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Project Background

 Company Background 

 An Australian listed company with multiple divisions and businesses

 A history of strategic acquisition 

 An effective organisation, however not fully efficient with respect to 

structure, processes and systems

 Drivers for Change

 Downturn of the economy has impacted significantly on sales

 Exchange rate fluctuations have also pressured margins

 Sagging share price and significant debt was providing a burning 

platform for immediate change

 Levers for Change

 Potential divestment of non-core businesses

 Rapid and effective reduction of cost base
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Bevington Group was engaged to determine what sustainable 

reductions could be made across the commercial and finance areas

 Objective

 To identify how the commercial and finance function could be delivered 

effectively with a 35% reduction in headcount

 Method Employed

 Obtain fact base activity data on what commercial and finance staff do

 Collaborate with management to identify how 35% of the activity could 

be removed, whilst maintaining (or improving) the functionality and level 

of service to the business 

 Design „to be‟ organisational structures, roles and responsibilities to 

deliver the modified functionality and service
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„SMART‟ was used to capture data across the commercial and finance 

areas.  Over 80% of staff had to be interviewed as management generally 

had a low level of understanding as to what their staff did

 100+ staff were interviewed in 3 weeks to understand what it was 

the commercial and finance staff did in detail

 Interviews were predominantly captured by „SMART‟ trained client 

staff, this enabled: 

 Development of in house capability 

 Improvement in the client‟s staff knowledge of the business

 Reduction in the cost of the assignment

Data Collection by work team

Strategic Analysis Implementation

1) Representatives from each 

natural work team document 

the real tasks & activities 

(4 hours)

2) Team members validate the

data (2 hours)

3) All team members allocate

relative time to identify the

focus of effort (2 hours)

• Classify the activities 

• Build the processes

• Identify issues & improvements

• Implement

• Measure & Documentation

to lock in and achieve compliance

Solution Generation

• Staff idea generation workshops

• Radical process change 

workshops 

Data Collection by work team

Strategic Analysis Implementation

1) Representatives from each 

natural work team document 

the real tasks & activities 

(4 hours)

2) Team members validate the

data (2 hours)

3) All team members allocate

relative time to identify the

focus of effort (2 hours)

• Classify the activities 

• Build the processes

• Identify issues & improvements

• Implement

• Measure & Documentation

to lock in and achieve compliance

Solution Generation

• Staff idea generation workshops

• Radical process change 

workshops 



BEVINGTONGROUP© Bevington Consulting Pty. Ltd. 5

Rapidly capturing appropriate data was essential as it quickly 

highlighted that the target of 35% was realistic

 30% noise was identified in ineffective extraction and manipulation 

of data prior to it being used for its desired purpose

 Similar roles performing near identical functions were identified in 

different businesses. A lack of detailed understanding of the roles 

and a range of historical drivers (e.g. multiple systems and 

geographical diversity) had been barriers for consolidation

 Current structural and system initiatives being driven by the 

executive were clearly going to enable some of the identified 

opportunity to be realised

 The data also highlighted some poor processes that, if addressed, 

would also contribute towards reaching the target
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The next step of the process was to conduct a „SMART‟ review to 

identify task based opportunity across the six key commercial / 

finance areas

 Consolidated views of tasks 

were created for each area (up 

to 30 staff in some areas)

 4 hr management workshops 

were conducted where the 

data was assessed across the 

„SMART‟ framework

 Enablers to stopping, reducing 

and transferring activity were 

identified with management

 1st Pass delivered only 15-20% 

on average per area

(you may still reengineer to improve it 

though…)
Keep this task in this team

MMAINTAIN

Effectively a core injectionDo more of this task

(New effort – not currently being 

done elsewhere)
AADD

(Redirection  may deliver a saving 

either by more appropriate resource 

doing the work or via „consolidation‟

where we can get economies of scale)

Do this task in another team

(benefit in cost to perform or 

focus)
TTRANSFER

(Reduce is usually in response to a 

change in environment or need for a 

task – This is not an efficiency saving 

due to noise reduction or saving due to 

redirection)

Do less of this task

(lower volume/lower frequency)RREDUCE

(stop means eliminate from the 

operation completely)
Stop this task

(Do not do it anywhere any more)SSTOP

COMMENT    MEANING““SMARTSMART””
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Initially the required opportunity wasn‟t identified, therefore 

benchmarking was used to align the managers on what the key 

enablers were and what impact they would have

Best in group targets

were highlighted

Enablers were suggested based 

on other manager input
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2nd pass workshops were successful as management were able to 

justify how they could sustainably remove 37% of the FTE effort 

 Opportunity identified increased to 37%

 A prioritised and quantified list of enablers was created for the 

executive team to review and accept (or otherwise)

 Examples of Key Enablers

 Reporting system upgrade

 Removal of non essential reports

 Removal of early advice

 Process improvement initiatives around high effort activity (budgeting

and forecasting)

 Other system enhancements (data extraction and BI reporting)

 Structural changes within the business that help facilitate common sites, 

systems and processes



BEVINGTONGROUP© Bevington Consulting Pty. Ltd. 9

Head of Finance

Commercial 

Manager

Product D

Commercial 

Analyst

Business 

analyst
Retail analyst

Category 

Analyst

Product B

Commercial 

Analyst

Commercial 

Manager A

Business 

Analyst

Category 

Analyst

Management

Accountant

Commercial 

Manager B

Business 

Analyst

Costing 

Clerk

Commercial 

Manager C

Commercial 

Analyst

Business 

Analyst

Costing 

Coordinator

Commercial 

Manager D

Category

Analyst

Retail 

Analyst

Cost 

Accountant

As Is

structure

To be 

structure

Divestment Divestment

Transfer to 

shared 

services
Transfer to 

shared 

services

To Be structure designs were developed to deliver the new 

functional requirements of the commercial and finance team 
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Corresponding roles and responsibility matrices were constructed 

using a RACI framework to provide definition around the To Be 

roles
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A To Be structure sustainability test is applied to ensure the FTE 

saving in the new structures equalled the planned task reduction 

determined in the SMART process

Recommendations for each group were made to 

ensure that the FTE gap for each group was zero 
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Implementation 

plan

Reduction 

Enabler 

Review

Fin. role & 

responsibility 

outline 

„To be‟ 

structure 

confirmation

Mgt structure 

review

SMART role 

reduction

Data Bench -

marking

The process involved a number of different stages delivering a 

range of outputs with each stage utilising the outputs from the last  

Mgt SMART 

Review

Data 

Consolidation

Data 

Collection

- Detailed task and 

activity data

- Standardised list of 

tasks and activities

- Savings estimates 

and enablers

- Best practice

reduction targets 

- List of To Be hours 

- Savings aligned to 

enablers

- To be structures

- To Be Role Designs

- RACI accountability 

Matrices

OUTPUTS
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Key Outcomes…..

 35% reduction target achieved using a transparent sustainable 

process

 High level of management ownership due to their involvement in the 

process

 Education of management on “what their staff actually do”

 To Be roles defined with precision based on a detailed knowledge of 

current activity and effectiveness

 Standardisation of roles within the business provides many 

advantages in flexibility, rotation efficiency, training and recruitment

 Remaining staff not overloaded by a high reduction in FTE

 Less frustration for staff as significant non value activity was 

removed

 Heavy client staff involvement in the process and therefore they 

picked up the required skills and capabilities of using the XeP3 and 

SMART methodologies in other parts of the business


