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Case overview
PCICase overview MA skillsDisposalPre-investment Post-investment

ALB Dept

PCI’S Current Technology Investment Projects

Independent project
High-tech 

Industrialization 
Promotion Project of 
ALB Production Line

T1 product line 
intelligent renovation 

project

IG Dept

Exclusive project

1. Inappropriate financial 
evaluation indicators

2. Budget alignment issue

Ignore the qualitative 
aspects in investment 
decision

MA Dept Business 
units

Insufficient 
coordination

Weaknesses identified

Finance Business
Insufficient 
integration

Requirements of 
digital and intelligent transformation !

BI+AI solution

Efficient, fast, value-maximized 
decision making



Low-level yet CRITICAL : Investment management department

Profit 
center

Board of directors

General manager

Board office

Board of supervisors

Shareholder’s meeting

CF Dept

IG Dept

ALB Dept

HR Dept

Adm
in Dept

Audit Dept

Securities 
affairs

M
anagem

ent 
Accounting

Production

Financial

Raw
 M

aterial

Quality

R&D

M
arketing

Storage & 
transportation

Procurem
ent

&
supply

Investment Management dept

Nomination compensation 
and evaluation committee

Board of auditors

Strategy committee

Cost 
center 

revenue 
center 

expense 
center 

expense center 

Project monitoring + Information support 

Department 
:

Assist decision 
making
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Internal control

Corporation



BI+AI solution: Data middle platform
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Data layer

Task 
scheduling

Data standards mgt

Data model mgt

Data sharing mgt

Master data mgt

Data quality mgt

Data security mgt

Metadata mgt

Data governance

Resource 
monitoring

Data storage

Data process
AI model
• Regression
• Sort
• Decision making
• …

Multidimensional 
business model
• Market
• Finance
• Value chain…

Data intelligence 
module 
• Machine learning
• …

Data serve

Data collection
Internal enterprise data

ERP,SRM…
External data

（Data service provider, web crawler）

Model construct
• Real-time 

computing
• …

Data 
operation 

Management 
accounting 

Operation 
management Data mining Business 

intelligence tools

Access party:

Data middle 
platform:

Export: Decision maker

Information gathering: All depts. involved in the project

Data use
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Big picture: integration of business and finance
Corporate 
strategy

Strategy 
decomposition Indicator system Investment 

Project management

Pre-investment

Post-investment

Disposal phase

Effective decision making

Budget control & 
project monitoring

Maximize the residual asset value

Vision 
Mission
Goals

Strategy plan

Business plan

Project plan

Medium to long term
(3-5 years)

Annual
Budget

Execute

Process integration

Project 
finance 

controller
Project 

managers

Financial 
knowledge

Business
knowledge

Balanced scorecard
External 

environment
Internal 

competitiveness
Vision Mission 

goals

BSC
Learning
&Growth

Finance Customer

Internal 
process

AHP

Project lifecycle

Weighted KPI

Strategy map

Risk
events

Risk
indicators

Personnel integration
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Closed-Loop Management of Comprehensive Budgeting

Pre-investment Post-investment Disposal phase
Effective decision making Budget control & project monitoring Maximize the residual 

asset value

Budgeting
Monitoring 

Budget 
Execution

Budget 
adjustment

Analysis and 
Review

Performance 
evaluation

Variance 
analysis

Rolling Forecast

Investment project budget

Annual comprehensive budget

Follow the methodReference



Pre-investment Post-investment Disposal phase
Effective decision making Budget control & project monitoring Maximize the residual 

asset value
Risk pre-

assessment
Analysis 
business 
context

Identify 
risk

Access 
severity of 

risk
Prioritize 

risk
Implement 

risk response
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End-to-end risk management

Mitigate Transfer Share

Internal audit dept.

Supervision
&improvement

Enterprise risk management (COSO, 2017)

• Cost risks
• Schedule risks
• Delivery quality risks

• Inaccurate disposal 
methods

• Compliance risk

• Financing risk

Investment management dept.



The Balanced Scorecard
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Strategy map

Identify the risk 
events

Quantify the 
likelihood and 
consequence

Develop risk 
indicators

How does BSC work together with risk management?



BSC indicators
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Risk indicators



Pre-investment phase:
Effective decision making

02.



Investment analysisEffective decision making
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Finance

BSC

Customer

Learning 
&Growth

Internal 
process

Indicator system at corporate level Evaluation at project level

Score by BOD

BSC Score

Minus

Risk Score

Equal to

Comprehensive Score

Mutually
Exclusive 
project

Independent 
project

External environment
Internal 

competitiveness
Vision Mission goals

Strategy map

Weighted KPI

Risk
events

Risk
indicators

AHP
Compare the 
comprehensive 
score

Compare with the 
past/industry 
average 

Recognize 
objectives

Marking rule

= 𝑾𝑹𝒊𝒔𝒌×
𝑵𝒐𝒓𝒎𝒂𝒍𝒊𝒛𝒆𝒅 𝒗𝒂𝒍𝒖𝒆𝑹𝒊𝒔𝒌
Higher mark, Higher risk

= 𝑾𝑩𝑺𝑪×
𝑵𝒐𝒓𝒎𝒂𝒍𝒊𝒛𝒆𝒅 𝒗𝒂𝒍𝒖𝒆𝑩𝑺𝑪
Higher mark, 
Better performance

• Range: 1 —10
• Normalized value=  Mark

10
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Score for BSC indicators

Lead the domestic wave of intelligent 
transformation, better brand image 

The product quality is more stable

Higher requirements on staff expertise

Intelligent transformation may bring layoffs

Need more expert

R&D spending is expected to increase

Higher COGS

Higher maintenance costs, energy costs

EXAMPLE: T1 product line intelligent renovation project



High tech production line needs 
more frequent maintenance

High tech ensures products quality

Greater variation involved 
with more carbon emission

High-pressure environment 
of many tech jobs can lead 
to burnout
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Score for risk indicators
EXAMPLE: T1 product line intelligent renovation project



Evaluation results

= 𝑾𝑩𝑺𝑪× 𝑵𝒐𝒓𝒎𝒂𝒍𝒊𝒛𝒆𝒅 𝒗𝒂𝒍𝒖𝒆𝑩𝑺𝑪 −𝑾𝑹𝒊𝒔𝒌 × 𝑵𝒐𝒓𝒎𝒂𝒍𝒊𝒛𝒆𝒅 𝒗𝒂𝒍𝒖𝒆𝑹𝒊𝒔𝒌

𝑪𝒐𝒎𝒑𝒓𝒆𝒉𝒆𝒏𝒔𝒊𝒗𝒆 𝒔𝒄𝒐𝒓𝒆

= 𝑩𝑺𝑪 𝑺𝒄𝒐𝒓𝒆 − 𝑹𝒊𝒔𝒌 𝑺𝒄𝒐𝒓𝒆

Minus

Equal to

VS

0.448

0.473

Traditional Intelligent

0.625

0. 523

BSC Score

Risk Score

Comprehensive Score -0.026 0.102<

EXAMPLE: T1 product line intelligent renovation project
PCICase overview MA skillsDisposalPre-investment Post-investment



Financing DecisionsEffective decision making

PCICase overview MA skillsDisposalPre-investment Post-investment

Various approaches to project financing

Equity financing Debt financingRetained earning
Internal financing External financing

• Stability in financing
• Control: More flexibility and 

autonomy in decision-making

• Limited finance resource
• Opportunity cost
• Reduced contingency costs

• Substantial funding
• Shareholder value 

long-term benefits

• Dilution of control
• Market volatility

• Tax benefit
• Maintain control
• Fast

• Financial risk: 
especially when the 
supply chain disrupt

The main concern: 
Disruption of plasma supply Good financing choice for projects 

like T1 product line renovation!
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Post-investment phase:

Budget control & Project monitoring



Rolling forecast

Budgeting
Monitoring 

Budget 
Execution

Budget 
adjustment

Analysis and 
Review

Performance 
evaluation

Variance 
analysis

PCICase overview MA skillsDisposalPre-investment Post-investment

Budget control & 
Project monitoring

Budget control

• Matters within the budget
• Matters outside the budget

Closed loop

Perspectives Objectives Indicators Actual use Budget Overbudget or not

• Budget achievement rate
• Reward and punishment system

Headers of the previous BSC table

Opportunity Force 
majeure

Off-budget 
approval

Change the budget here otherwise remains unchanged
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Budget control & 
Project monitoring

Objective Forecast Actual 
performance

Previous
Forecast

1. Objective Gap 2. Execution Gap

3. Forecast Variation

Seek opportunities

RiskOpportunity

Machine learning

Task

Event Affected index Amount

Progress monitoring

Focus on execution

Analysis & Management

Deconstruct 
the root cause

Prediction Actual Gap Cause Responsible person
List

Rolling forecasting（Monthly/Quarterly)

Regular meeting is needed when changes occur agile management!



Pre-investment Post-investment Disposal phase
Effective decision making Budget control & project monitoring Accurate asset valuation

Risk pre-
assessment

Analysis 
business 
context

Identify 
risk

Access 
severity of 

risk
Prioritize 

risk
Implement 

risk response
Supervision

&improvement

PCICase overview MA skillsDisposalPre-investment Post-investment

Risk control

Mitigate

Transfer

ShareTime

Project 
Quality

Cost

Scope

Project Priority Matrix

Schedule risks

Delivery quality risk Risk response
Time CostScope

Enhance

Accept

Constrain

Cost risks

Risk event Response Contingency plan Trigger Who is responsible

Record

Reduce 
probability
Reduce the 
impact
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Mitigate risk by 
sacrificing cost

(AI intelligently analyzes energy 
consumption, real-time forecast) 

Prioritize risk

Identify risk, access severity of risk 

Energy costs increase
After using intelligent 
production line 

T1 focuses on responding
to the wave of
intelligence

Risk response

Reduce the 
impact of the risk

EXAMPLE: T1 product line intelligent renovation project
Traditional

50000
Intelligent

70000
Annual energy 
consumption per ton <
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Progress and Performance measurement
Rolling prediction

Budgeting
Monitoring 

Budget 
Execution

Budget 
adjustment

Analysis and 
Review

Performance 
evaluation

Variance 
analysis

Budget control & 
Project monitoring

Actual & forecast gap >0 

Reward person in charge Punish person in charge

Perspectives Objectives Indicators Actual performance Forecast 
performance

Actual & 
forecast gap

Person in 
charge 
(operation & 
finance staff)

Actual & forecast gap <0 
Headers of the previous BSC table



Different control patterns:
Common Engineering Procurement Construction (EPC)

PCICase overview MA skillsDisposalPre-investment Post-investment

Initiation Design Tendering Construction Commission

Risk control for 
Drawing quality Assign 

dedicated 
personnel

Evaluation 
methods

Precision 
&legal protection

drafting the bidding documents

Besides considering scope, cost, time…

Project functional 
descriptions 

Preferred 
brands

PCI EPC 
contract

EPC 
contractor

EPC’s monitoring mechanism

Shoulder external risk Shoulder internal risk

ESG



04.
Disposal phase:

Maximize the residual asset value



PCICase overview MA skillsDisposalPre-investment Post-investment

Disposal phase – 3W

3W Component

Why to dispose of assets? Maximize the residual asset value

When to dispose of assets? Before / After the end of useful life

How to dispose of assets? Sale / Transfer / Rent

Maximize the residual asset value

Pre-investment Post-investment Disposal phase
Effective decision making Budget control & project monitoring Maximize the residual asset value
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Step 1 Step 2 Step 3 Step 4 Step 5 Step 6
Clarify Purposes Asset Valuation Disposal Plan Compliance Check Cost Control Review

• Raise fund
• Improve capital 

structure
• Reduce 

financial risks

• Evaluate the 
disposal assets

• Understand the 
market price

• External 
valuation

• When to 
dispose of

• Disposal 
method

• Disposal price
• Consider the 

market 
environment 
and legal 
constraints

• Ensure the 
transparency 
and fairness

• Avoid the 
misconduct

• Obey the
policies and law

• Monitor the 
incidental fees: 
evaluation fees, 
agency fees, tax 
fees.

• Compare actual 
performance with 
projections

General Manager

Marketing Dept.
Investment 

management Dept.
Production Dept.

Audit Dept.
Investment 

management Dept

Audit Dept.
Investment 

management Dept
Investment 

management Dept
Investment 

management Dept

Department

Entire Process of Disposal Period
Maximize the residual asset value
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Value in use (continue to use) VS Proceeds

Production Dept.
Investment management Dept.

Discounted Cash Flow
Continue to use

Marketing Dept.
Investment management Dept.

Research & Estimate
Proceeds (probable)

Asset held for sale (IFRS 5)
Criteria:
• Available for immediate sale in its present condition
• Management must be committed to a plan to sell the 

asset
• Active programme to locate a buyer
• Marketed for sale at a price that is reasonable related 

to current fair value
• Completed sale within one year

Value in use (continue to use) < Proceeds

Must meet the criteria before classified as asset 
held for sale

When/How to dispose of assets? Vertical View
Post-investment Disposal phase

Sale

Held for sale
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Identify potential risk involved if criteria are not met:

• Regulatory non-compliance
• Wrong financial statement-additional audit cost
• Improper resource allocation: reduce investment / 

personnel

Collaboration between Investment management Dept. 
& Audit Dept.

• Regular check the status of the asset

• Create the contingency plans for the resource allocation

Maximize the selling price negotiated

= (Proceeds – continue in use)max – incidental costs

Do the post-disposal review

• Compare KPI to evaluate the disposal

• BI tools to track and analyze metrics over time
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All Dept.

Discounted Cash Flow
Value of assets

BSC + Risk Evaluation Quantitative: KPI (NPV, Equivalent Annual cost)

Qualitative: Industry trend, ESG

Identify potential risk involved :

• Regulatory non-compliance
• Financing risks due to repayment obligations
• .Inaccurate performance prediction of new projects

• Routinely implement robust compliance procedures
• Hedging strategies: Interest swap, fixed-rate loans

Collaboration between Financial Dept. & Audit Dept.

Do the post-disposal review

Post-investment Disposal phase
If there are better alternative asset? Horizontal View

Held for sale

EXAMPLE: T1 product line intelligent 
renovation project 

Sale
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1. Rent

2. Transfer (Non-current asset transferred to another product line)

Production Dept.
Investment management Dept.

Discounted Cash Flow
Value of assets Rent payment received

Production Dept.
Investment management Dept.
ALB, IG, CF Dept.

Evaluate

Synergy Antagonism

Review

Review

How to dispose of assets? (Besides sale)
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How to dispose of assets? 

Sale Transfer

Financial Value

One More Step Further !

Financial Value + Social Value

Segmented production

Rent
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A step further: Segmented production
Working Rational

Identify and select potential disposal assets

Examine their production function

Seek partners to produce collaboratively

Specialized Cost 
Effective Faster

Higher probability of being polluted Reduce carbon 
emission
Lower energy 
consumption

Stabilize supply 
of blood 
products

Traceability & 
transparency of 
the supply 
chainESG

Social
Environment

Go
ve

rn
an

ce

Improve plasma utilization: 
To solve supply chain issue

Value added to the 
whole humanity!



Management accounting skills
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PMI Talent Triangle

Business

Management Accounting Skills
IMA MA Skills Framework

FinanceIntegration

Soft skill
AI 

Utilisation

Business 

knowledge

Risk 

Control

Innovation
Resource 

Integration
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Management Accounting Skills
MA Integration Skills Explanation

Soft skill
- Effective communication & leadership 
matters during the multi-departments’ 
collaboration

Business Knowledge - Integrate financial practice

Innovation - Allow adaptation to fast-changing 
environment

AI Utilisation - Increase productivity
- Reduce cost

Risk Control - Ensure compliance with accounting 
standards & regulatory requirements

Resource Integration - Allocate resource
- Create synergy

Learning Order

Basic

Advanced

A

B

A: Support
B: Innovate
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Integration

AI Utilisation

• Develop an AI-powered data dashboard, 
providing real-time insights for 
investment analysis. 

• Use AI algorithms to optimize investment 
portfolios, forecast financial outcomes, 
and identify potential risks early.

Business Knowledge

• Gain a stronger business sense and be 
more sensitive to the industry policy

Skills Applied in Practices

AI-powered data dashboard

AI AlgorithmsIndustry Policy
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T
Management Accounting Skills

Business-Finance Integration

Transfer from ‘T’ to ‘π’



Thanks for your listening!
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