


1.0 [bookmark: _Toc151840966]Executive Summary 

The purpose of this report is to analyse and evaluate traditional methods of budgeting and modern methods of budgeting, the traditional methods of budgeting included in this report are Incremental budgeting, Zero based budgeting and activity based budgeting and the modern method is Beyond Budgeting. The report will look at various different for and against arguments on each of these different budgeting methods and critically analyse viewpoint before a conclusion is made at the end of the report. The findings of the report are that Incremental Budgeting is the weakest method of budgeting due to inability to adapt to external changes and tendency to lead to wasteful spending, Zero based budgeting is a great method of budgeting which upskills and involves the whole organization, helps save money for the organization, increases understanding of cost behaviour patterns and leads to effective allocation of resources. Activity based budgeting is a great method of budgeting as it assesses the pressure applied on teams which shows care for the employee, there is focus on project planning, managers have better budgetary control and there is cost cutting and saving through synergy however activity based budgeting is difficult to carry out with greater indirect costs and even if it can initially be carried out it an become expensive overtime. Beyond Budgeting can lead to increased productivity and greater motivation for individuals, provides beneficial feedback through peer feedback and rewards take down the barrier to sharing and cooperation. The conclusion for this report was that zero based budgeting and beyond budgeting are the strongest two methods and whichever one used depends on which approach an organisation wishes to take.
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Budgeting as defined by Cambridge Dictionary (2023) “the process of calculating how much money you must earn or save during a particular period of time, and of planning how you will spend it”.  Budgeting as a process has several advantages for a business as outlined by Seal (2018): it allows everyone in the organisation to see, it can predict potential setbacks before they are encountered and it is useful when planning effective share of resources to segments of the organisations.  There are several methods of budgeting that have become traditionally used by businesses like  activity based and zero based budgeting as listed by Schmidt (2023) as some of the budgeting methods commonly used and then there are completely new models. There has been incremental budgeting which explained by Law (2016) “A budget prepared using a previous period’s budget or actual performance as a basis, with incremental amounts added for the new budget period.”, Zero based-budgeting (ZBB) which as explained by Willis (N.D.) “is an approach to budgeting where all expenses must be justified at the start of each new budgeting period. This process starts at a ‘zero-base,’ and every organisational function is analysed for their needs and costs before an item is included in the budget.”, Activity based budgeting (ABB) which is described by CIMA (2013) as “a method of budgeting based on an activity framework, using cost driver data in the budget setting and variance feedback processes.” and Beyond Budgeting being the modern method was said by Bogsnes (2023) it was “developed in 1998,”,  Johnson (N.D.)  describes as being less financially focused and more focussed on factors such as motivating employees, it shifts the focus to competitive success and less use of line by line budgets and more on key ratios so there is quicker response to an environmental threat. 
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[bookmark: _Toc151365589][bookmark: _Toc151840969]3.1 Incremental Budgeting and Zero Based Budgeting

Incremental budgeting will be directly compared to Zero based budgeting because Zero based Budgeting was designed to combat the issues of Incremental budgeting,  Mukdad (2019) explains that the periodic review system used in ZBB was designed to correct the issue of Incrementalism relying on the previous period as a starting point, therefore I think it fit to see just how well ZBB lives up to its purpose and if Incremental Budgeting is poor in comparison. Here are some of the arguments made by others. Law (2016) states that incremental budgeting doesn’t consider a change in operating conditions during a new operating period. Mukdad (2019) also points out that Incremental Budgeting has the problem of wasteful spending which the time saving aspect of incrementalism does not compensate for especially in times where the economy is unpredictable and anything that is not spent is reduced in the next period which many believed encourages wasteful spending, Kaplan (2020) however said that Incrementalism is the fastest method and the easiest and if an organization has stability, they can use the historic figures and only have to justify the incremental change. Kaplan (2020) also listed some advantages for Zero Based Budgeting such as cutting out obsolete activities, greater staff involvement to deal with the increased workload, is responsive to changes in the business environment, with use of ZBB will come a better understanding of cost behaviour patterns and there is potential for resources to be allocated economically and efficiently. Alternatively, Downes (2017) found that ZBB  is very labour intensive due to the detail which must be kept on top of, some organisations may have inadequate skill to perform accurate ZBB, it was found that 65% of companies that used the budgeting method failed to meet their cost reduction targets and they found the biggest barrier was a lack of business care. ACCA (N.D) found that Incrementalism is easy to understand, It is quick and easy to prepare and so could be allocated to junior members of staff, the time saved also means less preparation costs and Change is easier to see, for example hiring new staff will be traced back to staff costs as they will be the only figure within the budget to change. However, they also found that zero based budgeting removes “Inefficient and Obsolete activities” and avoids wasteful spending, its bottom up approach should encourage motivation.
Looking at the arguments made, here is what I believe. One of the main advantages zero based budgeting has over incremental spending is that there is no wasteful spending, even if the organization has stability, the business environment is very unpredictable, many businesses could find themselves out of business due to external factors, Partridge (2022) found that 53% of small businesses are expected close, downsize or stagnate due to an increase in energy prices. ZBB would mean response to change, if an organisation would come to meet unexpected financial struggles being able to cut out obsolete activities would mean more money would be spared as well as this zero based budgeting enables businesses to allocate resources more effectively which also streamlines the budget and saves money, changes externally is also why Incrementalism being quick and easy for a business is only an advantage if factors should remain the same otherwise the approach will need to change if the business wants to avoid wasteful spending, for these reasons having less preparation costs will not be an advantage as more time and money will be spent fixing issues, it is said that incrementalism is easy to understand but this also suggests that zero based budgeting is difficult to understand but it looks like it increases understanding In some aspects as pointed out by Kaplan (2020) there is a greater understanding of cost behaviour patterns which could lead to businesses being able to predict unpleasant changes and put measures in place to counteract such occurrences should they occur.

 ZBB involves more of the organisation to deal with the greater detail, not only does this deal with the issue of the budgeting method being labour intensive as the intense workload is shared but it champions teamwork which is advantageous, because like the ACCA (N.D.) says, zero based budgeting takes a bottom up approach, this is great because as Gartenstein (2019) explains that the bottom up approach allows use of employee insight which can benefit decision making, employee involvement boosts morale and it provides flexibility to the business, empowering the employees means that management decisions can be made if no manager is present and issues can be dealt with proactively  rather than incremental budgeting where it can be allocated to junior levels rather than the whole organisation missing out on these advantages. Incrementalism may mean less conflict, but conflict is important in an organisation as Campbell (2016) explains it can allow for more input and so open people up new ideas, it allows people to speak their minds and get needs met and it allows us to become better at communication so conflict should not be avoided. Another advantage of incrementalism was that it was easy to see change as only the incremented figure would change, so in that regard the business could review how well it allocates its resources but zero based budgeting allows the business to more effectively allocate resources and the workload needs to be kept on top of so I would imagine that there is review of how well resources are allocated here as well. 
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As cited from CIMA above “a method of budgeting based on an activity framework, using cost driver data in the budget setting and variance feedback processes” Willis (N.D.) explains that all overheads/indirect costs are grouped and then an overhead absorption rate is made based of a single driver. Overheads are then allocated to products based on the overhead absorption rate and direct labour hours per unit, with this information an Activity based budget can be set out. 
The Programme Office (2014) says that ABB allows for the assessment of the quality of project planning looking at if the business is on track for its goals, if the timeline is realistic and achievable and if the 3 key project management factors have been considered: time, purpose and money. This budgeting method can also be used to identify if there is waste and poor value in the budget by looking for costs to cut and reduction of costs through synergies and The budgeting method can be used to assess if there is too much pressure on the workforce by considering whether there is under or over ambitiousness for a project and if schedules need to be edited.
Willis (N.D) found that the process of analysing overheads and measuring activities is complex, time consuming and an expensive process of and if indirect costs are outweighed by direct costs and there is a narrow product range, the budget may prove to be more costly then beneficial.
Liberto (2020)  found that “ABB allows for management to have increased control over the budgeting process and to align the budget with overall company goals.” But they also say that it is time consuming and more costly to implement and maintain.

Looking at the arguments that have been made, direct costs outweighing indirect costs leading to a narrow product range is a problematic situation and product specialisation is not always a good alternative when there is a lack of resources as Mack (2023) explains that product specialisation it is a high risk environment where an external factor could jeopardise the few streams of revenue you may have and you miss out on opportunities to capitalise on lucrative markets, but there is an opportunity to avoid issues of products specialisation by offering a wide range of products to a specific market, however there is already a narrow product range due to the lack of finances and as explained by Mukunda (2022) specialists don’t adapt as well as a generalist would to a change in conditions, so we can see just how much of a difficult situation having more direct costs can have on the business especially as like Liberto (2020) found it is costly to implement and maintain, having low finances puts up a large barrier to successful activity based budgeting and even if it could be carried out initially it could become too expensive overtime
On the other hand, cutting costs through synergies and reviewing the overheads the business incurs, presents opportunities for the business to save money which improves the finances available they have to use in their budget and gain a competitive advantage Kenton (2021) says “The cost savings due to cost synergy can take many forms, including layoffs, technological improvements, supply chain advancements, and research and development.” Sullivan (2019) explains that a low overhead rate means that you can set lower prices giving you a competitive advantage as you will be the more appealing choice over competitors.
Checking the level of pressure on employees is very important. Too much pressure from superiors or time constraints can cause demotivation which leads to lower productivity a quote by Driscoll in an article by Sanfilippo (2023) said the following: “A stressed employee can have detrimental effects on the department or company, including decreased morale and productivity, and increased burnout and turnover,” so there could be greater setbacks without the use of activity based budgeting that could take time and money to deal with. If there are risks of over and under ambitiousness then the correct level of ambitiousness needs to be established within an organisation, Carruci (2020) agrees, he outlines a system where the risks of both over and under ambition are assessed to find healthy ambition.
Checking that projects are planned well and that resources are used effectively checks that money is not being wasted, as Fontein (2023) highlights, Monitoring projects ensures budgetary control as it prevents continuous adding of costs to a tab, there will be no overspending. 
Whereas finding overheads and measuring key activities be time consuming but without these figures you wouldn’t be able to carry out ABB and reap all the managerial benefits it offers, Liberto (2020) mentions increased managerial control of budget and ability to set budget in line with company goals, if a certain project requires high financing and certain resources for example they could arrange the budget so that the requirements for the project are attained
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It was in the introduction how beyond budgeting focuses more on motivating employees then budgeting itself and there is a greater focus on competitiveness, There are Twelve Stages, Six Leadership and Six Management (See Figure 1) which as explained by Schmidt (2023) “The principles merely serve as a guide to companies and managers who are willing to adopt the framework.” With beyond budgeting there is also a focus on Key Performance Indicators (KPIs) which explained by Kaplan (2012) are “based on the balanced scorecard which is linked to organisation strategy. Managers' performance measures will be based on this.”
[image: Beyond Budgeting principles - toolshero]
Figure 1: The 12 Stages of Beyond Budgeting (Toolshero, 2023)

Here are some arguments made about Beyond Budgeting: Ngyuen et al (2018) found that beyond budgeting has a focus on providing power to the front line teams which enables fast adaptation to changing market requirements, the challenging work environment attracts and retains workers with talent, It champions teamwork and information sharing as it involves the whole team and uses reward schemes and Use KPIs to communicate corporate strategies into local strategies as KPIs check that action plans are regularly reviewed, realistic and risk appropriate.
Vaida (2023) however believes that beyond budgeting lack of strict budgetary control there is a risk to financial stability, the change to beyond budgeting is one that requires a change to culture and mindset, therefore it could be resisted, evaluation and comparison of performance may be difficult without rigid targets and There may be issues with awards and accountability
In response to the arguments that have been raised, Adaptation to change similar to ZBB, enables the business to avoid potentially catastrophic situations, following the rhythm stage (see figure 1) allows the business focus on what’s around them rather than looking at a calendar year, which is useful when trying to respond to change. I don’t believe that without rigid targets there are difficulties in evaluating and comparing performance nor should there be issues with awards and accountabilities with the existence of KPIs, checking action plans is monitoring the progress of the business and Beyond budgeting actively takes a look at how effective that plan is in helping the business achieve its aims, two of the six Management principles are Performance evaluation and rewards (see figure 1) , performance evaluation uses using peer feedback which is advantageous because as Di Fiore and Souza (2021) explains that it removes the risk of biased feedback as there is a large set of feedback that comes from more than one individual, the individuals who give this feedback will have also worked with the employee on a regular basis, as well as avoiding bias a larger collection of feedback could be more insightful to the employee as being given multiple suggestions for improvement from the group of people that provide feedback may be more useful then less suggestions from one person and this is why there shouldn’t be any issues when evaluating the performance of an organisation and comparisons could be made between the performance and the KPIs that have been set out. Rewards are given out against competitors The Beyond Budgeting Institute (2013) claim that the alternative fixed performance targets “a formidable barrier to sharing and cooperation” so it would seem there are more issues with rewards without the implementation of beyond budgeting
With regards to accountability, one of the leadership principles is Organisation (see figure 1) which avoids hierarchical control but focuses on organising around accountable teams and cultivate a feeling of strong belonging, Mullins (2004) believes that cohesive groups can have greater cooperation with each other and can increase productivity, there are also benefits to the individuals within the cohesive group such as improved morale and help in expressing creativity, however Mautz (2023) points out several unfortunate situations that can arise from autonomy such as confusion from a lack of managerial direction and teams can begin to drift from objectives however these issues can be resolved through by setting out expectations and imposing measurement tethers respectively, so issues with autonomy, it seems autonomy issues can be resolved with some guidance from management.
With regards to employees being hard to persuade, explaining these advantages to them should help them change their mind on Beyond Budgeting.
Most of these points are advantageous considering that the guide is used but of course it is not an essential for beyond budgeting however it could be useful for an organisation carrying out beyond budgeting as it could provide useful direction to those new to the method, however there may be certain managers that have their own methods for motivating employees which could work just as well if not better.
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Incrementalism is the weakest of all the budgets, Law (2016) notes that its inadaptable to external changes and Mukdad (2019) says that it leads to wasteful spending and this is especially problematic when the economy Is unstable, on the other hand the other three models all have more adaptability. Kaplan (2020) mentions how ZBB is responsive to changes in the business environment, The Programme Office (2014) notes that ABB allows alterations to schedules based on pressure on employees and ambitiousness of projects and it checks if the timeline is realistic and achievable and Ngyuen (2018) says that providing power to the front lines allows for adaptation to changes in the business environment. ZBB and ABB look to save money, ZBB, as explained by the ACCA avoids wasteful spending and ABB as mentioned by The Programme Office (2014) there is a focus on cost cutting and synergies, Beyond Budgeting is much more focused, like Johnson (N.D) says, on motivating employees, Mullins (2004) says that a cohesive team, increases productivity and boosts the morale of individuals, ABB has a shortcoming, as Willis (N.D.) notes the issue when there are greater indirect costs, that there is a narrow product range and Liberto (2020) notes there is a high maintenance cost, so even if it can be done initially, costs may become too high. ZBB also has an employee focus, there is a bottom approach which Gartenstein (2019) says benefits decision making and boosts morale,  ZBB and Incremental Budgeting as the two best options for a business to use, which one they use depends on the approach they wish to take, The more traditional methodological and traditional approach of ZBB or the more autonomous Beyond Budgeting.
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Engage and inspire people around bold and noble
causes; not around short-term financial targets

Govern through shared and sound judgement; not
through detailed rules and regulations

Make information open for self-regulation,
innovation, learning and control; don't restrict it

Cultivate a strong sense of belonging and
organise around accountable teams; avoid hierarchical control and
bureaucracy

Trust people with freedomin to act; don't punish

everyone if someone should abuse it

Connect everyone's work with customer needs;
avoid conflict of interest

toolshero

Organise management processes dynamically around
business rhythms and events; not around the calender year only

Set directional, ambitious and relative goals; avoid
fixed and cascaded targets

Make planning and forecasting lean and
unbiased processes; not regid and political exercises

Foster a cost conscious mind-set and
make resources available as needed; not through detailed annual
budget allocations

Evaluate performance holistically and
with peer feedback for learning and development; not based on
measurement only and not for rewards only

Reward shared succes againt competitions; not

against fixed performance contracts

Source: BBRT.org (2016)





