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Restructures are a necessary part of organisational life...

O As the world changes around organisations they must adapt or performance will
suffer

®  Customer needs change
®  Supplier power changes
® Technologies changes
® Input prices change ....

O As the environment changes organisational processes and structures
become misaligned with today’s reality

Some teams are over-loaded

Others are over-resourced

Processes start to atrophy over time

Ability to meet current customer needs deteriorate

Ability to deliver services in a “lean” fashion declines

Under-utilised managers can “create work” which actually gets in the way.
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..but they also carry risks

U

Inefficiencies and errors increase as processes where do not match
organisational structure

Increased pressure on existing staff

Decline in staff morale

Loss of key personnel

Personnel return as higher paid contractors/consultants

Customer service is detrimentally impacted

U 0O 00 D0 DO

Staff cynicism is high
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Answering a number of key questions helps to mitigate
those risks

1. How will the new processes 5. How will stakeholder
operate under a different communication occur?
structure?

2. Will the tasks that are done 6. What are the key risks to the
change in the restructured business during and after
environment? transition?

3. How will staff be engaged and /. How does the Restructure
their concerns addressed? align with a changing

Regulatory Environment?
4. Are the roles appropriately
Sized? .
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In order to answer the key questions it is important to be
close to the detail

If we do not understand what people actually do in an organisation’s
overall process, then it is not possible to predict the outcomes if their
roles are restructured

Job descriptions (if they are available) usually do
not provide anything like enough detail to
understand a role and how long it takes to perform
any given task or activity

Existing documentation is Manuals are often out-of-date and simply do not
reflect the reality of the current role
not enough to understand

what really happens today

Procedures documents reflect the way the job
“should be done” not what is “actually done”

None of the documentation available is likely to tell
you where processes fail and therefore how much
time is required just to fix up problems.
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...S0 we need to engage with the people who really do the

work

Typically organisations find that with increased authority to change comes less

knowledge of the detailed process

The people who do the job are best placed to tell us about it...

Typical Management Progression

High
A

S

Authority to Change
Processes & Policies

Low

Knowledge of Process
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The Bevington Group has a way of engaging staff to define
roles and improve processes — using the same base data

Collect Role and Process

Information

Analyse to Understand

Tasks, Activities and Noise

Plan the removal of Noise
and strategically low value

Tasks and Activities

Redesign Roles and

Processes
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Plan and execute
communications
throughout the

process

Qutcomes

*Clear role descriptions

*Responsibility matrices

*Defined measures for
departments, teams and

individuals

*Reduced instances of
process failure

*Reduced frustration

*Reduced cost
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It all starts with understanding what is happening today...
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Supporting technology provides a fast, visual and structured understanding of opportunities
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...which allows for a thorough view on how to lift
performance through process change

Action Plan IEPB
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Supporting technology quickly provides an integrated implementation plan and benefits
tracking tool for managers, plus clear and simple-to-use “to-do” lists for staff
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The same data then allows us to define roles and
responsibilities with great clarity

“‘SMART” MEANING COMMENT

Doesn't have to mean status quo - you
may still mprove the task

I'(eep this task in this tzam

Do mare of this task
{Maw effort — nat currently being Effectively a core injection
done elsewhers)

Start with a precise Ensure that the tasks are
knowledge of what is done appropriately allocated to
today (see Appendices) roles (See Appendices)

Develop Job Descriptions with Appropriate Measures
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Team resourcing levels can be modelled using the data
collected during the study

i Change these
Staffing

levels levers to adjust

staffing levels

Roles and
authorities
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The process models are also valuable for risk assessment
and subsequent mitigation

Branch

Officer Customer Manager

1 Open a Account

1.1 Review Application with customer

1.2 Highlight missing areas

1.3 Check documentation and sign

1.4 If unsure of whether correct, ask supervisor ‘

1.5 If missing, ask customer to bring in correct
documentation

1.6 Check if 100 point check complete

1.1 Log onto System A

1.12 Log onto System B
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Finally, procedures can be developed from the newly refined
process charts
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The proposed structures and processes must adhere to 6
principles

 Unambiguous role descriptions

 Appropriately sized roles

 Clearly defined authorities

1 Optimal reporting structures (stratum levels)

1 Shared language to help avoid miscommunication
 Effective process flows
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Sometimes restructuring must proceed reengineering — this
is the Leapfrog

O In a theoretically perfect world the detailed structure, role and
process alignment would be established before restructuring

d However, real world imperatives mean that restructuring must
often proceed reengineering and full role definition

d We apply 5 key principles to maximising Leapfrog benefits

1.

Use the methodology to re-engage with staff, it is an excellent listening
tool

Internally market the fact that staff ideas are being used to transform
the operation and reduce frustrations

Build enthusiasm by measuring, reporting and celebrating the
successes

Move quickly to from analysis to implementation to demonstrate
management are serious about the change

Involve as many staff as reasonable in implementation — where
possible give them a role.
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In conclusion...

Understanding role and process
detail substantially increases the
probability of achieving
Restructuring benefits

» Identify value and non-value
adding tasks

» Ensure that the “right” part of the
organisation “owns” the tasks in
question

P Set the team resourcing to the
right level given anticipated
workloads

To understand the detail it is
important to engage the staff

P Staff understand what is really
being done (as opposed to what
should be done)

P> Staff buy-in is critical to a
successful implementation

Methods and technology can
help in rapidly building and
managing a detailed picture
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» XeP3 is a set of methods and
software tools to help analyse role
and process information, in detail
and at speed
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Appendices
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The Bevington Group has a way of engaging staff to define
roles and improve processes — using the same base data

Task Process
Restructuring Re-engineering
Focused on Role definition, task Focused on process improvement

allocation and measurement

Designed to Designed to
= Define roles = Free up people hours
= Align tasks with strategy = Reduce errors
= Remove marginal tasks = Improve quality
= Redirect tasks to appropriate * Improve key operating metrics
personnel = Engage staff in the
= Develop performance measure improvement program
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Task Restructuring is used with Process Reengineering in
support of Org Restructures

“SMART” MEANING COMMENT

Doesn’t have to mean status quo - you

Keep this task in this team may still improve the task

Do more of this task
AD D (New effort — not currently being Effectively a core injection
done elsewhere)
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