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What is the Bevington Group?
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What is the Bevington Group?

The Bevington Group is Australiads |
change specialist

We train client staff, licence methods and provide consulting services to
some of Australia's most reputable companies and institutions

Our methods have been used to refine processes and restructure
organisations in over 340 assignments

We rarely target client returns of less than 150% and regularly achieve
returns of 450%
We differentiate on 5 active factors

Staff and Management engagement

Speed

Detall

Implementation focus

Real results

We work regularly with Lean and Six Sigma practitioners to provide rapid
process improvements
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XeP3-Bevingtonds Key Met hodol ogy &
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XeP3 is a process improvement and restructuring
method and toolset
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Supporting technology provides a fast, visual and structured understanding of opportunities
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It Is designed to support rapid and measurable change

Engaged staff generate the improvement ideas; and a plan with clear accountability is
produced
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Supporting technology quickly provides an integrated implementation plan and benefits
tracking tool for managers, plus clear and simple-to-us e -dia®@ | i sts f ol
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XeP3 utilises staff engagement to deliver fast, high
return transformations

Based on Bevington Group Client Survey 2005, our clients find our value
unique for the following five reasons

Ability of methodology to engage all levels of the organisation at
speedand give change 6ownershipd at t

Speed of delivery and ROI i typically the methodology delivers ROIs
of 300% to 450% as a result of training and in-house capability

Robust quantification of opportunities and savings. In a complex
environment the methodology provides management with clear
priorities for maximum impact

Ability to deliver tangible quick wins - inspiring enthusiasm for
further change

Commercial flexibility of the product i the methodology is
economical and can be used for smaller focus assignments or larger
change programs
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XeP3 has been used across a wide range of industries
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It has been deployed to achieve a broad variety of
outcomes

Productivity enhancements

Cost savings

Cycle time improvement

Customer satisfaction improvements
Meeting SLA targets

Reductions in staff turnover
Restructuring

Merging enterprises
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The underlying change model
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To capture detailed tasks and activities we need to
engage staff

Staff know where the
problems are i in detail

Staff can either hinder or

accelerate the change _ Engage staff
program, based on the extent perfo';”n:ance ag‘l tg‘:l';g a
of their engagement and understanding

enthusiastic involvement

Engaged workforces build a
great employment reputation Generate Collect and
for company, therefore further Prioritise

: . . ideas improvement
creating a virtuous circle. ideas

Lift
enthusiasm

Lift
and performance
capability
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The detailed information is loaded into our software
package

®P3 Tasks a:pglchjz*ctivities MF2

Status: AU15 - Despatch
Completed by:
Team Member Check: [ Date: Wednesday, 25 January 2006
Quantified Tasks Quantified Services

Check orders in despatch area

Chase orders

Despatch orders

Attend to returns

General Admin & Miscellaneous

‘ Main and Sub-Activities

A) Check orders in despatch area 1.18 If picker left part of order elsewhere in
. DC, they will retrieve it
1  Check pallets in despatch area ] o
. . 1.19 (Can't tell if stock is incorrect - only
1.1 (Pickers place orders in despatch area) incorrect pallet quantities)
1.2 Ensure all stock for a particular order 2

. . . Check pallets are in good condition
is located together in same aisle

ol | llets | 2.1 (To ensure that store personnel and
1.3 (Aisles only 4 pallets long) equipment can handle stock safely)
1.4 If an order runs over an aisle, try to

. . . . 2.2 Visually check pallets to ensure the
locate them in neighbouring aisles Y P y

aren't broken
1.5 If there is sufficient room in aisle, line

2.3 If a pallet has missing boards etc,
them up at doors ready for truck arrival P 9

arrange for it to be replaced

1.6 If the one order is split amongst
different aisles, take note of the aisle
locations

2.4 (Stock is stripped down and moved to
new pallet)

. . e 2.5 Ensure there are no leaking stock items
1.7 When space is available, and if time

allows, relocate pallets into the same 2.6 If an item is leaking, strip pallet down,
aisle remove and replace item, and rebuild
pallet

1.8 Check number of pallets against store
order form B) Chase orders
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Tasks and activities are analysed for the degree of value
add

Automation
Opportunity

Example

Non Value
Adding

Activities that manage risk to the

organisation and/or introduce ﬁ Checks

. . management approval/checking steps. Approvals/ delegation signoff .
Dlscretlonary Usually their frequency or level is A Audits Policies
adjustabl e and is at A Reports
10%  discretion

These few activities directly increase A Core delivers organisation

service, reduce cost or enhance objectives DNA of
capability. They positively change the A Often that which enhances Business
status quo to drive performance efficiency, effectiveness or and BCls
improvement in the organisation revenue
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Analysis reveals how effective staff time is utilised

|l denti fyi ng athithgsithatgustogo wrgngd heom A NOiI seo
departments and processes is a significant cost and performance improvement
opportunity

Support 45.7%

Core 4%

Discretionary
14.6%

Noise 36.3%

Such process failures exist in all organisations. Eliminating the causes of these
failures will:

Free up staff time, reducing wage costs or increasing output capacity
Reduce process cycle times

Deliver improved service.
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Our

softwar e
graphically showing where the opportunities are found

t ool

S used

t

15

16

Annual Cost - .

Step Step Cat | Hours per Step Aeniy IE52) Forks- | Pickers -

No ($000s) Driver Night Night

20.3 | If congestion in aisles then wait or take time N 233.27 78.4 | 66 - Congestion
to negotiate around blockage (major cause is in the aisles
pickers not aware of location eg start of aisle)

20.4 | Check if inner or master carton pick D 58.32 19.6
(displayed)

20.5 | If inner and carton not cut properly then pull N 0.0 0.0
carton out of gravity feed, pick inner and
then replace carton

20.6 | Pick order S | 1,457.9 490.2

2

20.7 | Ensure pick is done form a level pick bin by D 58.32 19.6
taking carton from the back of the pallet

20.8 | (Some bins have raised pallets and these S 0.0 0.0
work well - can they be included elsewhere)

20.9 | If packaging is thin and breaks whilst picking N 87.48 29.4 | 143 - Carton
then clean up the mess (eg Marmalade packaging is thin
cartons) & breaks easily

N 87.48 29.4 | 117 - Carton has
not been cut
20.11 | Check to ensure right stock D 29.16 9.8
20.12 | If wrong stock in location write on the pick N 58.32 19.6 | 106 - Incorrect
sticker and go to next order or notify stock in the pick
Despatch/Line Manager bin
20.13 | If bulk pick is required and not all stock in N 58.32 19.6 | 144 - Not enough
location, amend label to the actual pick stock in location
20.14 | On the last label write how many left to be N 58.32 19.6 | 144 - Not enough
picked (short chase will follow up with) stock in location
20.15 | |If stock not there, leave sticker on task and N 29.16 9.8 | 139 - Incomplete
go to next task. stock available
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High Level Noise Drivers
- The causes of Noise

o

66 | Congestion in the aisles 5.1%
139 | Incomplete stock available when picking leads to 4.7%
chase of missing stock
158 | Poor synchronization of putaways and letdowns 3.2%
143 | Carton packaging is thin & breaks easily 2.9%
96 | Bay did not accommodate all stock & therefore 2.7%
default stock was produced
- 117 | Carton has not been cut 2.1%
144 | Not enough stock in location for bulk pick 1.7%
105 | Incorrect stock in reserve location 1.4%
134 | Incorrect number of items in pick or reserve location 1.3%
found while performing defaults
106 | Incorrect stock in the pick bin 1.2%
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Noise Drivers (causes) are used in Solution Generation
workshops when management and staff help address the

ISsues

Solution Quantification Prioritisation
Generation & Approval
Radical
$ Change
) — : = 7 \
o o % .
o ) (7)1 "_;.:,..’ ° .
S Quick”™ T ™ A P|ann|ng

Wins  Behavioural

Monitor Measure Implementation
= = e /
‘ * - - O * ‘F’
/d

EEEEEEREE]
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The initiatives are quantified and prioritised

QUANTIFIED
Bevington analysis concluded that the benefits were extremely attractive
Pay back period of project was 6 months

NPV of the project (with perpetuity) was >$20mil .\O‘b\ °
Q@»é 0(\()
PRIORITISED 0‘(\

Strategic Change

Low » High
Behavioural Change

’ G‘
O
G o\oe

)
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The implementation approach seeks to specifically
address reasons for change programme failure

A lack of consistent structure No time to implement
makes implementation and hundreds of small changes
benefits tracking Impossible -
0O Insufficient :
Complicated Time The business needs

the result today 1 no
appetite for along
term change project

Thest aff dothebt have
appropriate level of influence
to make the changes \
: o Managers are too busy to
Perception that many of these Sphere of F[a)lltlj_re to Insufficient own and implement batches
processissuesare6 out c¢f— Control eliver Resource of ideas

c o nt and laybwith other
stakeholders and departments

No resource or
appropriate skills available

There | h to collect and analyse the
€re IS NoCIEE No Internal Too Many 6l ow level &6 oppor

strat%g_y e conS|st_ent . . Capability Priorities facilitate the process
Ai nt efsrkall Uumg

The team needs to focus on
External consultants the day job of fire fighting
required, so skills and and resolving the priority
expertise remain external issues

/
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The implementation approach has strong philosophical
underpinnings

Starts with a very strong focus on Quick Wins

Implements in Waves (up to 5) 7 usually starting with the easiest
iIdeas to implement

Early victories are internally promoted to build credibility T earning
the right to proceed to more difficult changes

Measures are used at 6 levels (see Measures section) T with
particular focus on leading indicators (especially Behavioural
Change Indicators)

Strong communication, including visual measures, is maintained
throughout the implementation

Governance through an active Steering Committee is used to help
drive changes, with the mantra momentum is your friend
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We rarely target less than 150% Return on Investment
(ROI) and we regularly achieve greater than a 450% ROI

Financial services organisation with a project NPV >$20m and a
return >700%

A manufacturing company with returns >500%

A retail company with returns >400%

A food production and distribution company with returns >600%
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Where does XeP3 fit in the world of change models?
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XeP3 developed independently of Lean and Six Sigma,
but its biggest clients are Lean Six Sigma practitioners

Around 50% of XeP3 business is with formally trained Black Belts or
Master Black Belts

Around 30% of XeP3 business is with organisations that have formally
adopted a Lean Six Sigma philosophy

These fAmet hoaganisamoadaredmad ranging
Manufacturing (automotive, food, packaging, chemicals production)
Financial Services (mortgage processing, branch networks)

Health (health funds, serviced homes, hospitals)

These days many (not all) manufacturing organisations engaged already
have implemented a range of Lean measures (especially Kanban and 5S)

Their challenge is to drive the next round of efficiency i or have their
Kanban systems work properly (there are still many Australian organisations
with Kanban systems but high levels of WIP and NVA activity).
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Clients have varying views on the positioning of XeP3 i
but generally it is about rapid and detailed change

Balanced Scorecard
Innovation

Lean Methods - Six Sigma

L]
QePS . VSM/P§

A Kaizen B x Major Projects
A5S j AsStatistical
A sw* Process Control

AVisual Measures M A Customer

A Mission Directed B  projects
Workteams A Supplier

A SMED B projects

-
Business Excellence Principles are the foundation to the Strategy
T — *Sometimes referred to as 7W
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Process stabilisation is a key driver for Lean Six Sigma
practitioner use of XeP3

Operating Model

. -
o™ -
5. Optimising

Process
Benchmarking
Common Cause

Si*

4. Quantatively Variation
M Continuous
anage Improvement Culture

Process monitoring
Variation management
Statistical management

3. Define

Processes
Document the process
Customer requirements

2. Manage Process Harvest and collect

Plan the process

. ideas
IF\)/Ir(())r;g(;rSand control the Improve projects
Assign Responsibility Kotter Change Model
Establish policies and Establish a sense of urgency
evaluate adherence Build a guiding coalition
Problem Management Develop a vision and strategy
Review status with Communicate the change

higher levels of

Empower broad based actions
management

Create short term wins
1. Perform the work Consolidate gains and create more change
Institutionalise Changes in culture
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XeP3 approaches / philosophies look very familiar to that
of Lean Six Sigma practitioners

Strongly aligned concepts / Somewhat aligned methods /

methods approaches

Kaizen Visual
Measures
A Current Process

A Idea Generation Visual Measurement
A Future Process philosophy and

A Implementation Training

MDWT

A Employee
Engagement

A Active

Implementation

Involvement

*Sometimes referred to as 7W
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Lean Six Sigma practitioners tend to use XeP3 in order
to grab Quick Wins and select major projects

Select Quick Wins to
build Change Team
credibility

Use the data to select
likely major projects

Engage staff in
preparation for other
Lean methods

(e.g MDWTs)
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XeP3 is:
detailed process
mapping
engaged change
and rapid
Implementation.

It is a discipline used

at the front-end of Six
Sigma assignments

and comes with its

own set of
mappingo and
implementation skills

and technologies.
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Conclusion
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XeP3 is not the only methodology option, but is an
effective way to deliver Quick Wins

It is particularly relevant for where clients are concerned to achieve
Speed of execution
Quick Wins as well as medium term objectives
Low levels of capital for implementation
High levels of staff engagement

Knowledge transfer

Most new customers start with a Scoping Study to assess the
potential benefits T and agree mutually shared targets
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