Case Studies

X CELS OURCE

excellence in sourcing

ExcelSource is your trusted adviser on E

your organisation’s support services. )
We are able to offer an in-depth
assessment of your current services;
Finance, HR, IT and Facilities and help you define strategies to gain best value in
terms of cost and service quality. In identifying any potentials business change
opportunities, we will recommend if the services are best carried out in-house, or by
a 3rd party. Furthermore, our experience extends to realising value from performing
appropriate services in offshore locations. At each step of the way, we seek to
articulate the value of our engagement; be it a high level preliminary assessment, or
detailed service review, our business case will always demonstrate the value to your
business. The following client case studies demonstrate the value we provide to our

client organisations.

Challenge: Review IT & 1. Sourcing Strategy Across IT & Operations
Operations and define a new
sourcing strategy thereby

accelerating business Client Overview

transformation. .
In May 2011, ExcelSource was asked to review our

Approach: Financial analysis,

sourcing options review, client’s IT & Operations Departments with a view of
location assessment, business o . . .

ey defining the rights service delivery model for the
Solution: Outsourcing and future. Our client, a considerable UK-based retail
captive recommendations ] o )

accepted at board level. finance organisation had nearly 2/3 of its staff based
Outcome: Business case in these 2 departments.

demonstrating a £7m+ p.a.
cost savings potential.

Challenge

The company had already gone through some business transformation activity, with
one site closure and some peripheral restructure activity. Our project needed to be

carried out whilst the organisation was continuing to progress with its changes. One
of which was a 2" site closure. There was however, a perception that with the right

sourcing strategy, it could accelerate the transformation already being progressed.
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Solution

ExcelSource carried out a detailed financial cost analysis of the 2 department in
qguestion. Furthermore a business risk, organisational and role reviews were carried
out. Different sourcing options were contrasted for the client comparing the status
quo with outsourcing, JV, managed and captive options. The outcome was a
recommendation to change the operating model to outsource IT; with some
differences in approach between IT Infrastructure and Software Development. Also
our client was to create a captive entity for the Operations Department in a low-cost
location. A location assessment was prepared and suitable sourcing locations were
identified. Senior leaders in our client visited some of the strategic locations

identified. Our recommendations were presented and accepted at board level.

Benefit
The business case identified that a cost improvement of some >£7m p.a. was
achievable from our recommendations. Our client is presently planning the changes

required in their organisation.

2. Agile Software Development Services

Client Overview

Challenge: Make software In July 2011, ExcelSource was asked to help formulate

development more flexible and
able to respond to business

demand. UK financial services company, to deliver its future

Approach: Strategy
formulation, location
assessment & procurement for

services. Challenge

Solution: Service
requirements. RFP process

EERRRERRreferred supplier waterfall-based development method to an agile
from a long-list of 53.

a more flexible way for our client, a market leading

software development services.

Our client had made the successful transition from a

B F oxiblc resource scrum-based approach. It had moved its

. ] .
pool and a cost saving of 60%. | joyelopment teams into a number of development

pods, but much of the project-based development had to be carried out by local
contract resource. This was costly and left the client with a business risk of reduced

skills and knowledge retention.
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Solution

A team extension model was formulated that would see some development roles
being outsourced to a specialist agile development company. The scope was
tendered and much emphasis in the RFP was placed on the softer aspects of
communication, cultural match and development productivity. An Eastern European

company was chosen as the preferred supplier.

Benefit

The key benefit of having a flexible development resource was achieved. The
resource pool can be expanded and contracted as development needs increase and
decrease. A secondary benefit of a 60% cost reduction from local resource to the
outsourcing provider allowed the initial investment of communications

infrastructure improvement to be readily funded.

3. Recruitment Process Review

Challenge: Deliver internal
recruitment SLAs at all times.

Mid 2011, ExcelSource was asked to explore ways to Approach: Benchmarking and

Client Overview

. I L . business case
increase the flexibility lacking in a recruitment

Solution: Analysis of client

function of our UK-based retail finance client. data and industry benchmarks
Outcome: SLAs proven to be

Challenge met and improved. 28%-42%
demonstrated.

When reviewing the recruitment function of our

client, a 4-person team, we identified that during times of increased project activity
caused by new client take-on, staff was not recruited within internal service levels
expected from the business. As a result, our client often had to resort to bringing in
temporary resource to meet the business needs. Furthermore, a very large
proportion (62%) of recruitment was carried out externally at significant cost to the

business.

Solution

ExcelSource carried out a benchmarking project and prove that similar organisations
were able to deliver recruitment services at lower cost. The use of a recruitment
process outsource provider was able to leverage their economies of scale to deal

with peaks and troughs and increase the direct recruitment proportion to 90+%. A
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business case was created that demonstrated the advantages for our client to move

from an internally delivered service to an RPO model.

Benefit Head of HR Service Delivery,

. . . July 2011:
Overall internal service levels could readily be i

"ExcelSource’s investigation
achieved (and improved upon) at all times of the year. really opened our eyes and
allowed us to rethink how we
deliver the recruitment service
to the business”

Cost saving were demonstrated to be between 28%

and 42%.

4. Global IT Consolidation Phase 1: Strategic Review

Challenge: Save a perceived
cost from IT infrastructure
consolidation

Client Overview

During Q4 2009, ExcelSource were approached by a
Approach: Benchmarking and

Comparative proposals client, a global software and services company to the

Solution: Thorough review of Telecommunications industry, to carry out a strategic
services. Proposals from 5 ] o ]

Outcome: Limited savings
identified from consolidation Challenge
scope, but much larger savings
opportunity scoped out from
broader business review.

Our client’s organisation had grown rapidly globally

to include some 30+ countries and believed their IT

provision could benefit from consolidation. Their 11 data centres were singled out
for potential cost saving opportunities. ExcelSource were asked to explore data
centre consolidation and see if this could be carried out more cost effectively

through the use of 3" party providers.

Solution

ExcelSource carried out a cost evaluation that included a thorough review of internal
data centre costs, as well as work with a number of suppliers to gain a comparable
cost for co-location, managed IT infrastructure and fully outsourced IT infrastructure
services. A business case was drawn up that compared three internal and 7 external
scenarios in terms of NPV (Net Present Value). The project took two months to

complete.

Benefit
The outcome of the evaluation was that when limiting the scope of the project to

data centre consolidation, the benefits derived didn’t warrant the investment
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needed to deliver with a relatively small (£0.5m) saving over a 5 year period.
However, when broadening the scope to an IT-wide review, an improved business
case could be created. ExcelSource were subsequently contracted to deliver this

improved business case.

5. Global IT Consolidation Phase 2: Implement Strategy

Client Overview
In Q3 2010 we were contracted by our client, a global software and services

company in the Telecommunications industry, to implement a global strategic

Challenge: Save costs change of its IT Services function.

identified in Phase 1 project

Approach: Detailed cost Challenge

analysis & restructure project . . . . ,
- ation Following an earlier project to explore our client’s
Solution: IT infrastructure data centres, with a view to consolidating them,

consolidation, ITIL process
deployment, role review,
organisation design

ExcelSource was contracted to review the entire IT

function. This was a function operating out of 10
Outcome: Close to £1m
savings from a base of £6m. locations, with budgetary responsibility of £7.5m

Far improved IT services

Opex, £2m Capex and a team of 60 employees.

Solution

A business case was drawn up identifying a number of improvements that could be
made. These included the design and deployment of a number of ITIL processes, the
consolidation of the data centres, the restructure of the IT function, crafting of a new

set of ITIL-based roles and a number of architectural improvements.

Benefit

The changes are presently being implemented and a business case is being tracked
that will save our client circa £1m in expenses p.a. from a £1.5m investment. More
importantly, our client will gain a fully standardised, measurable set of ITIL processes
that ensure their IT service provision is the same across the world and allows them

to address their next stage of growth.
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6. Review of PoS Process & System of a UK High Street Retailer

Client Overview
In March 2011, ExcelSource was asked to review the Point of Sale process and

systems for our client, a market leading UK health care industry high street retailer.

Challenge Challenge: Perceived cost
saving by improving the PoS
system. Concern about
internally proposed solution.

Our client had already done some review and

considered a business case to automate some of its

Approach: Cost analysis

manual processes. However, the automation solution R ction.

appeared costly and may not meet the corporate Rol Solution: Business case and
suitable vendor list.

objectives.
Outcome: PCl compliance & <2
year pay-back.

Solution

ExcelSource carried out an assessment of the PoS process and a review of the
internal business case. Two conclusions were drawn. 1) The business case could be
improved upon by tendering the development with a number of alternative retail
systems vendors. 2) A PCI compliance issue was identified that needed to be
resolved. An improved set of PoS systems objectives were also created that made

the overall requirement a little less ambitious.

Benefit

The PCl compliance objective would be achieved. Furthermore, payback of the
automation was within 2 years with savings achieved from a reduction in manual
processes activities in Head Office and Branch. A list of suitable vendors was

identified.

7. Facilities Services Outsource

Challenge: Perceived cost
saving by Outsourcing the
Facilities function

Client Overview

In Q4 2010, ExcelSource was contracted to perform a

Approach: Detailed cost

B iivcry project preliminary assessment of a clients’ Facilities

Solution: Outsource tender department, with a perception by its board that the

Outcome: 25% cost saving function would benefit from being outsourced. The
from a £x,000,000 base

client is a key player in the financial services sector
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and has seen many of its competitors do the same.

Challenge

Our client felt they would benefit from outsourcing their
Director of Strategy, February

Facilities function and were seeking a solution that 2011:

"Thank You” for all of your

meant they could react to industry changes more quickly _ _ :
hard work in getting to this

whilst saving money. stage of the project.
The issue of the ITT was an
Solution important milestone, and your
knowledge & expertise has
ExcelSource embarked on a benchmarking exercise for a been critical to get us to this
point, in the timescale in
number of the client’s Facilities Services. A number of which it’s been achieved.
services under management were excluded, as these We have an interesting period

of activity ahead, but | just
were either fixed cost (i.e. rents, rates, or service), or the wanted to say “Thanks” for all
your help to date."

benchmark would not be reliable due to its specialist
nature. The remaining services were benchmarked against a number of similar
companies in their industry. A significant difference between the benchmark sample
and our client’s services was identified. An initial draft was carefully reviewed to
check our assumptions were valid and some assumptions were adjusted from this
review. Subsequently, a 2-stage tender process commenced. The first ‘request for
information’ was issued to a long list of 15 suppliers. From their responses a total of

8 suppliers were invited to tender.

Benefit

From this exercise, 25% of costs were identified as potential saving opportunities.
ExcelSource made a recommendation that this saving can be realised by internally
restructuring the Facilities function or by outsourcing the function to a 3 party. The
client decided that the outsource route would achieve the savings objective soonest.
ExcelSource has successfully completed the tender project which confirmed the
potential savings opportunity. A small number of suppliers have now been chosen as
the short list to best serve the required services. The client has now commenced a
further business restructure which affects the tendered services and as such the

project is on hold from implementation.
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8. IT Outsourcing Contract Review

Client Overview
In late 2007, our client, a market-leading mid-sized service provider, knew their key
IT Infrastructure outsource contract (with a leading European outsourcer) was

coming up for renewal.

Challenge

B b rove IT service The client faced several challenges with business

performance and prove
perceived cost disadvantage

Approach: Benchmarking and and the quality of service not what the client, or their
tender process

critical service elements provided by their outsourcer

customers expected. The client’s leadership team
Solution: Thorough review of
services. 2-stage tender also believed the service provider was expensive, but
process. Innovative best-of-
breed multi-sourcing contract.
Create an SLA with teeth.

had no proof to confront the outsourcer with.

Outcome: 5 new supplier Solution
contracts negotiated. Common
Terms. 41% cost saving. Vastly
improved service architecture

with far better SLA.

The client instigated a project to evaluate both the

quality and cost aspects of its IT outsourcing contract.

Extensive discussions were held with the clients
outsourcing provider and a 3" party was engaged to provide high-level
benchmarking data to see how their IT services compared to the market. Both were

carried out in terms of cost, but also service performance.

From this study, a gap of about 30% was identified between the market rates and
what the client was being charged. However, as is often the case with outsourced
services, it is quite difficult to compare one service with another. The high-level

benchmark did not provide an apples-for-apples comparison.

As the gap was large enough to consider further, the client’s leadership team
decided to take the benchmarking exercise to the next stage. A formal benchmark
study by a prominent benchmark organisation would have satisfied the method
spelled out in the client’s contract, but it could have taken months to complete and

would have been costly.
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The alternative route of a tender process was therefore undertaken. Tender

suppliers were told it would be split into two phases. Phase 1 would serve for

benchmarking, and phase 2 would be carried out with a
Chief Information Officer, April

shortlist of suppliers, allowing the service to be 2009:

transformed into an up-to-date managed IT service. As a result of the IT
transformation project

instigated and carried out by
The incumbent supplier was invited to respond. Marcel and his team, | strongly
believe that our company now
has a market leading IT
infrastructure that will truly

greatly in terms of detail and understanding of the EEIACE us against our
competitors. | know | can sleep

client’s services. However, it was clear that a number of | again at night knowing our IT
infrastructure will serve our
suppliers had a better understanding of the client’s customers well. In the current
economic environment, the
cost savings from this project
will make a real difference to
our bottom line."

At the end of the Phase 1, the proposals received varied

requirements and quoted service levels that exceeded

current levels at a cost that reaffirmed there was now a

32% cost differential.

The incumbent supplier was again invited to respond, but could not provide a firm

offer that reflected market reality.

Phase 2 of the tender process took place and a shortlist of preferred suppliers was
created. From that, contracts were awards to five new providers. Contractually, the
client was protected (as far as possible) with back-to-back SLAs and common Terms
to mimic an umbrella agreement. This risk the client felt they could manage
themselves. The incumbent supplier was retained for one element of service and
from the five suppliers, one was heavily biased towards off-shoring and the others

were not.

Benefit

The net result of the project was a newly transformed service with a new IT
architecture fit for the coming years. A relatively small investment was required to
see a 40% p.a. saving, along with) for superior service levels than the client had ever

had from its previous single supplier.
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9. Offshore of Transactional Finance and Other Business Processes

Client Overview

This project was carried out for a leading global outsourcer of HR services. By the

IR i control of a nature of its business, this company had many years

e base whilst of outsourced services experience to its own client
saving some costs

IR Nove the work base and knew what a good quality and cost effective

from set of affiliates to an F&A
SSC in a wholly owned offshore
subsidiary with on-shore

overflow. Challenge

outsourcing service should offer.

Solution: Recruit 100+ staff in
9 months. Develop and

execute extensive training Small Business Payroll customers that used 3™ party
programme. Develop
communications and IT links as | affiliates to process its customers’ payrolls. The client
needed.

In 2006, the client had a service delivery model for its

had effectively lost control of this valuable customer
Outcome: More standard

product. Re-gained control of base and believed it ought to bring control back in-
the customer. 58% cost saving.

house. The initial driver some years earlier to use

affiliates was a cost saving exercise and many ex-employees of the client had set-up
as affiliates. The client explored using its own offshore facility to process the bulk of
the payrolls involved. The client was aware that, for contractual reasons, some of its
customers would be unwilling to be processed out of the UK. Furthermore, as many
customers had a long term relationship with their affiliates, there would be
challenges in persuading them to make the change. A target or 80% was set to
process offshore. The other 20% would process with a newly established Shared

Services Centre team in Scotland.

Solution

A 12 month project ensued and was completed in November 2007 to create a
Shared Services Centre for these F&A services. Approximately 120 new employees
were to be recruited offshore and put through a rigorous 8 week UK payroll training
programme. A specialist training programme was constructed, covering general
company induction, data protection, payroll legislation, payroll systems training and
customer service skills. Additional management training was provided to Team

Leaders. The overall programme was tightly managed, covering document transfer
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and processing, customer communication, scheduling and post transfer satisfaction

surveys. Some 3,500 customers were migrated over 9 phases.

Benefit

The end result was that very few customers were lost due to the move and the client
saved 60% from a cost base of £1.2m. 86% of all customers were ultimately
processed offshore. The product itself was improved and standardised, as many
affiliates had come to provide bespoke solutions for their customers. Operations
management were also able to implement performance tracking mechanisms that

meant reducing the target headcount to circa 100.

Why Wait?

Contact us now to guarantee Excellence in Sourcing.

info@excelsource.co.uk

+44 (0) 1206 580 125
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