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The transport cost challenge

The problem
Fuel costs

Rising
Driver constraints –

Undersupply of drivers
Impacts of Working Time Directive

Congestion
Rising with less productive driver time

The challenge
Reduce overall cost per mile:

Minimise time wastage
Improve delivery capacity

… Through tightly managing the 
performance metrics

Planning Team Depot Collection Point Delivery Point Maintenance

Maximise time 
utilisation
Maximise Space 
utilisation
Reduce empty 
running

Improve delivery 
turnaround times

Improve 
collection 
turnaround times

Minimise shift 
starting or 
handover times
Minimise fuel use
Optimise 
maintenance 
requirement

Reduce vehicle 
down time

Traditionally operations managers manage visible performance metrics, with little focus 
on the broader picture
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The unmeasured opportunity

Unmeasured process failure provides a significant cost and performance 
opportunity.  
These opportunities are missed because of the resource levels required to 
understand and measure them.

These process failures exist in all businesses. Eliminating the ‘causes’ of 
these inefficiencies:
a) Frees up driver time, reducing wage costs per delivery or increasing delivery capacity;
b) Reduce indirect costs in the planning, maintenance and other interface areas;
c) Contributes to improved service.

Planning
Team Depot Collection

Point
Delivery

Point Maintenance

Fleet information not provided on time
Orders missing or late
System errors and shutdowns
Manager unavailable for decision
Depot not answering queries

Paperwork not ready or lost
Truck not positioned on dock correctly
Fork-lift broken down
Pallets not correctly stacked
Drivers queuing at reception

Parts not delivered to dealer
Vehicle not scheduled due to booking error
Awaiting inspection or sign-off

Vehicle fault at start of shift
Printer fault in office
New/replacement kit unavailable
Manager unavailable

Damaged product in transit
Directions unavailable / driver lost
Delivery point not answering phone
Access road blocked
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No time to implement 
hundreds of small changes

The team needs to focus on 
the day job of fire fighting
and resolving the priority 
issues

Perception that many of these 
process issues are ‘out of our 

control’ and lay with other 
stakeholders and departments 

External consultants 
required, so skills and 

expertise remain external

There is no change 
strategy - not consistent 

“internal up-skilling” 

No resource or
appropriate skills available
to collect and analyse the 
‘low level’ opportunities and 
facilitate the process

The staff don’t have the 
appropriate level of influence

to make the changes

A lack of consistent structure
makes implementation and 

benefits tracking Impossible

Managers are too busy to 
own and implement batches 
of ideas

The business needs 
the result today – no
appetite for a long 
term change project

Why is it difficult to unlock the unmeasured 
opportunity?

Failure to
Deliver

Sphere of 
Control

Insufficient 
Time

Insufficient 
Resource

No Internal 
Capability

Too 
Complicated

Too Many 
Priorities
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How do we overcome these problems?

Too Many 
Priorities

Insufficient 
Resource

No Internal 
Capability

Insufficient Time

Too Complicated

Understand and quantify the business needs
Priorities the opportunities and focus of effort

Use existing staff
Opportunities become part of everyone’s day job

Use and learn the simple methodology in partnership with us
Own the methodology and the skills
Reuse the methodology unaided

Minimise the amount of engagement time required
Capture maximum value information in the minimum allocated time
Use supporting technology to quickly provide structured and meaningful outputs 
and plans
Produce very clear, low level to-do lists
Automatically link the to-do list with the both the progress tracking and benefits 
delivery plan

Sphere of Control
Identify root causes and establish where the ‘control’ really lies
Understand the impact of stakeholders and prioritise appropriately
Empower the staff to implement their own valuable ideas

The common points of resistance and friction can be overcome in the following ways.

With the right methodology these solutions are not as unrealistic as they may seem.



6 BEVINGTONGROUP© Bevington Lean Office Services.  All rights reserved. 

The solution

The Principles of XeP3
A methodology with supporting technology that organisations learn 
how to use in order to develop internal capability for quick-win 
process improvement and long term continuous improvement 
sustainability.
By engaging the people who ‘do the job’ everyday the organisation 
can understand the detailed opportunities on the front-line and 
generate practical ideas for quick improvements.
The supporting software enable tremendous ‘speed to result’, and
provides a one-stop solution from process mapping, through to 
solution creation, through to implementation and benefits tracking.
Simplicity delivers the fastest return on investment.

A typical implementation of the XeP3 methodology follows seven key steps
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A methodology to understand the opportunities

Engaging the staff, identifying and summarising the opportunity…
Core
11%

Support
44%

Noise
37%

Discretionary
8%

HR Demo

Tasks and Activities MF2
 Status: AU1 - Admin Support
   Completed by: 
   Team Member Check: Date: Wednesday, 8 December 2004

Quantified Tasks Quantified Services
Receive 40 leave applications per month
Process Recreational Leave weekly
Process 5 special leave applications per 
month
Process 6 Annual leave applications per 
month
Process 25 sick leave applications per 
month(with med cert/ without med cert)
Process 4 other types of leave applications 
per month
General Administration

Main and Sub-Activities

A) Receive 40 leave applications per 
month

1 Receive Applications
1.1 Sort to leave types
1.2 Sort to priority (pay periods)
1.3 Distribute and allocate work
1.4 If 1-2 days before pay, pull out pay 

critical forms (TCoord) e.g. LWOP, 
Rec Leave

1.5 Put into trays

B) Process Recreational Leave weekly
2 Processing Rec Leave

2.1 Receive application for rec leave
2.2 Enter ABC no./ name
2.3 Check ABC# matches name on System
2.4 Check leave balance, future events 

and other leaves
2.5 If cannot locate, contact facility
2.6 If any ASD, note and pay out in 1st 

leave event
2.7 If cannot read signature, contact 

Facility
2.8 Manually calculate hrs available
2.9 If ABC# not supplied, locate by name 

and ensure correct employee
2.10 Check if employee has taken LWOP - 

note not to count as service
2.11 Check authorisiation

2.12 If insufficient leave (1-2 days), contact 
facility

2.13 If not authorised, highlight form for 
letter

2.14 Generate letter if more than 3 days
2.15 Generate proforma
2.16 If future events are booked,  phone 

manager to request if amendment 
required

2.17 Enter requirements
2.18 May send letter to request
2.19 Print
2.20 If not enough leave available, generate 

letter to advise of options
2.21 If old leave forms used, return form 

with letter
2.22 Enter leave details (form)
2.23 Check if bonus indicated
2.24 Note claim of bonus/ penalties
2.25 If yes make sure for current year
2.26 If noted, indicate payout via timesheet
2.27 If not noted no bonus to be paid
2.28 Handle queries from Call Centre re 

Rec Leave processed
2.29 If penalties and bonus ticked, look at 

history
2.30 If always paid bonus, give bonus
2.31 Check if pay in advance requested

4.6 Receive call via 1800 call centre number and 
review customer info via system pop up (if 
available)

S 7.5 3.1

4.7 If not available, search SAP for customer N 5.0 2.1

4.8 Check email account for EDI advice and 
review request

S 6.5 2.7

4.9 If received by fax request (imaged via email), 
distribute assigned accounts to whom they 
belong to

S 3.0 1.2

4.10 If not for own area, move fax email to diff 
folder for supervisor to allocate

N 3.0 1.2

4.11 If not on Distribution List, check if Trad or 
non-Trad account information (if non-Trad, 
ignore)

N 3.5 1.5

4.12 Go into system, view customer order entries S 6.0 2.4

4.13 Phone customer if unclear / missing 
information

N 7.0 2.9

5 Enter Order Information
5.1 Enter order S 5.5 3.2

5.2 Validate pricing D 3.0 1.7

5.3 If pricing looks wrong / customer questions, 
check source (eg GCC, scheduled pricing)

N 5.0 2.9

5.4 Save order S 1.0 0.6

5.5 If customer on credit hold, contact customer 
for past dues and advise credit

C 3.5 2.0

5.6 Enter request delivery date S 1.0 0.6

5.7 If delivery date is within 3 days and is 
required, raise emergency order

N 1.0 0.6

5.8 Send request to plant to check availability N 2.75 1.6

5.9 If available, rack schedule N 1.75 1.0

5.10 If not available, contact customer to 
negotiate delivery date

N 3.0 1.7

C S D N CSDN
% Hours: 2.7% 35.2% 7.6% 54.4% 100.0%

Total
Hours: 27.2 352.5 76.5 543.8 1,000.0

pa Cost: 15.1 187.2 46.6 268.3 517.2

Top 6 Activity Drivers for this Process
2 Product not available or in stock by require date 7.4%

12 Customer not happy with product and wants to return 7.1%
1 Missing/unclear information from customer eg. locati 4.0%
9 Manual look-up of product number or calculation due 2.4%
7 Customer on credit hold and required follow up 1.7%
4 Customer has unreasonable delivery request (ie. not 1.4%

2

1

3

Supporting technology provides a fast, visual and structured understanding of opportunities

Produce 
quantified 
prioritised 

summaries of key 
opportunities

Understand real 
processes

Engage staff
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Supply Chain Demo

Implementation Monitoring
 Status: AU1 - Retail Store 1 
   Completed by: 
   Team Member Check: Date: Friday, 19 May 2006

19/05/2006 Page: 2© Bevington Process Management Tools

Idea # Description Total
Hours

Hours
Saved

Hours
Added

Planned
Completion

Current Est. 
Completion Accountability Implementation Status (Comments)

5 Proactively seek on-sell during interaction with 
customer

20.51 4/04/2004 30/04/2004 Mobley, Cuttino

18/01/04

25/01/04

1/02/04

7/02/04 No major increase at present

8/04/04

15/04/04

22/04/04

29/04/04

5/05/04 No. of goods sold through on-sell from 
existing order increasing

6 Order forms to be completed and sent 
electronically to suppliers

42.38 7.74 4/04/2004 29/05/2004 Miller, Brad

1/03/04

7/03/04

12/03/04

15/03/04

17/04/04

21/05/04 No. of electronic orders being sent to 
suppliers has increased considerably.  Need 
to continue to work with suppliers to 
streamline this process.

3 Develop Supplier Agreements with performance 
measures to improve service

35.96 14.39 2/02/2004 2/06/2004 Miller, Brad

10/01/04

17/01/04 Steadily decreasing but may need to review 
SLAs with suppliers to ensure service 
standards are maintained at premium levels.

21/03/04

A methodology to implement the improvements

Engaged staff generate the improvement ideas; and a plan with clear accountability is 
produced

5

4

6

Management Report

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

7 Measure the 
Change

Produce clear 
action plans with 

accountability and 
tracking

Quantify the 
benefit

Staff generate 
improvement 

ideas
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A methodology to overcome resistance

The methodology overcomes the resistance issues in the following ways

Clear summaries of cost and opportunity for managers to 
make decisions

Requires minimal staff input to achieve a quick result

We will develop the capability; it does not leave with us

Technology used to capture and process maximum 
information and minimise man hours involved

Staff work in their day jobs and follow simple tools and 
instructions

Shows staff where to focuses efforts

Too many 
priorities

Insufficient 
resource

No internal 
capability

Insufficient time

Too complicated

Sphere of control
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