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How lean6-sigma can measurably 
transform, revitalise and enhance large-
scale processes. 

 

Efficiency is the key to organisational success – and in large organisations, it 
can become increasingly difficult to maintain efficient processes on a wide-
ranging and often international scale. However, the process of streamlining 
and enhancing processes is eminently achievable when lean six sigma is 
employed; moreover, lean six sigma generates measurable results which 
can be quantified in terms of bottom-line performance and profitability. 

 

Our client, a global group of energy and petrochemical companies, was led 
by an Executive Vice President who reported directly to the Chief Finance 
Officer. The organisation had offices in five countries and employed around 
5,000 staff.  Our client set out to transform the company’s finance functions 
which, before transformation, comprised three core areas: (1) ‘Finance in the 
business’, (2)‘Functional finance’, (3) ‘Finance operations’ - a central function 
that controlled 70% of financial processes such as expenditure, revenue, 
record to report, management information and data.  Our client outlined a 
vision in which its global finance operation would become ‘One Finance’ - a 
central world-class finance function. The Finance Functional Plan to achieve 
this comprised: 

 Re-balancing the role of finance within the company 
 Rebuilding foundations 
 Reducing complexity and cost 
 Enhancing professionalism and leadership 

 
The core aim of these proposed changes was to migrate finance functions 
away from the business, and so bring about operational improvements in 
terms of (1) quality, (2) reduced cycle times, (3) increased capacity Through 
these operational improvements, processes would be developed to: 

 Ensure suppliers were paid on time or early 
 Reduce penalties from Customs and Revenue 
 Capitalise assets earlier so as to increase cash-flow 

 Case Study 

Three finance functions 
needed to be allied into a 
single global operation. 

This would reduce complexity 
and cost, plus enhance 
professionalism and 
leadership. 

Specifically, processes were 
required for early or on-time 
payment of suppliers, for 
reduction of penalties from 
Customs and Revenue, and to 
capitalise assets earlier so as 
to increase cash-flow. 
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To create ‘One Finance’, it was necessary to migrate finance away from the 

business into one of the company’s five shared service centres – a process 

that would present many opportunities to improve operational excellence. 

 
Applying the principles enshrined in the acronym ESSA (Eliminate, Simplify, 
Standardise, Automate), our client defined its operational excellence policy, 
whose principals were executed via adoption of the lean six sigma tool set.  
Through Green Belt training, our client sought to build capability and quickly 
generate a critical mass of lean six sigma resources.   
 
However, before they embarked on a regime of training, our client worked 
to define operational measures (or Key Performing Indicators {KPIs}). These 
were defined for each finance process, and within ‘Request to Pay (RTP), 
they measured matters such as: 

 On-time payment (volume and value) 
 Accurate payments 
 Number of manual payments  

 
Within RTP there were a total of 16 key process measures.  The number of 
KPIs (by function) varied, and all KPIs were signed off by the process-owner, 
who was a Vice-President. 
 

 
 

 

By selecting lean-6sigma as their strategy during the migration process, and 
by evaluating their current processes, our client firstly sought to Eliminate the 
unnecessary work of over-processing and over-production. Secondly, by 
stripping out process complexity, the client sought to Simplify processes.  
 
Following these two key stages, processes were ready to be streamlined into 
one global Standard process - and finally, where appropriate, levels of 
Automation were introduced.   
 
It was the role of the process owners and Master Black Belts to work with the 
nominated Green Belt to define and work up a project charter.  The 
nominated Green Belt would then undertake a training course – and, on 
completion, would be expected to lead the project.  On successful 
completion of a training course and a project, the Green Belt would be able 
to apply for certification.  Project completion was ensured and aided by 
clearly defined toll packs for each of the DMAIC (Define, Measure, Analyse, 
Improve and Control) phases.  

 

Finance Operation Number of KPI's

Requisition to Pay 16

Intragroup Billing 15

Travel & Expenses 13

Order to Cash 12

Legal Staturory Reporting 9

Manage Close 7

Payroll & Benfits 6

Capital Assets 5

Master Reference Data 3

 Using lean6-sigma, and by 
evaluating current processes, 
client followed ESSA principles. 

 ELIMINATE over-
processing/over-production; 
SIMPLIFY processes; initiate 
STANDARD process; introduce 
AUTOMATION 

 Master Black Belts worked with 
nominated Green Belts to 
define project charter; Green 
Belt would then undertake 
training and lead project.   

 To create one finance centre, 
financial function had to be 
migrated away from the 
business into one of 5 shared 
service centres. 

 Applying ESSA principles 
(Eliminate, Simplify, 
Standardise, Automate) client 
defined operational 
excellence policy - executed 
via adoption of lean6-sigma 
tool set.  

 After defining KPIs, Green 
Belt training was required. 
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The table below illustrates the lean six sigma journey; 
 

 
 
 
 
 
 
 
Our client selected Shared Service Centres (SSSCs) and Finance Operations 
as the pilot plan for creating a culture of continuous improvement.  Migrating 
finance processes away from the business into SSSCs presented an 
opportunity to create global standards, global procedures and global ways 
of working.   
 
Within four years, the company had trained a critical mass (30%) of its 
finance staff to Green Belt level - and in turn, this delivered hard savings in 
excess of $91.5M (USD). Using a standard toll pack for each of the phased 
DMAIC processes ensured consistency and quality; it also helped to maintain 
momentum and ensure that projects were completed on time. Project 
savings were independently reviewed by Central Finance. 
 
More than simply a deployment within finance operations, this initiative 
provided our client with clearly measurable successes, as well as a platform 
to prove and refine company-wide lean six sigma deployment - which won 
second prize in the International Quality & Productivity Centre (IQPC) Best 
New Program awards. 

 Lean 6-sigma journey indicates 
Master Black Belts rose from 0 
to 6 over 3 years 

 Black Belts rose from 0 to 18 
over same period (Green Belts 
rose from 12 to 500). 

 400 projects completed in 3 
years, with $27 m hard savings 
and $6.2m cost avoidance 
savings in Year 3. 

Client selected Shared Service 
Centres and Finance 
Operations as pilot for 
continuous improvement.  

30% of finance staff trained to 
Green Belt level within 4 years. 

Hard savings of $91.5m – 
resulting in company.  


