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One of the largest manufacturers and sellers of beauty and personal care products with annual
revenues of over $2.5 billion, and a worldwide operating presence in over 130 countries.

The company’s product portfolio includes: hair products, cosmetics, beauty treatments, fragrances,
skin care products and more sold through retail channels and specialized beauty salons.

With an aggressive growth plan to double sales within five years to reach the $5B mark, our client
determined that concentrating on value-creating activities that drove revenue growth was the stra-
tegic priority going forward. The two avenues chosen by management to accomplish this goal were
to grow the business organically while pursuing strategically accretive acquisitions.

Although these approaches might appear to be significantly different, one common element they
shared was the requirement of a cost-efficient Finance & Accounting (F&A) operating model that
was scalable to support the expected growth while allowing the company to focus on its core
competencies.

The current finance organization was still managed in a very decentralized environment, with only
one of its three business units being partially managed under a centralized organization that lacked
the characteristics of a true shared services model.

While some F&A processes were quite complex, most of the activities were transactional in nature,
tying up critical business resources that would be better used towards revenue generating
activities such as business development, competitive and product marketing analytics,
strategic sourcing initiatives, and the pursuit and integration of strategic acquisitions.
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Auxis was engaged to design and implement the Shared Services Strategy & Operating Model for the
client’s North American back office operation to support the consolidation of three distinct business
units, including the integration of a recent acquisition into one Shared Services Organization.

The key objectives of the project included:

» Define the most optimal Shared Services Operating Model, evaluating multiple location
scenarios/business cases that included both “captive” models (all in-house) and “hybrid”

models with an outsourcing component from Auxis Nearshore Center in Costa Rica.

» Migrate transactional accounting functions to the selected lower cost location to start
delivering cost savings during the first year.

» Revamp the existing Shared Services Organization in the US to become a true “Center of
Excellence” (CoE) versus a pure transactional center.

The proposed and selected hybrid model included the migration of multiple F&A transactional
activities to Auxis’ Nearshore Center in Costa Rica (over 50 FTEs), as well as the establishment of a
Center of Excellence (COE) in the client’s US-based Shared Services.

Some of the workload redistribution involved reallocating higher value work back to the
Departments that should be more focused on value creation while re-leveling the span of control

and reducing headcount based on industry benchmarking and synergies from the centralization of
processes.



https://www.auxis.com/shared-services-strategy
https://www.auxis.com/shared-services
https://www.auxis.com/blog/outsourcing-vs.-captive-shared-services-which-model-is-right-for-you
https://www.auxis.com/nearshore-outsourcing/costa-rica
https://www.auxis.com/lp_finance_accounting
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The key benefits achieved included:

Increased levels of specialization leading to less fragmented
processes and headcount reduction

Improved service levels
Enhanced focus on core competencies of the business and growth drivers

Scalability and increased control over the changing operating model

Continuous improvement and performance optimization by
establishing the Center of Excellence

33% Cost Savings through the initial “lift and shift” approach, with an IRR of 90% and a
payback period of less than 2 years.

Auxis is currently implementing Robotics Process Automation (RPA) to automate multiple
F&A processes, including AP Invoice Processing, Journal Entries Processing, etc. If you're
interested in learning more about RPA, download our newly published 2018 Robotics
Process Automation (RPA) Survey Report: Where Are We With RPA?

WWW.auxis.com



https://www.auxis.com/rpa-robotics-process-automation
https://www.auxis.com/rpa-demo
https://www.auxis.com/2018rpastudy
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Based on 20+ years of experience in Shared Services Strategy & Implementation, Auxis executed
the following proven approach for success:

Analysis, Documentation & Design

Develop Process Inventory - This first step is critical to the success of any process
migration as it provides foundation that the various business units will need to follow

Documentation & Design - Auxis Develop inventory IT systems, internal controls and
reports and created detailed “As Is” process flows and SOPs

Future State Model - Auxis developed “to-be” processes & model based on operating
vision as well as implemented required enabling technologies

Hiring, Training & Migration
BPO Hiring - Developed job descriptions, hiring target dates and talent acquisition

Training Program Development - Created training materials based future state de-
sign, schedule of trainers, time, location, and participants

Training Execution - Led the training of both the SSC and BPO teams based on
responsibilities defined on the future state operating model. Imparted classroom
orientation and training of core transition team members as well as tracked the
successful completion of process shadowing sessions

Hyper Care & Stabilization

Soft Go-Live - Developed cut-over criteria and contingency plans, managed and tracked
the transition issues, finalize Service Level Agreement, and developed continuous
improvement and process standardization plan while updating desktop procedures

Go-Live & Stabilization - Develop ongoing governance model and transition oversight of
team to the operations team






