
 

                              

 
 
 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

Expanding Operations Workbook 

This workbook is designed to help you plan and execute the next stage of your firm’s growth — 
expanding capacity, improving operational efficiency, strengthening service delivery, and 
building the infrastructure needed to scale locally or globally. 

By completing the exercises in this workbook, you’ll create a clear, actionable plan that aligns 
your people, processes, technology, and financial model with the demands of a larger, more 
capable firm. 

Instructions 

●​ Clarify Your Expansion Goals: Define why you want to scale — whether to increase 
capacity, reduce costs, expand services, solve staffing challenges, or support long-term 
growth. Your goals will guide which model (outsourcing, offshoring, nearshoring, GCC) 
fits best. 

●​ Assess Your Readiness to Scale: Review your strengths and gaps across workflows, 
technology, team structure, client mix, and financial performance. This helps you identify 
what must be improved before expanding. 

●​ Plan Your Team & Capacity Model: Determine which roles should stay local and which 
can be delivered externally or globally. Consider delegation, future leadership, and how 
communication will work across locations. 

●​ Strengthen Operations & Systems: Identify the processes and tools that must be 
standardised for consistent quality. Consider automation, documentation, data 
management, and security requirements for distributed teams. 

●​ Model the Financial Impact: Set measurable targets for cost savings, capacity gains, 
and ROI. Compare how different scaling models affect profitability and delivery efficiency. 

●​ Enhance Client Value: Consider how scaling will improve client service — through faster 
turnaround, expanded offerings, specialisation, or stronger support. 

●​ Plan for Risk & Quality Control: List the key risks of scaling and outline the controls 
needed to manage compliance, data security, consistency, and communication. 

●​ Set SMART Milestones: Define clear goals and quarterly milestones for your expansion 
plan. Create a review rhythm to keep progress on track. 

You’ll have a structured, practical scaling plan that aligns operations, people, technology, finance, 
and risk — giving you a roadmap to expand your capacity confidently, deliver client work more 
efficiently, and build a firm capable of sustainable local or global growth. 

This approach will help you scale with clarity, reduce costs intelligently, and expand your firm 
without compromising quality or control. 

 

Join the Going Global Newsletter for more updates, tips and content 
to learn how to start, build and scale your accountancy firm. 
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Section 1: Your Scaling Objectives 

Write the top reasons you are considering scaling (e.g., capacity constraints, rising costs, 
talent shortages, service expansion). 

 

 



 

Identify the outcomes you want scaling to achieve (better margins, faster turnaround times, 
more advisory focus, etc.). 

 

 



 

List the internal barriers currently limiting growth. 
 
 

 



 

Section 2: Choosing Your Expansion Model 

Write what appeals or concerns you about: Outsourcing, Nearshoring, Offshoring, GCC (your 
own team abroad). 
 
 

 



 

 
 
Based on your firm’s size, maturity, and goals, which model feels like the best starting 
point?  
 
 

 

 
List any non-negotiables that must be met (data security, pricing, turnaround times, cultural 
alignment, quality control). 
 
 

 



 

Section 3: Operational Readiness 

 
Write the processes that are already standardised — and those that must be documented 
before you scale. 
 

 



 

 
List the tools and systems your expanded team must use (cloud platforms, workflow tools, 
communication channels). 
 

 

 
Outline how you will onboard and train remote or external teams. 
 
 

 



 

Section 4: Risk Management & Quality Assurance 

List the top risks of scaling (e.g., data security, staff turnover abroad, communication gaps, 
compliance). 
 

 



 

Choose one major risk and write how you'll reduce or eliminate it. 
 

 

 
Write how you will maintain consistent review processes, reporting, and standards across 
teams. 
 
 

 



 

Section 5: People, Culture & Communication 

Write your ideal team design — who leads what, roles, responsibilities, review layers. 
 
 

 

 



 

Describe the behaviours, values, or expectations you want consistently reinforced across 
all locations. 
 

 

 
Write how communication will flow between teams — what gets discussed daily, weekly, 
monthly. 
 
 

 



 

Section 6: Budgeting & Financial Planning 

List expected cost categories (labour, infrastructure, software, management time). 
 
 

 

 
Write how scaling could reduce your cost base or increase capacity — and where you expect 
the biggest gains. 
 
 

 

 



 

 
Describe when you expect the expansion to start delivering ROI (e.g., 3 months, 6 months). 
How will you monitor and continually improve? 
 
 

 

 



 

Section 7: Implementation Roadmap 

 
List the three most important steps you need to take to begin your scaling process. 
 
 

 

 
Describe what your firm should look like after scaling successfully (capacity, quality, role 
of tech, team structure). What KPIs will you use to measure success? 
 
 

 



 

Plan the first 90 days of your expansion using the model you have chosen to pursue. 
 
 

 



 

Congratulations on Completing Your Expanding Operations 
Workbook! 

You’ve taken important steps to move your firm from reacting to the present to intentionally 
shaping the future — clarifying your long-term vision, strengthening your strategic position, 
evaluating your operational and capacity needs, planning for financial resilience, and identifying 
the actions that will drive sustainable value over the next 3–5 years. 

Here’s What to Do Next 

●​ Review Your Expansion Plan: Look over your chosen scaling model, operational 
priorities, and team structure. Which actions will most quickly increase capacity, improve 
efficiency, or reduce costs? Start with those. 

●​ Set Clear Milestones: Define what you want to achieve in the next 90 days, six months, 
and year. Examples include “establish offshore support within three months” or 
“standardise all workflows before onboarding a global team.” 

●​ Create a Consistent Operating Rhythm: Set up a regular review cycle — monthly 
operational check-ins, quarterly scaling reviews, and an annual reset. Consistency is what 
turns an expansion plan into measurable results. 

●​ Align and Communicate Internally: Share your goals and expectations with your team. 
Clear communication builds confidence, reduces resistance to change, and keeps 
everyone aligned during periods of growth. 

●​ Monitor, Learn, and Adjust: As you begin implementing your scaling plan, review what’s 
working well and where friction appears. Use these insights to refine processes, improve 
training, and strengthen quality control. 

●​ Plan the Next Stage: Once your first phase of scaling is underway, consider what comes 
next — expanding another function, introducing new services, building leadership 
capacity, or exploring more advanced models like a GCC. Scaling becomes easier once 
your foundations are in place. 

Final Thoughts 

Scaling isn’t about growing at any cost — it’s about expanding intelligently, strengthening your 
operational engine, and building a firm that can deliver more value with greater efficiency. You 
now have the structure and roadmap to scale with confidence. 

Don’t wait for the perfect conditions. Begin implementing your plan, track your progress, refine 
your systems, and let each improvement build on the last. Firms that scale intentionally and 
consistently are the ones that thrive in an increasingly competitive market. 

 

Join the Going Global Newsletter for more updates, tips and content 
to learn how to start, build and scale your accountancy firm. 
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Additional Notes 
 
Please use this section to fill in the most important points and any other notes or ideas you have 
about your Growth Action Plan. 
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