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CORONA HAS CREATED A SIGNIFICANT SHIFT IN
THE STIGMA AROUND OFFSHORING.
Shift Towards Building Offshore Team
Offshore staffing is now widely accepted by accounting firms post-pandemic, that
even the smallest of the firms have started to build their offshore team. There has
been a significant shift towards offshore hiring by accounting firms. However, there
are still many CPAs and Accountants out there who are still resisting this change. The
best step forward would be to explore the suitability of offshore hiring for your firm.
“Today, Accountants need to open their eyes, Offshore Staffing is an
essential part of practice growth multiplier strategy. It’s not just
cheap labor, it gives you significant leverage, lower your costs,
expand your capacity, and a game-changing solution in the current
times where you don’t have flexibility or control over your Staff cost
and overheads.”

Phil Whitman, CPA
CEO, Whitman Business Advisors

Watch Video

Larger Question is “Building and Managing Offshore Teams”
However, even after implementing offshore hiring,

Many small and mid-sized

accounting firms are still struggling in onshore and offshore team collaboration.
Pursuing common goals, regardless of geographical boundaries, time zones, or
cultural differences, you need to build a common culture for the Onshore and
Offshore Team to grow and perform. They are constantly looking for new ways to
build robust team collaboration and maintain harmony. This e-book addresses the
very problem and provides 11 tips that can be useful in building and managing your
offshore team.

Disclaimer

These are recommendations to assist you in building and managing your offshore
team for success based on our learnings of the last 8 years and working with 550+
accounting firms. These guidelines may require modifications, adaptations, or
changes as your situation may demand.
PAGE 2

12 PRACTICAL TIPS TO BUILD AND MANAGE OFFSHORE TEAMS FOR ACCOUNTING FIRMS

12 Practical Tips to Build and Manage Offshore Teams
for Accounting firms.
1. Commit to your decision & Communicate from Top

Taking ownership of offshoring gives you complete control (including the ability to
mess things up). At the outset, it’s crucial to make sure leaders/seniors are on the
same page and 100% committed.
If your local team doesn't know why you're turning to build offshore teams, they may
be skeptical and anxious. There should be clear communication from the top
management towards building an offshore team. 3 points must be included in your
plan to communicate about offshoring to your team.
a. How the world is moving in this direction.
b. Larger Vision of firm and How Offshoring is to be Integrated with that larger
vision.

c. Dispel the myth of Job Insecurity for the Onshore Team. Convey the value of

offshore hiring, that it is more for the team's help, reduce their workload,
have more time to do things which are important and client-facing and
lastly to have better work-life balance.

2. Culture is Core

Given the backgrounds and experience of the staff,
cultural differences are understandable. Socially linking the
teams provides stability and ease of understanding. Even if
this isn't the case, leaders must promote regular
interaction among team members to reinforce relations,
clear cultural misunderstandings, and form close-knit,
cross-functional teams. Whether you work with local,
collocated resources or with an offshore team, it is always
imperative to create a culture of belonging. Creating a
unified culture of belonging across borders, time zones
and statuses is important.
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5 points must be included in your plan to unify offshore and onshore team culture.
a. The offshore Team shall be treated as an integral part of the firm.

communicate the vision of the firm, goals, future growth, expectation from
their role, etc.

b.Whatever your cultural rituals are — keep doing them! And keep them the
same for both the teams.

c. Regular and frequent meetings are important to bring the whole team on the
same platform.

Giving equal opportunity to everyone to be heard.
Giving equal opportunity to everyone to perform and grow.
Giving equal opportunity to everyone for their feedback and ideas.

d.Building an environment wherein everyone feels secure and at the same
time committed to perform. Neither onshore nor offshore team members
should be under a hanging sword of job insecurity.

e. Build and communicate Do’s and Don’t of your firm's culture.
client is the largest Outsourced Accounting firm and CFO Service provider
“Our
in Orlando. They have built a team of 4 offshore staff with us. For the last 3
years every Christmas they send Gifts/Goodies that they buy for their onshore

team, for their offshore team also. The value of the gift is not too much, In Fact,
the cost of sending those gifts through International shipping is much higher

than the value of the gift inside. However, this gesture has a far-reaching

”

positive impact on the teams.
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3. The Buddy System
This is essential you should “buddy” your offshore
person with your onshore person (This includes
an offshore buddy at least 50% time zone overlap
with an onshore buddy). There are three keys
reasons why you should use the “Buddy System”
in small teams involving offshore:

a.When your work's nature with your offshore team member can span a variety
of different tasks, It is recommended buddying up your offshore team
member with ONE person onshore. You would do this if the person were
sitting with you in the same physical office. This is essential to the
arrangement's success because, with irregular work, there are lots of
questions. And if the offshore person doesn't have someone directly to
answer those questions, you can quickly waste the effort/money you're
spending.
b. The onshore team member will be held naturally responsible & accountable
for not only the quality of the offshore person’s work but also their workflow
(i.e. quantity of work they do). Not only will this require the onshore person to
use the offshore person, but it will also teach them to be a force multiplier for
your company - enabling you to save money and get more work done.
c. The buddy system promotes the progress of the relationship over time. Each

buddy is motivated to understand the other since that will reduce confusion,
make daily work smoother, and in general, make everyone happier. No one
likes a contentious or uncomfortable working relationship (many studies
support this), so each team member is intrinsically incentivized to cultivate
a good working relationship. For managers, it promotes the ability to move
other tasks to the offshore buddy and save costs, and when done right, it can
make the onshore buddy a champion of the model.
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4. Identify, Appoint & Retain Strong Leaders

The first step is to find new staff members anywhere (locally or offshore) with good
leadership abilities. Strong leaders allow you to eventually build around them,
reducing the need for micromanagement and ensuring that teams become
workload self-sufficient. Having a Dedicated Leader for your offshore team can do
wonders. This leader will help you in
a. Identifying the right talent for potentially building offshore teams.
b. Their experience and learning about your firm will take away a significant
burden of training and onboarding from you.

c. Can be a goodwill ambassador for your firm in retaining/mentoring the right
offshore talent.

5. Have Regular Meetings and Communications
As a manager, you wouldn’t have a team in the next
office that you didn’t check in with regularly. Again, there
should be no different with your offshore teammate. If
you’re having a regular team or group meetings, then
make sure the offshore person is included; and it should
be the same with all-company meetings.
For the buddy relationship between the offshore and
onshore person, you’ll want to meet daily initially. This
daily interaction is critical for doing 3 key things

a. Clarifying workflow to ensure tasks are being done in the right order
b. Giving the offshore team member any supplemental training that may be
needed as tasks are done (especially new ones)
c. Give both sides the chance to ask questions.
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This third one is where we see the most trouble between buddies happen - when it
isn’t happening. Let’s face it, getting questions answered is the currency of closely
working together. You probably ask your existing teammates a dozen questions in a
day and not even realize it. This is probably where most customer concerns get
resolved - one teammate driving the others to get answers to questions and resolve
issues before they escalate.
But oddly enough this is one of the most common complaints when working with
offshore “They just didn’t understand.” We can tell you from direct experience culturally offshore won’t necessarily ask you questions unless you give them the
opportunity, and permission, to do so. You will get a lot better results when you do! So
hold regular meetings so your teammate knows that they can get their questions
answered and won’t be afraid to do so. You’ll get a lot of questions in the beginning,
but that will wane over time. We’ve never seen offshore folks not want to learn, and
getting questions answered is the primary way most of us learn.
Having virtual happy hours within the team is always fun. We're losing out on the
personal interactions that allow productivity and foster good professional
relationships because most of our employees now work from home. So hosting
informal virtual meetings between teams is a great way to break communication
barriers and build internal bonding.
We use the various resources to make connections and keep the team aligned –
Zoom, loom, Slack, Skype, Teams, and email.
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6. Using Videos to Give Quick Updates
A regular Loom video or Zoom Video from Partners or Senior Leadership can be a
great way to communicate for
a. Providing feedback much faster than typing it out.
b. Sending updates to team members.
c. Sending messages of support to clients.
d. Updating a client if you can’t get them on the phone.
e. Recording marketing videos, and much more!

7. Building Trust with Offshore Team

Trust is imperative to the success of any team. Leaders who have shown to have high
trust levels have been found to have higher-performing businesses. One way to
establish the foundation of trust is to create a safe and open environment to
encourage both offshore and onshore team members to voice their opinions, ideas,
and suggestions whether positive or negative. It’s a good sign if team members are
willing to share or communicate with you and constructive responses from their
leader will aid in building trust within the team.

8. Organize Training

Aligning staff understanding and training helps build cohesive teams that are aligned
in thinking and output. Conducting aligned training are opportunities to narrow
cultural differences and strengthen the connection and understanding between
teams. Training demonstrates investment in staff which will in turn pay dividends on
output and staff retention. Building standardized training modules in firms, giving the
same opportunities of training to both offshore and onshore team members will
ensure
a. Helps to build the right understanding of the Role and nature of a firm’s
business, client, operation, etc
b. Upskilling them with the knowledge and experience they need.
c. Manage Transition/Attrition smoothly.

Training can be done via Skype, Zoom, Video conferences, or even standardized
reading and video material can help.
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9. Have Proper Onboarding of Staff

Effective onboarding is crucial to the overall employee experience and offshoring
success. To ensure a successful and effective onboarding process, we shall map out
and document the whole process with a timeline.
Below is one such example for you to consider for your firm.

Week : 1

Assign the buddy as a go-to person and give the Staff the time to understand your

vision, mission, and nature of work, role, client, operations, have your team members
go through the training videos, and process documentation.

Week 2-3

Start Assigning Task and review daily accomplishments.
Ensure the team works seamlessly

Facilitating communication - Face to Face Training - Daily meetings.

Week 4 & 5

Make sure that the Buddy establishes regular meetings to train and review the
global accounting team's output. Repeat this process until it becomes integrated to
the team's routine. As tasks become more familiar, less training and supervision will
be required.

Week 6 to 20

Schedule regular meetings to measure the performance of the offshore Staff and
review deliverables and improvements. And give them your inputs on appreciation
or shortcoming as you go along.

Week 20 & Onwards
The time you invest in this process upfront will likely pay dividends through
performance in the next 6–12 months, both onshore and offshore.
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10. Realigning processes as per new normal & have a workflow system

No matter where work is done, in our modern working environment, you have

absolutely no excuse not to have some type of workflow management solution in
place. It doesn’t have to be complex, or full-featured, or anything more than a shared
to-do list. But it must be
a. visible to all and capture all task & details,
b. must have a way to communicate priority, and
c. it must record who is changing what.

There are a number of different tools with these essential qualities. If you need
something with time tracking that’s full-featured or you can have without it.
For small firms and for the most simplistic view, a shared google sheet is sufficient.
Just have columns for work description, work type, (helpful for grouping things and
seeing patterns among tasks, essential for growth), submit date, due date, notes, and
of course status. You may add columns as your specific style of work requires.

11. Manage Team Health

If

you're

collaborating

with

offshore

Staff

or

contemplating it, you and your onshore team are
almost certainly planning or imagining what the
everyday speed of work would be like. It's a widespread
worry, and if not handled correctly, it can easily lead to
anxiety and a communication gap. It would be best if
you took care of your team's professional health that
these concerns should be properly handled well
before they arise.
a. Proactively communicate.
b. Encourage them to ask questions and share their concerns.
c. Communicate any change before it happens.
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12. Have Patience with the Right expectations
As We’ve said before in this ebook, 90% of all communication is non-verbal. Ultimately

when working with offshore what this translates into is simply less efficient

communication. So, if in our modern workplace we rely on communication to get
someone up to speed, then inherently that communication is going to be slower, and

thus the progress of training will be slower because the person we’re trying to train
isn’t right in front of us. Logical.

But all is not lost. A Lot can be done through video/voice, and even text chat as
discussed earlier. There’s a lot that CAN’T be done through email. It’s best to accept
the fact that our work today is increasingly distributed, and will continue to be so. The

salient fact is that your communications with your offshore buddy won’t be as
speedy as with someone face to face. So having a little patience with this

understanding will go a long way towards making you successful in working with your
offshore folks.

If you tell your offshore Staff what they need to do in detail and what you expect from
them, they will work hard to meet your expectations. Having a clear and articulated

written expectation avoids the chances of confusion and miscommunication.
Managing expectations and Evaluating performance is always a difficult task on the

head of a manager. However below matrix really helps you in managing your
expectations towards your onshore and offshore staff.

EXPECTATION

Expectation v/s Performance

Good Expectation/

Good Expectation/

Good Expectation/

Bad Performance

Average Performance

Good Performance

Average Expectation/

Average Expectation/

Average Expectation/

Bad Performance

Average Performance

Good Performance

Less Expectation/

Less Expectation/

Less Expectation/

Bad Performance

Average Performance

Good Performance

PERFORMANCE
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I hope these Practical tips would be useful to you and your firm. Our account
managers firms can help you implement these tips and processes because of their
experience of working with so many accounting firms.
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With Entigrity, you can hire seasonal/temp/part-time staff for
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