Current Cash Process Mapping guide

Cash Bases SMARTtill Solution

In order to quantify the benefit that the SMARTtill can bring to a customer it is necessary to identify their current cash processes; experience has shown that no two customers use the same process.

The best method to achieve this is a process survey, however, this is not always possible. This document is intended to be used on occasions when a survey cannot be conducted by Cash Bases.

The aim is to map out the steps of how cash is handled, moved and accounted for from the Point of Sale (PoS) to the Cash Office, and vice versa, including frequency, timing, who, how and when. 

The typical processes to be covered are:

· How the floats / tills are set up or prepared for the start of trading.
· How a cashier starts a shift.
· How floats / tills are topped up with change.
· How excess cash is removed.
· How a cashier ends a shift.
· How cashier swaps are managed.
· How spot checks / security checks are conducted.
· How floats / tills are counted, balanced and reconciled.

· How cash discrepancies are invested and resolved.

· How cash is banked.

This is not meant to be a full time and motion study, the process stated should be those that reflect the way the majority of the stores handle cash, and the timings should be a reasonable average that reflect the potential varieties of cashier abilities, levels of cash and other prevailing circumstances. It is important that the processes are the actual ones used by the stores rather than the process that Head Office expect them to use; there can be a difference between the two, and there is no point in building an analysis based on tasks that do not actually take place. Therefore the details recorded in this document should those that have been observed or completed by a member of staff that actually does the processes. 

Some retailers have budgets and allocated hours for tasks, including cash handling, if this is the case then important that this is stated, as it then makes no difference to the potential saving how long the tasks actually take as only the budgeted value can be saved, for instance if the stores are given 5 minutes to count a float but they actually take 10 minutes and it is identified that by using the SMARTtill the current can be reduced down to 5 minutes, this would actually mean from a financial perspective there is not benefit that can be accrued.

Overview of cash management process.
There are some standard approaches to cash handling, please highlight those that apply to your operation on the matrix below:

	Cash Handling Process/Task
	Method
	Method
	Method

	Float - Type
	Fixed value
	Rolling value
	

	Float – Kept overnight
	Cash office
	Left in drawer
	

	Accountability
	Cashier / shift
	Cashier / day
	Lane

	Reconciliation
	Shift
	Daily
	Weekly

	Control during cash tasks
	Dual
	Single
	

	Random spot / security checks conducted
	Yes
	No
	

	Change Run Instigation
	Cashier prompt
	Fixed
	

	Change top up method
	Swap coins for notes
	Direct top up
	

	Cash Lift
	Cashier prompt
	PoS prompt
	Fixed

	Cash Office
	Dedicated staff
	Ad hoc staffing
	

	Other cash devices
	CCi/ Drop box
	Cineo
	Air tube

	Currencies Accepted
	GBP
	Euro
	USD


To aid this process examples of cash tasks and the steps have been laid out below; these are only examples and should be overwritten by the actual steps or deleted if they do not apply:

Start of day.
Typically this would involve a member of staff going to the cash office or a secure room to prepare a number of floats ready for the cashiers to use for trading. This could include counting and reconciling the floats from the previous trading day, the counting could take place in the cash office or at the PoS.

	Start of day – typical steps:
	When
	Who
	Duration
	Frequency
	How

	1) Remove float from secure storage
	Before trade starts
	Cash office x2
	2 minutes
	Once per day
	

	2) Count and confirm value of float
	
	Cash office x2
	3 minutes per float
	20 floats
	Hand count

	3) Record values on paperwork
	
	
	2 minutes
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	Is this process completed under dual control (four eyes)? Yes / No

	How long does the whole process take?

	


Start of shift.
Typically this would involve a cashier going to the cash office to collect and count a float and take it to the PoS. Other versions can include the float is already in the PoS and the cashier does not count it.

	Start of shift – example steps:
	When
	Who
	Duration
	Frequency
	How

	1) Cashier goes to the cash office
	Start of shift
	Cashier
	1 minute
	20 shifts per day
	

	2) Counts float and confirms value
	Start of shift
	Cashier
	3 minutes 
	20 shifts per day
	Hand count

	3) Sign paperwork
	Start of shift
	Cashier
	15 seconds
	20 shifts per day
	

	4) Take float to PoS, place in cash drawer
	Start of shift
	Cashier
	1.5 minutes
	20 shifts per day
	

	
	
	
	
	
	

	
	
	
	
	
	

	Is this process completed under dual control (four eyes)? Yes / No

	How long does the whole process take?

	What is the average number of shifts per day?


Change top up.

Typically this would involve the cashier highlighting a shortage of a denomination to a manager / supervisor who would then go to the cash office to fetch the required change. This could be a direct top up, e.g. the change is just added to the drawer, or on a swap basis where the value added is removed in notes and taken back to the cash office.

	Change top up – example steps:
	When
	Who
	Duration
	Frequency
	How

	1) Cashier flags change is required
	During shift
	Cashier
	15 seconds
	2 per shift
	

	2) Manager goes to PoS to identify value required removes notes
	
	Manager
	2 minutes 
	2 per shift
	

	3) Manager goes to cash office and swaps notes for coin
	
	Manager
	3 minutes
	2 per shift
	

	4) Manager takes coin to PoS
	
	Manager
	1.5 minutes
	2 per shift
	

	5) Cashier counts and confirms value of change and adds it to the drawer
	
	Cashier
	30 seconds
	2 per shift
	

	
	
	
	
	
	

	Is this process completed under dual control (four eyes)? Yes / No

	How long does the whole process take?

	What is the average number of change runs per day?


Cash lift / skim.

This covers how excess cash is removed from the drawer; the decision to skim can be prompted by the PoS software, or the cashier adhering to a security limit, or regular sweeps of the cash drawers by supervisors or cash office. The excess cash may or may not be counted, in some operations it will be sealed in envelopes and transported to the cash office, others will use a secure drop box, or an air tube system, or intelligent note depositor devices.

	Cash lift/skim – example steps:
	When
	Who
	Duration
	Frequency
	How

	1) Cashier flags lift is required
	During shift
	Cashier
	15 seconds
	4 per shift
	

	2) Manager goes to PoS, excess cash is removed and counted, then sealed in a clear bag and both sign 
	
	Manager/

Cashier
	2 minutes 
	4 per shift
	Hand count

	3) Manager takes envelope to cash office, records on paperwork and drops into safe
	
	Manager
	2 minutes
	4 per shift
	

	4) Cash Office staff open safe, remove and tick off envelopes
	
	Cash office x2
	1.5 minutes
	2 per day
	

	5) Cash Office open each envelope, count and confirm contents
	
	Cash office x2
	45 seconds
	20 per day
	Friction counter

	6) Notes amalgamated and banded, then stored ready for banking
	
	Cash office x2
	3 minutes
	2 per day
	

	Is this process completed under dual control (four eyes)? Yes / No

	How long does the whole process take?

	What is the average number of lifts per day?


Security / spot check.
This covers random checks of a float during the trading day, this can be prompted by a set number or percentage that have to be completed per day / week, or in response to a higher level of discrepancies for that cashier /lane. The process usually involves a supervisor / manager and the cashier.

	Security / spot check – example steps:
	When
	Who
	Duration
	Frequency
	How

	1) Manager identifies a float to be checked (random or targeted)
	During shift
	Manager
	15 seconds
	2 per day
	

	2) Manager goes to PoS, prints an X read, removes the float and with the cashier takes it to the Cash Office 
	
	Manager/

Cashier
	2 minutes 
	2 per day
	

	3) The content of the float is counted and recorded on paperwork
	
	Manager/

Cashier
	3 minutes
	2 per day
	Weigh scales

	4) Count is compared to expected and any difference identified
	
	Manager/

Cashier
	15 seconds
	2 per day
	

	5) Manager and cashier sign paperwork, then take the float back to the PoS and put it place
	
	Manager/

Cashier
	2 minutes 
	2 per day
	

	6) Notes amalgamated and banded, then stored ready for banking
	
	Cash office x2
	3 minutes
	2 per day
	

	Is this process completed under dual control (four eyes)? Yes / No

	How long does the whole process take?

	What is the average number of spot checks per day / week?


Customer change queries.
This refers to when a customer complains that they believe they have been given the wrong change. This can be dealt with a number of ways: Run a spot check, as above, to confirm if the float is out by the amount of the wrong change, or reviewing CCTV footage, or by taking the customer details and contacting them after the float has been reconciled the next trading day. 

	Customer change query – example steps:
	When
	Who
	Duration
	Frequency
	How

	1) Float check – same process as spot check above
	
	
	
	1 per week
	

	Or, 1) Manager reviews the CCTV footage to identify if the wrong change was given
	Immediately
	Manager
	15 minutes
	1 per week
	

	Or, 1) Manager takes the customer’s details and informs the cash office
	Immediately
	Manager
	5 minutes
	1 per week
	

	2) Cash Office reconcile float and pass result to Manager
	Next trading day
	Cash Office
	As part of normal process
	
	

	3) Manager contacts customer to inform them of the outcome and any action
	During trading day
	Manager
	5 minutes
	1 per week
	

	
	
	
	
	
	

	Is this process completed under dual control (four eyes)? Yes / No

	How long does the whole process take?

	What is the average number of customer change queries per day / week / month?

	Is there an official policy or expectation for dealing with customer change queries?


Shift change.
This process will depend on the approach adopted; for some operations where the float is shared (lane accountability) there will be no action other than for the cashier to log off the PoS and the next cashier to log on, for others where cashier accountability is operated the current cashier’s float will be removed and the next cashier will put their float in place. Other versions can include the float being counted in situ at the PoS at the end of the shift and the next cashier takes over the same float.

	Shift change – example steps:
	When
	Who
	Duration
	Frequency
	How

	1) Cashier counts the float contents at the PoS
	End of shift
	Cashier
	3 minutes
	1 per shift
	Weigh scales

	2) Counted value is entered into the PoS screen and a reconciliation result displayed
	End of shift
	Cashier
	30 seconds
	1 per shift
	

	3) Cashier logs off the PoS, Shift report is printed and taken with the vouchers and receipts to cash office
	End of shift
	Cashier
	45 seconds
	1 per shift
	

	4) Next cashier logs on the PoS, opens the drawer and counts the float
	Start of shift
	Cashier
	3 minutes
	1 per shift
	Weigh scales

	5) PoS confirms value matches expected, cashier starts to trade
	
	
	
	
	

	
	
	
	
	
	

	Is this process completed under dual control (four eyes)? Yes / No

	How long does the whole process take?

	What is the average number of shift changes per day?

	


End of shift.
This relates to any activity undertaken at the end of a cashier’s shift, obviously this is more likely where cashier accountability is used.

	End of shift – example steps:
	When
	Who
	Duration
	Frequency
	How

	1) Cashier and Manager remove the float and take it to the Cash Office
	End of shift
	Cashier/ Manager
	1 minute
	1 per shift
	

	2) Any excess notes are counted and removed and then the remaining float is counted and recorded on a form
	End of shift
	Cashier/ Manager
	3 minutes
	1 per shift
	Weigh scales

	3) Vouchers, coupons and receipts are processed and recorded on the form
	End of shift
	Cashier/ Manager
	1.5 minutes
	1 per shift
	

	4) The values from the form are entered in to the Back Office system and a reconciliation result created and printed, this is signed by both
	End of shift
	Cashier/ Manager
	1 minute
	1 per shift
	

	5) The cash float is adjusted back to the fixed value (£100) by removing or adding coins, then stored ready for the next cashier
	End of shift
	 Manager
	45 seconds
	1 per shift
	

	
	
	
	
	
	

	Is this process completed under dual control (four eyes)? Yes / No

	How long does the whole process take?

	What is the average number of end shifts per day?

	


End of day.
Typically this would involve a member of staff going to the PoS to remove the floats and take them to the cash office. This could include counting and reconciling the floats, the counting could take place in the cash office or at the PoS.

	End of day – typical steps:
	When
	Who
	Duration
	Frequency
	How

	1) Remove float from PoS
	After trade finishes
	Cash office x2
	30 seconds
	Once per PoS
	

	2) Transport floats back to cash office
	
	Cash office x2
	10 minutes
	Once per day
	

	3) Count and confirm value of float
	
	Cash office x2
	2 minutes
	Once per PoS
	Hand count

	4) Record values on paperwork
	
	Cash office x 1
	1 minute
	Once per day
	Manual

	5) Secure floats
	
	Cash office x2
	2 minutes
	Once per day
	

	
	
	
	
	
	

	Is this process completed under dual control (four eyes)? Yes / No

	How long does the whole process take?

	


Reconciliation.
This process can be covered in the end shift or end of day process, or can be a separate process. It covers the process of identifying any discrepancies, this can be done by cashier or lane, and by shift, day or week.

	Reconciliation– typical steps:
	When
	Who
	Duration
	Frequency
	How

	1) Count the notes and coins in the float 
	
	Cash office x2
	2 minutes
	Once per PoS
	Weigh scales

	2) Count the notes from the ‘takings’
	
	Cash office x2
	1 minute
	Once per PoS
	Weigh scales

	3) Record the values on paperwork
	
	Cash office x2
	2 minutes
	Once per day
	Manual

	4) Enter the values from the paperwork in to the Back office system
	
	Cash office x 1
	1 minute
	Once per day
	Manual

	5) Secure floats
	
	Cash office x2
	2 minutes
	Once per day
	

	
	
	
	
	
	

	Is this process completed under dual control (four eyes)? Yes / No

	How long does the whole process take?

	


Discrepancy investigation.
This covers the actions when a discrepancy is identified during the reconciliation process, normally above a certain threshold, that requires further investigation; this can escalate up the chain of command if it is not resolved at each step.

Typical steps are:

Recount the float, recounting the takings, review CCTV footage, check the electronic journal, interview the cashier, record details of the difference for trend analysis.

Frequency and time will obviously vary so an average that reflects a typical store should be provided.

	Discrepancy Investigation– typical steps:
	When
	Who
	Duration
	Frequency
	How

	1) Recount the floats and or takings
	
	Cash office x2
	5 minutes
	3 per week
	Weigh scales

	2) Check with supervisors / cashiers for any known issues on the day
	
	Cash office x1
	10 minute
	3 per week
	

	3) Check the electronic journal
	
	Cash office x1
	20 minute
	3 per week
	

	4) Interview cashiers that used the PoS
	
	Manager
	30 minutes
	1 per week
	

	5) Record details of discrepancy on cashiers’ records and on trend analysis forms
	
	Manager
	10 minutes
	1 per week
	

	6) Inform Area Manager / HO of discrepancy
	
	
	
	1 per month
	

	Is this process completed under dual control (four eyes)? Yes / No

	How long does the whole process take?

	How often on average is there investigation of this nature?


Banking.
This covers the process of preparing excess money / takings to be collected, processed and banked into retailer’s account.

A typical process is laid out below but variations can include depositing the notes and coins into sealed machine that the CIT clear on a regular basis, or a ‘prime count’ whereby the store deposit all takings without counting them and the processor counts and provides the reconciliation value.

	Banking – typical steps:
	When
	Who
	Duration
	Frequency
	How

	1) Notes are removed from secure storage and counted, the value is confirmed against and expected value
	
	Cash office x2
	5 minutes
	3 per week
	Weigh scales

	2) The notes are bundled into round amounts and sealed in clear envelopes
	
	Cash office x2
	5 minutes
	3 per week
	

	3) A banking slip, CIT bag and internal paperwork is completed
	
	Cash office x1
	5 minutes
	3 per week
	

	4) The notes are counted into the CIT bag and the paperwork is signed and the slip is put in the bag with the cash. The CIT bag is sealed and stored ready for collection
	
	Cash office x2
	3 minutes
	3 per week
	

	5) The CIT company arrive, the bag is handed over to them, they provide confirmation of collection.
	According to a schedule
	Cash office x2
	5 minutes
	3 per week
	

	6) Head office reconcile the actual value counted by the processor against the value declared by the store
	Once processed
	HO
	
	
	

	Is this process completed under dual control (four eyes)? Yes / No

	How long does the whole process take?

	


