operating rhythm.

8.1 Retrospectives & Documentation Maintenance

After every close (or quarterly if monthly is too frequent):

What improved? Celebrate wins, even small ones.

What broke? Identify root causes, not just symptomes.

What should we change? Prioritize 1-2 specific improvements for next cycle.
What should we stop doing? Eliminate low-value activities that accumulate
over time.

A w N e

Keep retrospectives focused: 30-45 minutes, action-oriented, no blame.
Documentation as a Living Resource
Documentation decays without maintenance:

e Assign ownership for each process document (who keeps it current?)

e Review documentation quarterly: does it still reflect actual practice?

e Update immediately when processes change (don't wait for "documentation
day")

e Archive outdated versions but keep them accessible (useful for audits or
understanding past decisions)
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8.2 Cross-Training & Knowledge Transfer
Process maturity reduces individual dependency:

e Rotate close responsibilities periodically (builds bench strength)

e Pair junior staff with senior staff during close execution (apprenticeship
model)

e Create "shadows" for critical roles (identify who could step in if someone
leaves)

e Invest in technical training (equity accounting, revenue recognition, systems
skills)

Monitor Metrics and Celebrate Progress
Don't let metrics tracking become bureaucratic:

e Review metrics monthly but act on trends, not individual data points

e Share progress with the team; they need to see that their effort is working

e Celebrate milestones publicly (first sub-10-day close, zero post-close
adjustments, positive audit feedback)

e Use metrics to justify investment requests (e.g., "We've freed up 40
hours/month here's what we could do with that capacity®)

Sustaining Momentum
The biggest risk to optimization efforts is regression:

e Leadership distraction (new priorities emerge, optimization loses focus)
e Team turnover (new hires don't adopt documented processes)
e Business volatility (crisis mode overrides disciplined processes)
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To sustain momentum:

e Keep executive sponsor engaged (quarterly check-ins minimum)

e Onboard new hires explicitly on close process and documentation
expectations

e Maintain process discipline even during volatility; shortcuts create technical
debt

e Recognize that maintenance effort is required; processes don't improve
themselves

8.3 Managing Through Turnover

One of the biggest tests of process maturity is turnover. If your close process
survives someone leaving without major disruption, you've built something
sustainable.

Turnover is inevitable in high-growth organizations. The question is: do you have
one person with 5 years of knowledge, or 5 years of institutional knowledge?

Preparing for Turnover Before It Happens
Documentation Depth Test

Ask: "Could someone with general accounting knowledge execute this process
using only our documentation; without asking questions?”

If no:

Add missing steps, screenshots, or decision criteria
Document the "why" behind judgments, not just the "what"
Include common errors and how to avoid them

Provide examples of completed work product
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Cross-Training Discipline

e Identify single points of failure (processes only one person knows)

e Have secondary person shadow and then execute with oversight

e Rotate responsibilities periodically to maintain cross-training (even if it's
slightly less efficient short-term)

e Document tribal knowledge during cross-training sessions

Knowledge Transfer Protocols
Create clear escalation paths:

e 'If you have a question about revenue recognition, ask [Primaryl, escalate to
[Secondary]"

e 'For system access issues, contact [IT contact]”

e 'Forjudgment calls on reserves, escalate to [Controller/CFOI"

Exit Transition Process
When someone gives notice:
Immediate (Week 1)

e Inventory all processes, accounts, and responsibilities owned by departing
team member

e |dentify critical close timeline dependencies

e Assess documentation completeness for each responsibility

e Prioritize what must be transitioned before departure vs. what can be rebuilt

Knowledge Capture (Week 2)

e Schedule dedicated knowledge transfer sessions (not "shadow during close")
e Have departing team member update documentation gaps

e Record walkthroughs (video or written) for complex processes

e Capture passwords, system access, vendor contacts
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Transition (Week 3-4)

e Assign interim owners for all responsibilities

e Have replacement (or interim owner) execute with departing team member
observing

e Identify questions and gaps in real-time

e Document answers and add to process library

Post-Departure

e Expect productivity dip for 1-2 close cycles (budget extra time)
e Focus new hire/interim owner on execution, not optimization
e Resist urge to redesign processes during transition (stabilize first)
e Debrief after first close cycle: what knowledge gaps remain?

Building Institutional Knowledge
Tribal knowledge concentrates in people's heads for predictable reasons:

Processes evolved organically without documentation

Hero culture rewards "only you can do this"

Documentation feels like extra work without clear ROI
Fast-growing organizations prioritize execution over process

Shift the culture:

e Reward documentation and knowledge sharing, not hoarding

e Make "could someone else do this?" a regular question in 1:1s

e Build documentation time into close calendar (not "do it when you have
time")

e Celebrate transitions that go smoothly as evidence of process maturity

The ultimate goal: The close process should withstand unexpected absences
without derailing execution. If a single person's absence during close creates
Crisis, your processes are too person-dependent.

You've built something valuable. Now protect it.
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9. The Close as an Operating System

A disciplined close is nhot an accounting exercise; it is an operating system.
When the close is predictable, documented, and scalable:

Leadership trusts the numbers.

The Board receives clarity, not caveats.

Audit becomes confirmation, not disruption.

Finance shifts from reaction to decision support.

Growth does not require proportional headcount expansion.

The goal of this roadmap is not simply to reduce days to close.
It is to build a finance function that withstands volatility, absorbs complexity, and
supports strategic inflection points, without becoming hero-dependent.

That is operational maturity. When the close runs without drama, leadership can
focus on growth, not firefighting.
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About Kebla

Kebla is a senior-led finance leadership and execution firm supporting
organizations during periods of growth, transition, or increased complexity.
Founded in 2023, Kebla works directly with management teams to strengthen
execution and build scalable finance capability.

Learn more:

o Website
e Email: info@kebla.co
e Linkedin

The information provided on this publication is for general informational purposes only and should not be
construed as professional advice. Please consult a qualified professional before making any decisions based on
this information.
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