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2 Objectives for discussion 

•  NAB background 
•  Operational differences 
•  Improvement from where? 

•  Capability gaps – ‘Match fit’ 
•  What is ‘Match Fit’?  
•  What is AOM? 
•  S&OP and AOM overview 
•  Forecast Balance tolerances 
•  Matching supply & demand 
•  Benefits - Stabilisation 
•  Lessons - Stabilisation 

•  Where does 6 Sigma fit? 
•  6 Sigma & Lean deployment 
•  Transferable tools 
•  Difficulties in the services industry 
•  Benefits – Improve 
•  Lessons - Improve 

Stabilise 

Improve 

Introduction 



3 nab Background 

•  The company traces its history back to the establishment of The National 
Bank of Australasia in 1858. 

•  The Group is organised around three regional businesses:  
Australia, UK/Europe and New Zealand 

•  Brands include National Australia Bank (Australia), Bank of New Zealand 
(New Zealand), Yorkshire Bank and Clydesdale Bank (United Kingdom).  

•  As at June 30 2004, prior to the sale of its two Irish banks, the group had 
10,799,297 customers globally 

•  As at September 30 2004, NAB (Australia) employed 24,567 people  

• Net profit for the 2004/2005 financial year was $4.37 billion 



4 Operational differences 

– No Finished Goods stock  

– Customers are often involved in 
production process which introduces 
constraints in terms of timing and quality 

– Service is perishable – meet it or don’t 

– People are key resources in the 
production system, we cannot switch the 
dial to a specific production rate every 
day 

– There is a line of visibility for the 
customer which can be crossed multiple 
times during the production process 

– Transaction volumes are usually large 
and no two “products” are the same 
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6 Capability gaps – ‘Match Fit’ 

• An analysis on our Operations areas conducted in 2003 showed we 
didn’t have the following capabilities; 

- Business drivers unknown 
- Process maps were almost non existent 
- Resource planning was a hit & miss affair 
- Forecast volumes weren’t known or communicated 
- Metrics reporting wasn’t specific to business requirements 

 These gaps caused us to go through a ‘Match Fit’ stage in each of 
the Operations areas, which is still rolling through other 
businesses. 

Stabilise 



7 What is ‘Match Fit’? 
Process Maps & Simulation 

Business Driver Template 

Customer Touch Points 

Service Level Agreements Policies & Procedures 

Sales & Operational 
Planning 

Strategy Maps and 
Manufacturing Metrics 

Specialist Manufacturing 
Recruitment 

Operational Diagnostic 

Report 

Record actual data 
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Plan Monitor  
vs Plan 

Annual forecast 
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8 What is AOM? 

Stabilise 

•  AOM is short for Active Operations Management. It relates to the 
methodology of how we run our operations, nationally 

IDEAS 
(Key Principles) 

ACTIONS 

OUTCOMES 



9 S&OP and AOM overview 

Stabilise 



10 Forecast balance tolerances 

Stabilise 



11 Matching supply & demand 
Where demand is greater than supply; 

–  Staff sought from other areas (within department, site or 
interstate) 

–  Increase Utilisation (ie: reduce meetings, training, etc) 
–  Look for further productivity / output gains 
–  Overtime 
–  Hire temporary staff 
–  Minimise leave 
–  Increase in WIP 

Where supply is greater than demand; 
–  Excess staff deployed to other areas (within department, 

site or interstate) 
–  Decrease Utilisation (ie: increase training, cross skilling, 

etc) 
–  Overtime bans 
–  Minimise Temporary staff usage 
–  Maximise leave 
–  Decrease in WIP 

Stabilise 



12 Benefits - Stabilisation 

Stabilise 

Highlights: 

•   A 58% 
improvement on 
forecast accuracy 

• A ROI in 6-9 months 

• A 27% increase in 
productivity in just 
over two years 

•  An 16% increase in 
output in just over 
two years 

• Improvements 
achieved just 
through ‘stabilisation’ 



13 Benefits - Stabilisation 

Stabilise 

Highlights: 

•  A 7% reduction in 
unit cost over two 
years 

•  Based on a $90 
million yearly 
budget, this 
translates to about 
a $6.3 million 
saving through 
‘stabilisation’ 



14 Lessons – Stabilisation   

•  Executive level ‘buy in’   
•  Ensure a common language is established in the S&OP forum  
•  All managers must be committed to the ‘journey’  
•  Establish and communicate a monthly planning calendar for the year 
•  Share successes and failures, and be open to suggestions 
•  Document inputs, outputs & processes 
•  Employ and engage appropriate SME’s 
•  When goals are achieved, set others to maintain the momentum 
•  Team leader and manager attrition due to increased accountability 

Stabilise 
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Process Management 

A.O.M Match Fit Six Sigma/ Lean 

Key principles 
Focusing on the customer 

Understanding and managing variation  
Using data and not jumping to solutions  

Process Improvement 

Where Six Sigma & Lean fit 

Lean and Six Sigma methodologies are the progression to process improvement 
once process management with AOM and Match fit has been achieved. 



16  Six Sigma Deployment Strategy     
•  The deployment of Six Sigma has been through a Top-Down approach 

in Lending services   

Department Heads & Centre 
Managers sponsor training  

Analysts / Project Managers                         
(Minimum Green Belt trained) 

Awareness Sessions                         
(All Lending Staff) 

High Potential Green Belts identified 
in Functional Areas 

Large-Scale Projects 
Undertaken 

Medium-Scale Projects 
Undertaken 

Project Selection Criteria 
Developed 

Sponsors/Coaches 
identified  

All Projects to follow the Six Sigma methodology 



17 Six Sigma Transferable Tools  

Not all tools available in Six Sigma and Lean methodologies are 
appropriate for use in the Financial Services industry. Some of the tools 
Lending Services have used successfully are: 

•  Project Charter 

•  Voice of the Customer 

•  Data Collection tools, Sample size calculations, Process Mapping 

•  Analytical tools such as Box Plots, Pareto Charts and Run Charts 

•  Metrics including Throughput, Baseline/Improved DPMO 
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Define - Project Charter 

Problem Statement  
•  The Business customer experience can be improved by quicker  
   turnaround times and accurate Stamping and Registration documentation.    

•   NAB Lending pay a considerable amount in fines each year due to late Stamping and 
    Registration 

Goal Statement 
•  Reduce process lag time and inbound / outbound errors from BBC’s &  
  Lending Services.   

Scope 
In        
•  BFS Custom  
•  LS Settlement (Receiving Deeds), Stamping & Registration processes 
  
Out 
•  MCG, PFS, Third Party & BNZA 
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Voice of the Customers 
Banker feedback was obtained from the four pilot sites. Two key S&R VOC issues are below: 

Define - VOC 



20 Measure - Baseline 

Baseline Lag time =  59 days 

S&R 
completed 

5 days 5 minutes 

S’ment 
team 

 S’ment 
Support team 

25 
minutes 

S’ment docs 
on filed - 
until day 
prior to 

s’ment date 

 RM 
manually 

submits   
s’ment S’ment 

Agent 

5 
minutes 

S’ment 
team 

S’ment 
docs sent 

to LS 

1 day 1 day 

S’ment 
docs 

sent to 
LS 

1 day 

S’ment 
docs 

sent to 
LS 

1 day 

S&R 
docs 

sent to 
LS 

S’ment 
docs sent to 

banker 

1 day 54 days 
(75% = 6 

to 68 days) 

Banker 
collates 

and sends 
S&R docs 

to LS 

S&R Pre-
processing 

   Value added work 

 Business added work 

Waste - Non value added  

The Process was mapped and time measured to determine the Baseline. 

Value stream analysis was performed to identify the value added and non-value added functions.   
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Correlation and boxplots analysis confirmed that there is a relationship between errors within the files 
and the time taken to complete.  Pareto analysis shows all green shaded documents are government 
forms. 

Analyse 



22 Improve 

S’ment 
Agent 

1 day 

S’ment 
docs 

sent to 
LS 

1 day 

S’ment 
docs 

sent to 
LS 

 S’ment 
Support team 

25 
minute

s 

S’ment docs 
sent to LS 
S&R team 

1 day 1 day 

S&R 
docs 

sent to 
LS 

S’ment 
docs 

sent to 
LS 

1 day 

S’ment docs 
on filed - until 

day prior to 
s’ment date 

5 
minutes 

S’ment 
team 

5 
minute

s 

S’ment 
team 

0 days 

Banker 
collates 

and sends 
S&R 

docs to 
LS 

S&R 
completed 

5 days 

S&R Pre-
processin

g 

 RM send both s’ment 
and S&R documents to 
LS up-front, using S&R 

ref guide. 

 Elimination of 
the processing 

team (as a 
quick hit) 

Benefits 

* Reduction in lag time by 55 days. 

* Reduction in late stamping fees est. $700k p.a 

* Elimination of the pre-processing team  

Total cycle time = 9 days 

Total lag / dead time =  4 days 



23 Lean Deployment Strategy 

Dept Heads & Centre Managers 
(Lean Simulation Workshop)  

Team Leaders                             
(Lean Awareness Sessions) 

Criteria for Lean Deployment 
Scheduling developed 

Lean champions for each functional 
team and sites identified  

12-week intensive lean activities 
in functional area  

Install a culture of continuous improvement 



24 Lean Transferable Tools 

The Lean tools implemented in the first iteration are: 

•  Value Stream Mapping 
•  5S 
•  8 Wastes 
•  Visual Factory 
•  First In First Out (FIFO) 

•  There are a number of Lean tools available. The above tools 
were selected for the first rollout, as they are easy to grasp and 
provide large visible benefits. 

•  Lean is about continuous improvement. As the business is 
transformed, more tools will be introduced to continue to 
achieve incremental improvement. 



25 Example of FIFO  

Files due today       Files Due Tomorrow 

•  The files that come in first are the ones which are worked on first 
and out the door first. Work is completed in the correct order. 



26 Example of Visual Factory 

Employee workload is 
transparent. Team members 
can see when other team 
member needs assistance 

Barriers to workflow or file 
completion are colour coded, 
visual and easily identified as 
it happens (enabling quick 
resolution) 

•  Visual factory is the use of visual controls to allow all team 
members to see how their process is performing. 

•  Visual Factory includes; labelling, visual displays and charts  
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After Before 

Example of 5S 



28 Lean Implementation 



29 Difficulties in the Services industry 

The difficulties experienced when using manufacturing based tools in a 
services environment include: 

•  Lack of useable data 

•  Voice of the Customer data is difficult to obtain   

•  The culture of using metrics is relatively new as compared to 
manufacturing 

•  Additional time must be allocated to allow team members to learn and 
understand the concepts. 

•  The process is highly paper based or electronic - harder to see 
inefficient areas 



30 Lessons – Improve 

•  Must be implemented as a top-down approach 

•  Awareness sessions for all staff gain buy in for the methodology and 
assist when implementing improvements 

•  Training which is rolled out must be adapted to suit the audience. 
Highly statistical presentations are not viable for an area in its infancy 

•  Necessity to engage cross functional teams with members from both 
financial services and other industry backgrounds.   

•  Financial Services industry examples are related to more easily than 
traditional manufacturing examples 
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Thank you 


