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Why? 

 

We are often challenged in our consulting endeavours by clients who have a sound and well-

developed enterprise strategy but struggle to realise value from their strategic intent and efforts. 

In discussions with these clients, we typically discover that they plunge straight into operational 

architectural changes, generally in technology, to execute and achieve their strategy by 

implementing new and far-reaching enterprise systems. 

To add to the complexity, the CFO is faced with a multitude of challenges and opportunities 

ranging from demands to fund the strategic intent of the enterprise to the complexity of 

developing a solution or solutions that simultaneously address daily operations. 

In developing an approach, several key drivers must be considered, of which minimising the 

required time and effort is vital, resulting in a clearly understood and executable approach. 

 

 

 Figure 1: Integrated approach to address issues 

 

  



The Opportunity  

Enterprises face a multitude of challenges, especially around trends covering game-changers to 

micro-trends. All these factors will have a substantial impact on the sustainability of the 

organisation.  

 Game Changers: Alters the way we live, work, interact, socialise and behave – examples are the 

motorcar, television, internet, Uber, Amazon, etc. 

 Megatrends: Global & sustained forces that impact business, economy, society, cultures and 

personal lives, thereby defining our future world and its increasing pace of change 

 Macro-trends: Changes to the business and operating model which are either proactive (changing 

the game) or reactive (regulatory or responding to a megatrend or gamechanger) 

 Micro-trends: Departmental and functional challenges that affect weekly & daily operations – often 

a consequence of poor upstream business & operating model decisions 

The majority of current initiatives are around the micro-trends as they are immediately visible 

and on a short-term horizon from our day-to-day activities and responsibilities. 

 

Finance has the opportunity now to reposition themselves to fulfil their potential and role within 

the organisation. First, however, Finance needs to address three dimensions to address the 

options over the longer-term game-changer horizon, which are: 

 Appropriate organisation - The applicable operating model delivers the appropriate organisation 

 Appropriate Operations - Operational processes, skills, technology, and KPIs 

 Delivering Value - Resulting in optimised the balance sheet and income statement 

 



Appropriate Organisation 

To future-proof the finance function, it must move from the traditional paradigm of transactional 

processing to the targeted paradigm of decision support and strategic partnerships with 

businesses.  

 Typically finance functions spend much of their resource and time on data processing and 

transactional aspects – these do not necessarily add value to the business 

 In the targeted paradigm for the finance function, decision support should be closer to 1/3rd of its 

output, with fewer resources, as opposed to 1/10th as per the traditional paradigm 

 The traditional paradigm often comprises cottage industries of low value, high volume, processes 

that consume many resources and drive up the cost of the finance service to the business, without 

the consummate value 

 

Figure 2: New finance paradigm 

 

Appropriate Operations 

The operations have to build around a clear understanding of value-enabling vs value eroding 

costs. 

 All companies experience costs; different industries, based on factors within the eco-system, will 

have different costs: income ratios, cost concentrations, and all will have some degree of similar 

expenses (staff, infrastructure, technology).  

 What is critical to understand and must be informed by the strategy and business model is which 

costs enable costs to allow the business to perform adequately and those costs which cripple the 

company owing to being unnecessary, poorly governed, and non-value adding. 

 Ensuring all business capabilities are understood, their KPIs mapped and ultimately informed by 

the business model. As a result, costs needed to enable or control the business will be identified – 

duplicated, or superfluous capabilities are rapidly recognised and can be eradicated.  



 Integrated reporting and data management are crucial assets for ensuring the ongoing effective 

management of requisite value-enabling costs. 

The above highlights the importance of timeous, relevant and accurate information management 

and reporting for business value. 

 Businesses all need to report data for statutory, regulatory and shareholder purposes. Typically, 

cottage industries within the company are established, grow disproportionately, meet these 

requirements, and are task-orientated instead of value-orientated. This essentially means these 

exercises are managed as “check-box” activities, and the completion of the action is a measure of 

success and embedded in the KPIs for reporting. 

 However, in switching to value-orientated reporting and determining the most appropriate 

operating model for the business, these cottage industries are quickly exposed as value-eroding 

costs. 

 Integrated reporting can add enormous value to the business if exercised correctly through the 

appropriate operating model; examples are customer insight gleaned from statutory credit 

reporting, staff retention and succession planning enabled from statutory labour statistics 

Delivering Value 

It can be explained by the example of unlocking latent balance sheet value. 

In other developing nations, South African companies have the lowest corporate debt ratio, indicating that 

companies have a great deal of unlocked value and potential on their balance sheets. Through prudent 

investment decisions that are informed by the appropriate data, business and operating models, companies 

can apply their latent capital with confidence – the reason companies lock up value in their balance sheets 

is because of poor business confidence and sentiment.  

Correct, timely and appropriate data will guide the most suitable investment decisions for companies. 

 

Figure 3: Unlock Value Opportunities 



 

Figure 4 SA Corporate Debt vs Emerging Economies (Source: Stanlib Economist Kevin Lings) 

Solutioning Approaches 

 

 

 

Decision support, which is the greatest value add to the business, can be enabled through 

appropriate tools. In addition, the overall finance maturity growth and multiple entry points can 

result in different routes being followed to achieve the same desired outcome if the appropriate 

approach is selected. 



Figure 5: Possible Approaches 

 

Resulting in the creation of value for each or all macro- and megatrends using integrated reporting 

that spans the breadth and width of the business, consolidating all aspects of the business 

through touch-sensitive drill-down dashboards that provide detailed, single-view-of-the-truth 

credible data and information to rapidly inform decisions resulting in: 

 Unlocking balance sheet value, 

 Identification of value-enabling vs value-eroding costs, and 

 Data management and reporting that provides business value 

 

The appropriate target operating model for Finance is the key enabler of realising the vision for the new 

future-proof finance function. The Target Operating Model (TOM) is the cumulation of how the vision and 

strategy of the organisation deliver and creates business value that is enabled by the requisite capabilities. 



It is imperative that the golden thread is maintained from the vision through to the TOM, which is 

manifested through the orchestration of the requisite capabilities – this ensures that all and only those 

capabilities are necessary for enabling the vision and strategy. 

However, it is necessary to distinguish between a business model and an operating model. There is a 

distinct difference and purpose behind a business model and an operating model. They are not synonymous 

with each other but are entirely complementary and are, in fact, mutualistic symbiotic. 

 

Figure 6: Business Models vs Operating Model 

Whatever the selected approach, it has to be suited to rapid solutioning and quick prioritisation decisions. 

 

Figure 7: Agile Approach to deliver value within Finance 

To deliver value and to reposition Finance in essence, three alternative approaches could be 

followed: 

 Top-Down 

 Bottom-up 

 Combination of the above 



In all cases, it will be driven by the capacity to adopt change and the critically of effecting change 

within the finance organisation. 

The top-down approach 

To achieve the target paradigm and greater maturity, the Business of Finance must undergo a 

repositioning through a consummate business and operating model is driven by “what finance 

have to do” by moving away from the traditional “Functional Structure” approach to an operating 

model and to a comprehensive business model allowing Finance to have the required capabilities 

to deliver on its promise by being a strategic business partner. 

 

Figure 8: Business enriching operating model approach for Finance 

The repositioning of the finance function results in benefits to its customers (business) and 

internal operations. The appropriate business and operating model benefits are typical: 



 

 All the desired and requisite customer outcomes are identified – what should Finance be delivering 

to its customers, to what level, when and how 

 The ownership (‘the who’) of Finance is clearly understood with demarcated roles and 

responsibilities, segregation of duties, non-duplication of effort and assigned priorities 

 KPIs are defined based on the customers’ (business) actual requirements as opposed to the 

perceived requirement from an internal perspective 

 Capabilities are built to be scalable, applicable, relevant and reusable – this creates significant 

future-proofing by limiting rework and recreation   

What do you get? A structured and managed approach that can accommodate any changes or 

changes in requirements – the adaptive future-proof finance function. 

 

Figure 9: Top-Down Approach to deliver the new Finance 



The Bottom-up approach 

The bottom-up approach will start with the review of the current finance processes but with a 

different hat from the normal “How can we improve the processes?” to the root cause of finance 

process inefficiencies and possibly the reason for that process’ existence. An example is typically 

the journal entries. The process reviews can be shaped to make it more efficiently, but the root 

cause for the journal entries will seldom be eliminated through this approach. (Doing wrong things 

better). 

 

The root cause of typical journals could be the lack of system integrations, the balancing of 

subsystems, but also could be the credit notes posted to debtors where the wrong items were 

dispatched, caused by wrong items requested, caused incorrect order taking, and perhaps 

ultimately caused by the lack of customer insights. 

By positioning Finance as a strategic business partner, insights can be obtained and guidance 

provided to sales, despatch, billing, etc., resulting in process efficiency and thus reduction in 

operating costs, including that of Finance. However, this can also result in the reduction of 

business risk, which will result in an increase in business value. Furthermore, capacity within the 

finance function will be freed up to attend to value-adding activities. 

This creates an opportunity to positively improve the finance operating model from the bottom 

up. 



 

Figure 10: Bottom-up approach to deliver the new Finance 

 

Combination approach 

The challenges of real-life are that the finance organisation will seldom have the luxury of 

following a single approach. A combination of the two approaches will be required. The 

opportunity is to align the two efforts and manage accordingly. 

This can be achieved by addressing a sliver of the finance function following a top down approach 

and following by a bottom up for the same sliver. This approach poses some risk but has the 

benefit of rapidly delivering short term value. 

 

 

 

  



Conclusion 

Multiple approaches exist to achieve improvements 

 

Figure 11 Multiple angles can be followed to future-proof the finance function 

 


