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Sample project

Strategic cost efficiency improvement – Optimization of 
Head Office cost positions at a leading CEE Retail Bank
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Forced to readjust capacities to current market demands, the Bank engaged 
Roland Berger to identify savings potential in the Head Office

INITIAL SITUATION

> The prosperity of the financial sector of the past years 
encouraged the Bank to adopt a rapid and successful 
expansion strategy and open a series of branches nationwide

> Capacities were scaled accordingly and now, in the economic 
downturn the available infrastructure might be too large, not 
efficiently utilized

> From 2009 onwards, the Bank expects a slower development 
of the overall business and therefore has to reallocate its 
capacities to maintain the competitiveness of the bank

CHALLENGE

> Identify further cost saving potentials 
through FTE1) optimization in the Head 
Office and Regions

> Ensure a fact-based analysis of capacity 
utilization and related costs, based on 
internal functions, process reviews and 
benchmarks

> Elaborate an implementation plan in order 
to realize full year saving effects as soon 
as possible with continuous business 
operation

PROJECT BACKGROUND & OBJECTIVES

Initial situation and challenge

1) Full time equivalent
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Our tested project approach ensured the solid base for defining the appropriate 
cost optimization measures

PHASE I – EFFICIENCY IMPROVEMENT CONCEPT PHASE II - IMPLEMENTATION

MEASURE 

DEFINITION

IMPLEMENTATION 

PLANNING

TARGET 

SETTING

5 weeks 5 weeks

• Fine-tuning target/ 
definition of measures

• Savings / one-time 
expenditure 
quantification

2-3 weeks

> Detailing 
implementation 
steps

> Preparation of  
project controlling

> Preparation of 
project 
communication

REALIZATION OF COST 

OPTIMIZATION

> Project controlling

> Reporting

> Assistance in current 
problem solving

Optional part

1 2 3

2A 3A

2B
3B

3C

PROJECT APPROACH

Head Office efficiency improvement approach

• FTE/cost analysis1A

• Functional analysis of 
departments

1B

• Internal and external 
benchmarking

1C

• Rough target setting1D
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We have established a crisp picture about the bank's activity map with the help of 
functional analysis and management interviews

Tailored survey forms for Department 
Heads

> The excel-based templates are tailored to 

the Bank's structure

> Each department head received his 

tested, excel-proof sheet

> Interview will Department heads

Operative data provided in the template

> 1-2 weeks to fill in all questionnaires

> Roland Berger consultant provided the 

project background, manual and on-hands 

support (24/7Hotline)

Merging into one master database

> All received inputs were collected 

electronically and merged in one master 

file

> Master file was linked and tested

XYZ unit functional analysis

Functional analysis

ABC unit functional analysis

Description of project 
objectives

Manual for functional 
analysis

Filling in the functional 
analysis tool 

Functional analysis survey tool structure for an organizational unit

INTRODUC-
TION & NAVI-
GATION
[ Sheet 1+2]

UNIT 
SUM UP
[ Sheet 3]

SUB-UNIT 
ONE
[ Sheet 4]

SUB-UNIT 
TWO
[ Sheet 5]

FUN CTIONAL ANALYSIS

N am e of  the l egal ent it y E mp loyee overvi ew FTE General  i nf orm at io n 

M anagem ent  B oard Form fi l led out  b y
N am e of  the organi zati onal  unit H ead of Di vi sion Per so ns nam e

H ead of Depar t ment Telephon e num ber

T yp o f orgaizat i onal  uni t H ead of sales reg ion E-M ai l a ddress

H ead of mai n b ranch Deput y t o cont act  i n ab sence
N am e of  the organi zati onal  unit  owner H ead of bra nch Per so ns nam e

E mpl oyees Telephon e num ber

G eneral  com m ent s T OTA L 0, 0 E-M ai l a ddress

S TAN DAR D FUN CTI ONS  CA PAC ITY  DI STR IB UTI ON  as of  31. 3. 2009 ( i n FT E)

N o. Level  0 - Cat egor y

   Level 1 -  F uncti onal Cl uster

Descr i pti ons TO TAL Oper at ional  

T asks 

Gr oup Steer i ng SUM of  

Ser vices 

Ser vices 

Pr ovided 

Ser vices 

P rovi ded f or

Ser vi ces 

Pr ovid ed 

S ervi ces 

Pr ovided fo r

Servi ces 

P rovi ded 

Ser vices 

Pr ovi ded f or

Ser vices 

Pr ovided 

Ser vi ces 

Pr ovided for

C omm ents on the 

FTE dist r ibut ion

          Level  3 - Sub funct i on ( Sum of al l 

di s tr ibuted FTE)

( Func t ional 

ac tiv i ties  per for med f or ow n 

(St eeri ng act iv it ies  

for the H GAA group/  

(Func ti onal  

ser vi ces prov ided f or ot her HGAA 

( Func tional 

serv i ces  pr ov ided for  ot her  HG AA 

( HGAA ent ity  

w hi ch receives  f unc t ional 

(Func ti onal  

ser v ices prov ided f or other HGAA 

( HGAA entit y  

which r ecei ves  func tional 

( Funct ional 

serv ices  pr ovi ded for  other  HG AA 

(H GAA ent ity  

whi ch receives  func ti onal  

(Func ti onal  

ser vi ces prov ided f or ot her HGAA 

( HGAA ent it y 

which r ecei ves  f unct ional 

T OTAL OVER  ALL

I

1. 1

1. 2

1. 3

1. 4

1. 5
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di str ibuted FTE)

( Funct ional 

activi ties per for med f or ow n 

(St eeri ng act ivit ies 

for the H GAA group/  

(Functi onal  

ser vi ces provided f or ot her HGAA 

( Functional 

servi ces pr ovided for  ot her  HG AA 

( HGAA ent ity 

w hi ch receives f unct ional 

(Functi onal  
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FUNC TIONAL ANALYSIS

N am e of  the le gal ent it y Em pl oyee overview FTE G eneral in form at ion 

M anagem ent Boar d Fo rm  fi ll ed out by
N am e of  the organi zati onal  u nit H ead of  D ivi sion Pe rsons nam e

H ead of  D epar tm ent Tel ephone num ber
T yp o f orgaizat i onal uni t H ead of  sa les r egi on E- M ail  addr ess

H ead of  m ai n br anch D eput y t o cont act in  absen ce
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S TAN DAR D FUNC TI ONS  CAP ACI TY DI STR IB UTI ON as of 31. 3.2009  ( in FTE )
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          Level  3 - Sub funct ion ( Sum of  all  

di st ri but ed FTE)

(Func ti onal  

act iv it ies  

(St eer ing ac t iv iti es  

f or the HG AA 

( Func tional 

serv i ces  pr ov ided 

( Func t ional 

serv ices  pr ov i ded 

(HG AA enti ty  
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(Func tional 
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T OTAL OVER  ALL
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1. 1
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FUNCTIONAL ANALYSIS HGAA G ROUP

Au st ri a H LA

P l ea s e cl ic k o nc e  to  fo llo w.

S he e t N a me F u nc ti on FT E O rg . u n it own e r Sh e et  T yp e B o tt om- up  F TE  
D is tri bu t io n

D if f. S ta tu s Co mme nt s

HL A _1 M an ag e men t Bo ar d 7 ,7 Ve r en a Di  B er na rd o C on so li da ti on  s he e t 0 ,0 - 7, 7 Pl ea se  r ev is e

HL A _1 _ 2 E mp lo ye es  o n  mat er n ity /p a te rn ity  le a ve  " Ka re n zp oo l" 2 ,7 Ve r en a Di  B er na rd o D at a en tr y 0 ,0 - 2, 7 Pl ea se  r ev is e

HL A _3 A c co u nt in g/ Co n tro ll in g 4 ,3 Ve r en a Di  B er na rd o C on so li da ti on  s he e t 0 ,0 - 4, 3 Pl ea se  r ev is e

HL A _3 _ 2 C o nt ro ll ing 1 ,0 Ve r en a Di  B er na rd o D at a en tr y 0 ,0 - 1, 0 Pl ea se  r ev is e

Hy p o A lp e -A dr ia -L ea si ng  G mb H,  K la ge nf ur t

Master database
ABC unit
Functional 
analysis

XYZ unit
Functional 
analysis

…
Functional 
analysis

OBJECTIVE
PROCEDURE

• Development of a 
functional analysis in order 
to comprehensively record 
all functions and activities
across the entire Raiffeisen
Bank

• Analysis serves as a basis 
for sustainably reorganizing 
the Raiffeisen Bank

• Three step procedure – 1) Prepare data collection, 
2) collect data and 3) aggregate and analyze data

• Comprehensive and consistent procedure across 
the entire group concerning methodology and 
standard functions – uniform tool structure and tool 
systematic

• Mapping the employee capacity (FTE as of May 31, 
2009) to the given functions

• Data collection starts on July 10, 2009

• Completed surveys will have to be returned to the 
project team by July 20, 2009 (11:00 pm) at the latest 

PROJECT APPROACH

Functional analysis data gathering
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Further on, we have conducted multiple interviews to elaborate, fine tune and 
agree on the identified measures

> All Department and 

Region Heads are 

informed on the 

measures

> Implementation plans 

and tasks have been 

prepared and in many 

case presented to the 

responsible Board 

Member by the 

Department Heads

> Bank's HQ is ready for 

the implementation

Content of 
meetings 
with 
Department 
Heads

Content of 
meetings 
with 
Regions

Validation and feedback

> Presentation of  top down 

saving potentials and 

benchmarks

> Detailing of measures

Fine-tuning of savings

> Elaboration and 

quantification of 

measures

> Integration of Department 

Heads comments

Handover of final  document

> Presentation and hand-

over of a hard-copy of 

the measures, related to 

the Department

Outcome

Workshop 1: Concept definition

> Definition of future mission, functions 

and organizational structure of the 

Regions

> Definition of various alternatives for the 

Region structure

> Preparation of a workshop document for  

all Region Heads

Workshop 2: Validation with region 

heads and feedback

> Evaluation and fine-tuning of the 

workshop document on mission, function 

and organization

> Selection of preferred Region structure 

with Region Heads

> Definition of next steps for 

implementation

PROJECT APPROACH

Discussion of identified savings potential
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Savings potential of 13% of total FTE in focus has been identified, to be achieved 
mainly via function reductions and streamlining

COMMENTS

> All FTE savings are based on internal and external 
benchmarking

> Savings were discussed and agreed in detail with responsible 
Heads of Departments

% total 

FTE

Sales & 
Sales 
Support

TOTALOverheadBusiness 
Support

Region 
Centers

10 2 5 11 28

8%
Process 
optimization

Structural
changes

16%Scale
effect

3%

Streamlining
function

20%

Function
reduction

53%

Function reduction –

Reduction of capacities due to reduced volumes (e.g. no. of transactions)

Streamlining of functions –

Optimization of service level (e.g. reducing no. of reports)

Process optimization –

Redesign of process steps and tasks order (e.g. streamlining negotiation rounds)

Scale effect – Efficiency increase by binding tasks or units (e.g. centralize units to 
balance workload fluctuations)

Structural changes –

Optimization of organizational set-up (e.g. merging departments)

Optimization potential by levers [%]

PROJECT RESULTS

Efficiency potential – Overall [FTE]
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We deliver results


