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ABOUT SNM
Sree Narayana Mission (Singapore) ("SNM") is a registered charity and an
Ζnstitution of Public Character ("ΖPC") in Singapore. Founded in 1948, it is
one of the nation's leading charitable organisations, operating a range of
welfare programmes dedicated to helping the community at large.

MLVVLRQ SWaWHPHQW
TR VeUYe ZiWh caUe aQd cRPSaVViRQ, UegaUdOeVV Rf Uace, UeOigiRQ aQd
OaQgXage.

VLVLRQ SWaWHPHQW
KeeSiQg faiWh ZiWh Whe ShiORVRSh\ aQd WeachiQgV Rf SUee NaUa\aQa GXUX
WR SURYide VRciaO aQd cRPPXQiW\ VeUYiceV.
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PROJECT OVERVΖEW

SNM has recently restructured its internal divisions to include a Shared
Services Division (SSD), allowing them to centralise back end operations
and further support other departments. 
 
SNM would like to optimise its SSD model to align with their strategic goals
for the future. A detailed understanding of the current cost allocation
model for the Shared Services Division would give SNM better insight into
their operations and how they contribute to SNM's impact. These learnings
will also allow SNM to determine how to feasibly optimise their model to
contribute to enhanced operations aligned with their strategic goals. 
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OBJECTΖVES
TKH SXUSRVH RI WKLV FROOabRUaWLRQ ZaV WR KHOS SNM GHYHORS aQG
LPSOHPHQW a URbXVW VKaUHG VHUYLFHV FRVW aOORFaWLRQ PRGHO. 

The costing model feeds into a broader picture of streamlining the
internal budget process, as well as improving overall accountability to
funders and donors. 

This ensures that the costs incurred by the shared services division is
distributed in a fair and transparent manner to SNM's programme
divisions and in line with its high standards of governance.



PROJECT ROADMAP

WiWh Whe aUUa\ Rf VXSSRUW fRU Whe 6 SURgUaPPe diYiViRQV WhaW SNM haV,
CRQjXQcW CRQVXlWiQg SURSRVed WR deYelRS aQ AcWiYiW\-BaVed CRVWiQg ("ABC)
PRdel fRU SSD'V ZRUk. FRcXV ZaV Slaced RQ SSD'V VXSSRUW giYeQ WR Whe diYiViRQV
accRUdiQg WR SSD'V 10 cRUe fXQcWiRQV. TR eQVXUe cRQViVWeQc\ iQ Whe PRdel,
UigRURXV iQWeUQal aQd e[WeUQal aQal\VeV ZaV cRQdXcWed.

Latest financial statements, previous cost estimations were
reviewed and stakeholders were queried and interviewed.
Project's desired goals were identified.
Structures and processes of the divisions were scanned to
understand key activities, cost pools and cost drivers.
Key gaps in previous cost estimations were identified.

Model of key activities with time spent by SSD based on:
Data collected + assignment of direct/indirect costs.
Ζnputs from SSD and time spent on key activities.
Time spent validated with division heads to ensure buy-
in for the costs that will affect each division's budget
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METHODOLOG<

E;7E51AL 6CA1

Secondary research of 1~2 suitable best practices in
costing model for shared services relevant to SNM.
Ζdentified suitable framework and indicators for ABC.

Ζ17E51AL A1AL<6Ζ6

DE9EL23Ζ1G 7HE M2DEL



PROJECT ROADMAP

Determine dollar
value of cost pool

(e.g. Salary..) of
each SSD functions. 

Ζdentify cost drivers
(Activity/Factor) for
each SSD function

that is common
across divisions. 

Ζmplement a
feasible tracking

mechanism across
SNM to track the
quantity of cost

drivers.

TUaGLWLRQaO JRb CRVWLQJ PURFHVV CRVWLQJ AFWLYLW\ BaVHG CRVWLQJ (ABC)

ΖQGXVWU\ SWaQGaUG CRVWLQJ MRGHOV

(OYHUYLHZ) To implement ABC, Conjunct and SNM developed 3 enablers:

Through an external scan, Conjunct evaluated industry standard costing
models across 3 key criteria - (1) SXLWabLOLW\, (2) AFFXUaF\ aQG (3) TLPH
& RHVRXUFHV RHTXLUHG.
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Ζ1D8675< A1AL<6Ζ6 2F C267Ζ1G M2DEL6

The ABC PRGHO was recommended, as it ranked the best across all 3
criteria. For service-based organisations like SNM, ABC is the most
suitable and accurate.



PROJECT ROADMAP

4

ALL2CA7Ζ1G 66D'6 C2676 72 ALL DΖ9Ζ6Ζ216

Using a 5-VWHS PHWKRGRORJ\, the ABC model sought to accurately
allocate SSD's costs to all SNM divisions.
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1 AOORFaWH WRWaO SSD FRVW WR HaFK FRVW SRRO
e.g. SSD functions: HR, Finance..

DHWHUPLQH WKH PaLQ FRVW GULYHU IRU HaFK IXQFWLRQ
e.g. No. of man hours, employees on payroll..

DHWHUPLQH WKH FRVW SHU FRVW GULYHU
E.g. Unit cost of employee on payroll

DHWHUPLQH WKH TXaQWLW\ RI FRVW GULYHU XVHG LQ
HaFK GLYLVLRQ

CaOFXOaWH FRVW SHU GHSaUWPHQW

2

3

4

5

AV SSD KaG PaQ\ OLQH LWHPV RI FRVW, Conjunct narrowed the focus and
classified them under 3 different categories.

Salary
Expenses

Salary-
Related

Expenses

Non-Salary
Related

Expenses

Different methodologies were
adopted to address the different
categories of expenses. This ensured
that the greatest material costs
(salary) were allocated fairly
according to the amount of help SSD
provides to the respective divisions.



PROJECT ROADMAP

Sum up the VaOaU\ FRVWV  of each SSD function to
determine their individual cost pool base amount.

1.

2. Allocate VaOaU\-UHOaWHG  costs into individual cost
pools base amount.

3. Allocate each function’s final cost pool to SNM
divisions via cost drivers.
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75ACKΖ1G A1D ALL2CA7Ζ1G 6ALA5< C2676

To track and allocate salary-related and salary costs efficiently,
Conjunct adopted a 3-step process:

ΖDE17ΖF<Ζ1G & DE7E5MΖ1Ζ1G C267 D5Ζ9E56

Primary interview and
research insights were used to

justify VaOaU\-UHOaWHG cost
drivers. 

External research on similar
service-based NGOs was used to
benchmark QRQ-VaOaU\ UHOaWHG

and overhead cost drivers.



PROJECT ROADMAP

CRVW TUaFNLQJ - Tracking system for costs
incurred across SSD functions has room for
improvement in accuracy, as costs are allocated
based on estimates to each function (Cost pool).

CRVW AOORFaWLRQ - Cost allocation to SNM
divisions are estimates, which can lead to
inequitable cost allocation to certain divisions.
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62L87Ζ21 / DELΖ9E5ABLE: ABC E;CEL M2DEL

BEF25E: C267 Ζ668E6 FACED

1. The dollar value of each driver is hard-coded into
the model (e.g. salary and salary-related expense is
the total cost of finance function cost driver)

2. The unit cost of each cost driver is automatically
calculated by the model. This helps us to allocate the
cost of each SSD function to the rest of the divisions.

3. The model uses a cost driver tracking sheet to track
the quantity of cost drivers used for each division.

4. With the quantity and unit cost of each cost driver,
the costs of each cost pool can be automatically
allocated to each division.



LEARNΖNGS

Conducting primary interviews with key stakeholders
allowed SNM to gain detailed insights on each SSD
function and the type of support they provide to SNM
divisions. With a comprehensive understanding of each
key stakeholder's perspectives, suitable cost drivers could
be proposed and justified, allowing SNM to allocate costs
fairly and accurately.

While the ABC model would be mainly edited by the
finance function, it requires the cooperation and inputs of
all functions and divisions. Function heads have to provide
accurate and timely cost inputs, while division heads have
to provide the quantity of cost drivers in order for the cost
model to work effectively. This understanding encourages
SNM to focus on internal communication processes.

Equipped with a tailored ABC model, SNM is now able to
allocate costs efficiently. However, it is important to keep
the ABC model updated in terms of existing cost drivers (
function main activity changes) or new cost drivers (new
staff member / activities). This ensures that the accounting
model stays relevant and costs are allocated fairly.

KE< 67AKEH2LDE5 3E563EC7Ζ9E6 A5E
C58CΖAL F25 ACC85A7E C267 ALL2CA7Ζ21
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EFFEC7Ζ9E Ζ17E51AL C2MM81ΖCA7Ζ21 Ζ6
1EEDED F25 A 68CCE66F8L ΖM3LEME17A7Ζ21

ADA37ABΖLΖ7< A1D DΖLΖGE17 75ACKΖ1G Ζ6 KE<
72 A 6867AΖ1ABLE ACC2817Ζ1G M2DEL

01

02

03



CONCLUSΖON
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The results of the project served SNM in many ways. SNM now has a

tailored cost-model and guide, helping them to measure and accurately

account for costs incurred by the Shared Services Division (SSD) based on

the agreed-upon cost drivers. The improvements are being implemented

in phases based on prioritisation.

Large charitable organisations often face complexity when it comes to

tracking and accounting for costs incurred by their support divisions.

Developing relevant and effective costing models such as this helps to

improve SNM's ability to understand where money is going, make

decisions concerning the distribution of resources amongst various cost

projects, account to its stakeholders where costs went into, and empower

them to better support the community. 
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