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Transforming an Organization:  
Structure, People, Systems

Ariella Middlebrook, CFO Stream Realty Partners
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Finance 
Transformation 

Centralized and integrated 
financial service centers of 
excellence and technology 

platform.

VISION:
A future where our financial 

operations are agile, provides 
strategic insights and create value 

across the company.
Deliver financial stewardship as a 

catalyst for operational excellence 
while maintaining the highest 

standards of financial integrity and 
transparency.

MISSION:

Work together with one common 
goal:  elevate our financial 
operations to be a valued 

business partner. 
Our focus is to provide data-driven 
financial  insights that will support 
the delivery of 5 year 15% CAGR.

Financial Centers of 
Excellence will drive 

efficiencies and enhance 
capabilities by leveraging a 
scalable service delivery 

model, standardizing 
operational policies, and 

deliver one source of the truth 
through a dynamic technology 

platform.

Define - Vision, Mission and Values

VALUES:

What is driving the transformation?

Growth
Scale operations
Acquisitions
Divestiture
Competition
Turnaround
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What is driving the transformation

Scale Operations – Centers of Excellence

Acquisition Growth – One Financial Platform

Visibility - One 
Source of Truth

Global 
Compliance

Policy & 
Procedures 

Integration & 
Standardization



4

Fi
rs

t R
el

at
io

ns
hi

ps
. T

he
n,

 R
ea

l E
st

at
e.Tr a n s f o r m i n g  a n  O r g a n i z a t i o n

Finance Transformation - Roadmap
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Finance Transformation – Baseline Operations

• People
• Process & Policies
• Systems
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Change Management

Source:  Business Infographics

1. Urgency
2. Guiding Coalition / Team of Sponsors
3. Communication of Vision
4. People – Enlist change agents
5. Enable Action – avoid analysis paralysis;  manage 

expectations - perfection is not the goal.
6. Celebrate Wins
7. Leverage COEs and SMEs to train and support 

continuous improvements
8. Establish a culture of ongoing enhancements
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People and Change Management

Source:  Business Infographics

CHANGE IS SURE TO HAPPEN

CHANGE IS HARD

CHANGE BEFORE YOU HAVE TO 
Jack Welch
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People and Change Management

• Collation of Sponsors
• Enlist Change Agents
• Develop SMEs
• Transformation / Transition  Teams
• Insource vs Outsource analysis



9

Fi
rs

t R
el

at
io

ns
hi

ps
. T

he
n,

 R
ea

l E
st

at
e.Tr a n s f o r m i n g  a n  O r g a n i z a t i o n

Baseline – Process, Policies & Systems

Launching a broad-based assessment effort to determine the 
current-state maturity of finance processes and activities — 
while gathering stakeholders’ perception of finance service 
delivery — helps finance transformation leaders effectively 
target and prioritize urgent improvement opportunities.

To round out the current-state baseline, the transformation 
team should also document current challenges and obstacles 
that are impacting the efficient delivery of financial services and 
support to the organization. 

Don’t lose site of the ultimate deliverable; 
e.g. one source of truth which data can be pivoted to provide:
• Management / Operational Reporting
• Statutory Reporting
• Regulatory Reporting
• GAAP / IFRS 

Business 
Scope

Entities

• SRP

• SDC

• SRC

• All Markets

Service Lines

• All

Functional 
Scope

Accounting
•Record to Report
•Contract to Cash
•Procure to Pay
•Commissions
•Tax, Property Management

Human Resources
•Core HCM
•Benefits Administration
•Payroll
•Talent Acquisition
•Total Rewards

Technical 
Scope

Yardi (CA)

Avid (CA)

UKG

SmartRecruiter

Chrome River

Delta Allocations

Streamlines

ReApps

SDC Apps



Monthly 
Close & Reporting

Legal Entities

Weekly Cash 
Reconciliations

Balance Sheet 
Reconciliations

GAAP to Tax AJEs / 
Reconciliations

FP&A -
Management  

Reporting

Markets 

Dashboards, KPIs,

Threats/Risk 
Assessment –
Growth – Investment vs 
Organic , Contraction, 
Concentrations -clients, 
industries, banking.

Profitability
• By projects
• By service line
• By fund

Shared Services

Consolidations

GL Management
•Open/Close Ledgers
•Chart of Accounts
•Legal Entities

US GAAP Reporting 

Eliminations

Equity  / 
Investment Acct
• Waterfalls
• Distributions/Contributions
• Ownership Interests

Cash 
Management / 

Forecasting

Near Term
•3 - 6 months
•Rolling 12 months
•Distributions, 

Contributions
•Affiliate Loans, AP, AR
•CapX
•Working Capital

Long Term
•1-5 years
•CapX
• Investments
•Debt

Partnership
•Distributions
•Capital Calls

Underwriting ROI
•Producer/Teams 

Underwriting

Treasury
Operations

SRP & PM Bank 
Accounts
•Fiduciary Accounts
•SRP Accounts

Debt / Guarantees
•Credit Facilities
•Covenants

Wires/Cash 
Transfers

Bank Admin & 
Controls
• Concentration/Sweeps
• Accounts
• Credit Cards

Kyriba Admin & 
Controls
•Signatories
•Positive Pay

Tax

SRP / Markets

Project JVs

Property JVs

Investment Funds

Data Centers

Cross-Border 

Income/Expense 

Tax Reporting

Tax Planning

Budgeting
Rolling Forecasts

Baseline of Processes > Current Challenges 
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Finance Transformation – Plan

• Determine Scope
• Partner Selection
• Manage Expectations 
• Build in a Contingency Plan
• Support Centers of Excellence
• Consider maturity, specializations, consistency and complexity of operations for:

• insourcing vs outsourcing of functions
• leveraging AI technology
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Questions / Network:
• Ariella.Middlebrook@Streamrealty.com

Thank you!

Tr a n s f o r m i n g  a n  O r g a n i z a t i o n

mailto:Ariella.Middlebrook@Streamrealty.com
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