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How we look at Operational
Excellence enabled by BPM
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The foundation for Operational Excellence: Business Process Management
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The foundation for Operational Excellence: Business Process Management
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Process centric approach

Scope & design processes based on
management structures (top-down)

Assign process owners and
managers for horizontal steering

Cascade KPI’s and use data for real
time insights

Define detailed IT requirements
based on detailed process models

Apply continuous improvement
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Realizing a Process Blueprint based on different components
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Value added

Our Growth Model & Trends

< retrieve content via Al >

< generate process models via Al >

( )

Process management
recognized as an
important
management
discipline.

*

( )
Managed process
documentation.

Process-oriented
data and technology
initiatives. Isolated,

ad-hoc and
exploratory.

* X

Managed

Robust process
management with
associated
governance.

Infrastructure for
leveraging data and
technology to
manage operations.

< data analysis via Al; predictive analytics >

< combine Al & Process mining >

* ok Kk

( Alignment between A

disciplines (process,
risk, compliance, IT)

Use of data from
processes and data
about processes to

support decision-

\_ making.

*

Optimized

Improving is a normal
part of 'the job’.

Lean six sigma, data
analytics and
assistive technology
work together
optimally.

*x Kk %

Intelligent

Innovation and active
management of the
process life cycle.
Data and technology
are used as strategic
differentiators.

Time
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How this works in practice
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Based on our vision we achieved 30% efficiency gains in 2 years in a
reference case at a dairy trading company

Origin of 30% efficiency increase

7% Robotics / Automation

e.g. e-invoicing

Optimized processes 8%

e.g. reduction waste, standardization
& capacity management

5% Master data

e.g. standard agreements,
checklists and application forms

Better facilitation
%
current process 0

e.g. usage of SharePoint,
workflow for process control

5%
Reorganizing tasks

e.g. distinction between standard (‘fast track’) and
complex (custom) processes; centralize administrative
work




We started with strategy and TOM, based on this we created ideal state
and sliced it in multiple transformation stages

1. Define design principles
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Then we determined the current state in a pressure cooker

“AS 1S” processes mapped 100+ improvements Improvement workshop
per topic and subject
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Mavim can support this by connecting process (AS IS & TO BE), KPl’s
meetings and roles & responsibilities (RACI)
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For managing the different process levels we applied the following structure

“Each level discuss the right level of KPI’s periodically to steer on their process (run & change).
Here performance, improvement and successes are #“

1. Management reporting on KPI’s:

[ ovmview

Dairy trading company
0 Meeting for MT to
discuss integral
dashboard (30 min)
(Every 2 weeks)

wwwwww

e Meetings per =

department (30 min)
to discuss within
(Every 2 weeks)

wwwwwwwwwwww

hnce Finance
Accounting @

v -

Meetings per team Trade Trade Trade Inland Supply chain
within department LATAM @ 120 @ us @ Export US
(30 min) to discuss

within Trade US Trade Supply chain

(Every week) Export @ Brazil @ Inland US




Performance dialogue for monitoring KPl performance & realizing
improvements

Process steering

Dairy trading company

gistics

Deliver goods and

SC/Logistics Close deal Allocate send Invoice

product

List of improvements

Quality assurance
pressure cooker

. Template Automatic .
SRS contracts sending Credit notes/NC’s
FTR (Order entry) Lead time (trade) Optimized pipe"ne Debit/credit notes, overdues, bank statements, inventory adjustment/reconciliation contracts/invoice insights

S

Ideas from the team

Customer surve
| Intercompany Freight/warehous

SC/Logistics Finance Trade

(extra/intra) e management

Cost of sales/MT Lead time Cash conversion cycle Value added << Continuously |
(SC/Log) being picked up by
<< Fed by PI's, per department per team in Tableau dashboards >> teams >>

SharePoint optimization Approval flow Shared inboxes

Feedback from clients, suppliers and Intercompany communication

o



What are key factors for success?

- @ th,

Active sponsorship BPM as part of overall Structured approach for
senior management strategy with clear goals decisionmaking around
improvements and keep

track on results

QO

View processes in
conjunction with data &
ai, kpis, technology, risks

& controls

o

Build an internal center
of excellence for
knowledge retention
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o
Questions?

Let us know in case you would like more information
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