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流程和制度的集团管控体系
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IDS Scheer 公司拥有深厚的学术背景和卓越的业务绩效

成立于1984年，创始人为德国著名管理信息学教授
August-Wilhelm Scheer 博士，现任公司监事会主席

董事会: 
Peter Gérard （CEO 兼总裁）
Dr. Wolfram Jost
Dr. Dirk Oevermann
Jörg Vandreier

1999年在德国法兰克福上市，公司股票现为德国高
新技术蓝筹股 TecDAX 的绩优股

营业收入（百万欧元） 员工人数

2007年: 3.93 亿欧元 2007年底: 2992 人
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IDS Scheer 助力中国企业的管理水平与国际接轨

3

爱迪斯（上海）软件
有限公司

ARIS ARIS 软件及软件及 BPM BPM 咨询服务咨询服务

上海、北京、深圳

分支机构
所在地

企业业务流程管理平台

企业规章制度信息化

企业内控和风险管理信息化

企业流程智能及绩效管理

企业 IT 规划和系统选型

流程驱动的S AP 实施方法

系统整合和SOA架构实施

流程驱动的SAP系统实施
SAP系统优化
SAP系统运维

SAP SAP 咨询服务咨询服务

上海（总部）、北京、深圳

分支机构所在地分支机构所在地爱迪斯（上海）软件有限公司
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集团管控模式

1 财务控制型

以关注下属单位的盈利情况和自身投资回报、资金收益为核心。

2 战略控制型

以下属单位目标的实现和集团整体利益的最大化为特点。

3 运营控制型

追求企业经营活动的统一和优化。
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企业管理体系由一系列的制度和流程文档构成的

企业的管理体系是企业日常运营的管理基础

而构成管理体系的是一系列的制度和流程文档
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传统制度和流程描述文档中包括的主要内容
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解决方案：统一平台、统一数据库、统一语言

ARIS导入后

VISIOWORDEXCEL

流程建模

使用信息平台前

可视化
标准化
可管理

分散化
无序化
难管理

组织

数据 功能

产品及服务

流程

同一平台、同一语言 - ARIS
ARIS: ARchitecture of Integrated Information Systems
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ARIS 流程建模房式结构

公司

销售部
物料
管理部

采购科排产科 组织视图

销售处理

检查
信用额度

确定
交付日期

客户需求
处理

报价处理

功能视图流程视图

产品/服务视图

销售合同

配置单报价单 服务条款

报价单

客户信息

配置单

数据视图

客户需求
处理

收到客户
询价

需求处理
完毕

报价处理报价单

配置单

销售部

客户信息

销售部
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制度与流程的层次和分类

An alytics

Financial
Management

Custom er
M anagement

Pr oduct ion

Sup ply
Management

Sales & Distr ibut ion
M anag em ent

Op er at ion
Management

Hu man Capi tal
M anag ement

Cor por ate Se rvices
M anag em ent

Engineer ing

Core Processes

Management Processes

Supporting Procees

Material
Requirements

Planning

Inventory
Management

SAP ?? ?? :  ??

Procurement

Financial
Management

Production Sales & Distribution
ManagementEngineering

R e c e i v e
P u r c h a s e d

G o o d s

R e c e i v e
S h ip p in g

N o t i fi c a t io n
S A P  ? ? ? ? :   ? ? ? ?

D i ff e r e n c e
P r o c e s s in g

P e r f o r m  R e t u r n
D e l i v e r y

P e r f o r m  S t o c k
T r an s f e r

C o n f i r m  T r an s f e r
O r d e r

C r e a t e  T r a n s fe r
O r d e r

G o o d s
R e c e ip t

P r o c e s s e d

G o o d s
R e c e i ve d

G o o d s
M o v e m e n t

S A P  ? ? ? ? :   ? ?

G o o d s
R e c e i p t
P o s t in g

S A P  ? ? ? ? :   ? ?

R e t u r n
G o o d s

U n p a c k
G o o d s

C h e ck
G o o d s

G o o d s  O K
G o o d s

Di f f e r e n t  t o
N o ti f ic a t io n

G o o d s  n o t
O K

Dif f e r e n c e s
C o r r e c t e d

S t a r t
C h e ck

In v e n to r y

En d
C h e ck

In v e n to r y

企业地图

流程区域图

主流程模型

流程模型

采购计划

采购需求分析

创建采购需求

采购管理

采购

仓储管理

付款管理

供应商管理

人事管理 财务管理 物业设备管理 IT 管理
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各管理体系间的孤岛现象，割裂的管理体系
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多套管理体系最终应落实在一套制度和流程中

内控

企业为了提升管理，引入了各种管理理念，建立了各种管理体系。

HSE SAP 全面质
量管理

流程手
册

…

• 因此，< 采购单下述流程> 只有一套，但对于此流程的描述涵盖了所有管
理体系的要求。

• 采购员下采购单，只要根据 <采购单下达流程> 进行操作即可。

<采购单下达流程>
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多套管理体系最终应落实在一套制度和流程中

流程

由一个流程
自动导出

各种流程文档

风险控制文档

岗位职责说明书

流程手册
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风险合规过程风险合规过程风险监控门户风险监控门户

执行与控制：内控与风险管理

合规
策略

体系
设计

风险
识别

风险
评估

风险
控制

控制
报告
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基于流程的风险文档 (举例)

输入合同条件

ERP

a
会计师

合同

风险

高级会计师

c

相关的风险
属性在这被赋值

4 眼原理, a – 执行
c – 监控

相关流程的建档由 ARIS 完成, 这包括一
个为风险管理而制订的一套方法

与内控相关的人员 -

控制活动 4 眼原理

执行与控制：内控与风险管理
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Order fro m the
custome r

present

Fill out o rder f or m

e.g. fulfillment  instru ctions
Large o rders may be

passed directl y fro m Sales to
Sales/Trading  for fu rthe r pro cessing.

Order may be  entere d under  01-36 111 - 01 -36114 , 01-36 211, 01 -36214.

Fixed p rice business
or AQR
present

Norm al
Execution
present

Pass order to
person responsible f or exec ution

01-36211
GER Domestic
Institutions

01-36214
International
Institutions

01-36211
GER Domestic
Institutions

01-36214
International
Institutions

Order for m
(share s)

Order for m
(share s)

Order with
person responsible f or exec ution There is no clea r reg ulation gove rning this point.

The or der can  be passed ve rbally
or by o rder fo r m.

Record o rder
inform ation

Pass order to
brokerGL-TRADE

Confir mation
from GL- Trad e
present

can be called up
on the same d ay;

order f ulfillme nt
confir mation by telep hone on the sa me day

Confir mation
from t he brok er

present

usually by the
following mo rning;

order f ulfillme nt
confir mation by telep hone on the sa me day

Complete o rde r for m
01-36211

GER Domestic
Institutions01-36214

International
Institutions

01-36114
Agency Dealing/
Execution

Telephone

alternative (see abov e)

Order for m
completed

Submit inquir y to
Tradin g

Approval fro m
Tradin g
present

Complete o rde r for m

- Exchange ra te
- EB account

- Value
- Cur rency

Order for m
completed

Order for m
(share s)

Check whethe r custo mer
wishes to ente r into cu rrenc y prote ction

agree ment

01-36211
GER Domestic

Institutions

01-36214
International
Institutions

Order for m
(share s)

01-36211
GER Domestic

Institutions

01-36214
International

Institutions

01-36211

GER Domestic
Institutions

01-36214

International
Institutions

Custome r
wishes to ente r into cu rrenc y prote ction

agree ment

Custome r does not
wish to enter i nto cur rency p rotecti on

agree ment

Inform  T reasu ry

Exchange rate and CPD a re
noted on the o rder fo r m

confir mation of t ransaction
by Tre asury

present

the next day

Add initials to transa ction
confir mation

Witness requi re ment

Trans action
confir mation

initialed

Forwa rd o rde r for m

Order for m with
Desk Support

Attach broker
confir mation

Broker
confir mation attache d

Trans action
confir mation

(T reasu ry)

Broker
confir mation

Record t ransaction

only after
receipt of
broker  confir mation

- Type  of tran saction
- Quantity

- Kind
- Limit

- gros s/net
- Custo mer/a ccount

- Cur rency
(for fo reign cu r rency p rotected t ransaction

the "T rading Cross Rate"
is reco rded based on  the ord er fo r m

)

Trans action
record ed

Send confirm ation
to custome r

by fax

(Preli minary confir mation )
Norm ally not sent
before receipt of

broker  confir mation
Confir mation sent
to custome r

by fax

Telephone

01-36211

GER Domestic
Institutions

01-36214

International
Institutions

OMNI

01-36211
GER Domestic

Institutions

01-36214
International
Institutions

01-36211
GER Domestic

Institutions

01-36214
International
Institutions

Order for m
(share s)

FAX

Attach settlement ins truction s
to custome r tr ansaction

Settlement inst ructions
attached to custo mer  transa ction

Attach transactions
to custome rs

Trans actions attache d
to custome rs

AKTIAS

AKTIAS

e.g. for invest ment
companies

Allocation of a transa ction
to multiple fun ds

Liquidate shar es

(Cash ) - Fore ign

01-36111

Sales Trading

01-36111
Sales Trading

01-36111
Sales Trading

01-36111
Sales Trading

01-36111
Sales Trading

01-36111
Sales Trading

01-36111
Sales Trading

01-36111
Sales Trading

Trade shares (Cash )
Foreig n stock excha nges -
Proprieta ry tr ading

Send broker c onfir mation

to WPS

by bicycle cou rier

Broker
confir mation

Broker confi r mation
sent to WPS

does not usually reach
Panmure fo r 2 -3 days

(rathe r an inte rnal p roble m).

Forwa rding
to MidOffice t he sam e day!

AKTIAS

Forwa rd info r mation to
interface with

BSP-TRADE

Data present
on interface w ith
BSP-Trade

Fro m o rder receipt u ntil
arrival  in WPS

someti mes takes ab out 48 hou rs.

About 80% are prese nt after
one day.

Settlement m ust nor mally
be completed by D+ 3.

Supplement b roker
confir mation

For fu rthe r pr ocessing in WPS:
Custome r nu mber
Custome r na me
EB account

(if necessa ry allocati on to fund )
(if necessa ry fo reign exchan ge prot ection t ransaction )

Broker
confir mation

supplemented

Broker
confir mation

Order for m
(share s)

For Eu ropean marke ts
about 50% of confir mations ar rive on the s ame da y

(after 5 p.m. ) and ab out 50% ar rive on the f ollowing
morni ng.

File tr ansaction
confir mation

Send signed
confir mation of t ransaction

to Tre asury

Trans action
confir mation
(T reasu ry)

01-36211
GER Domestic

Institutions

01-36214
International
Institutions

01-36111
Sales Trading

Trans action
confir mation
(T reasu ry)

Trans action
confir mation

filed

Trans action
confir mation

received by T reasur y

01-36211
GER Domestic

Institutions

01-36214
International
Institutions

01-36111
Sales Trading

Order for m
(share s)

01-36211
GER Domestic
Institutions

Liquidate shar es
(Cash ) - Fore ign

Broker faxes are
also routed di rectly t o

WPS by fax forwardi ng.

Liquidate shar es
(Cash ) - Fore ign

Broker

confir mation
present

usually ar rive by the
next day!

Received by fax o r
by GL.

Notify custom er of

fulfillment

on the same d ay;
especially necessa ry fo r

net custome rs Custome r notified of
fulfillment

Telephone

01-36211
GER Domestic
Institutions

01-36214
International
Institutions

Telephone

Order for m
(share s)

MA Execution
Shares

MA Execution
Shares

MA Desk Support
Düsseldorf

MA Desk Support
Düsseldorf

MA Desk Support
Düsseldorf

MA Desk Support
Düsseldorf

MA Desk Support
Düsseldorf

MA Desk Support
Düsseldorf

MA Desk Support
Düsseldorf

Furthe r p rocessing
by Tre asury

Trade Control :
Monito r ma rket
conditions

Shares

Order acceptance:
- Sales to note o rder on an o rder fo r m (pap er -based! )

- no se rial nu mber a ssigned (not co mpliant with MAH)
- orde r fo rm s erves as basis fo r fur ther

processing; in for mation on t he orde r fo rm i s not always

complete (sou rce of e rro rs in subs equent p rocessing )
- Sales und T rading do not always supply all nece ssary i nfor mation on orde r fo rms.

- no syste m suppo rt! Wo rk pe rfor med enti rely by hand.

Order admini stration

- no ove rview of o rde rs on hand an d associated st atus,because syste m suppo rt lacking
- Orde r fo rms  lie loose on t rade rs' desks

- no ove rview of the status of o rder s, i.e. dange r of
duplicate proc essing o r non- proces sing

Order fulfillm ent:
- Orde r fo rm passed to the Executi on Desk by ha nd,

Risk of loss of info r mation with manual t ransfe r
- Ti me -consu ming manual addition s to the o rder f or m necessa ry (e.g. exchan ge rate );

ultimately this  is rec orded t wice: once on t he for m, once i n the syste m

Furthe r p rocessing:
- Man ual tran sfer of orde r fo rm to t he Mid Office, r isk of tr ansmi ssion er ro rs

and delays he re also- Fu rthe r proc essing in MidOffice n ot until the foll owing day
- Delay while waiting fo r bro ker fax  as exte rnal tr ansaction confi r mation (does not a rri ve until the foll owing day )

- Need to refe r to exte rnal data bec ause inte rnal info rmati on syste m inadequat e;
operational risk!

- Infor mation on the o rder fo r m freq uently diffe rs f rom tha t on the b roker  fax
- Infor mation on the o rder fo r m is often inc or rect

Furthe r p rocessing (next da y):
- Mid Office m ust per for m lengthy manual compa rison of infor mation on  the or der fo r m

with infor mation on t he brok er fax.
- Sending fax confi r mation to the cu stome r

(by hand, the refo re a sou rce of e rro rs and delays)

Furthe r p rocessing (2 redundant st eps):
1.

- Man ual addition to broke r fax of d ata requ ired fo r fu rther  proce ssing in the WPS bank
(e.g. custo me r numb er, cust ome r na me, EB account, '… )

- T ransfe r of the b roke r fax to the WPS bank by bicycle cou rier (! )
2.

- Reco rding of t ransaction in  the O MNI syste m (n ot on the sa me day, th erefo re not MAH co mpliant)
- Additions to t ransaction (e.g. settl ement i nstructi ons) in AKTIAS (dupli cated wo rk!)

Receipt of exte rnal b roker c onfir mation
in Tra ding is not MAH comp liant!

监控点1监控点1

监控点2监控点2

客户服务流程

Start

End

客户投诉流程

监控点3监控点3
监控点4监控点4

分析与优化: 流程绩效的监控和分析
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客户价值

4可视透明的业务流程 / 层次清晰的流程结构
4业务语言统一、文档化的流程、定量/定性的问题发现
4形成未来信息系统的需求框架

4形成共识的业务改进衡量指标
4明晰的优化目标、流程改进控制程序

结果

流程可视化

流程改进/优化报告ü

ü

üü

流程定性结构分析

衡量指标部分

• 流程分析结果
• 衡量指标
• 优化程序
• ……

流程定量统计分析

分析与优化：管理体系的定性定量分析
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流程和制度的集团管控体系

1 统一的制度和流程管理机构。

2 统一的制度和流程描述规范。

3 统一的制度和流程手册。

4 统一的制度和流程管理平台。

PDF 文件使用 "pdfFactory Pro" 试用版本创建 www.fineprint.cn

http://www.ids-scheer.com
http://www.fineprint.cn
http://www.fineprint.cn


www.ids-scheer.com.cn

感谢您的关注!

爱迪斯上海 (软件) 有限公司
IDS Scheer China 
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