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1. Executive Summary

This case study presents the transformation of the Accounts Payable (AP) function—not merely as a technology
initiative, but as a change management driven modernization program. While RPA, OCR and ERP integration
delivered digital capabilities, it was the structured and disciplined change management approach that ensured

AP teams, vendors, procurement partners, and finance leadership embraced new ways of working.

The initiative delivered:

« Areduction in payment cycle time from ~90 days to 10 days
«  Upto 70% reduction in manual effort

« Enhanced compliance and vendor satisfaction

« A scalable foundation for future hyper automation

Behind these outcomes was a deliberate focus on stakeholder alignment, process standardization, capability

building, and culture shift.

2. Introduction — Why change
management was critical

The AP function had long been constrained by manual,
fragmented, and error prone workflows. Invoices arrived
through inconsistent channels, approvals were bottlenecked,

and vendors repeatedly followed up for payment clarity.

Historically, attempts to streamline AP faced resistance
because:

+ Teams were accustomed to manual control

«  Business units followed varied processes

- Vendors had inconsistent invoice formats

« Ownership for exceptions lacked structure
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Technology alone could not solve these challenges.

A shift in mindset, behaviors, and collaboration norms was essential. The organization therefore designed the

program as a people first transformation, supported by digital tools.

3. Problem Statement — The human and process friction

3.1 High Manual Workload & Process Variability
AP coordinators relied on tacit knowledge to classify
invoices, identify ownership, and interpret business

rules—making them central dependency points.

3.2 Long Lead Times & Delayed Decisions
Multi level approvals were often delayed because roles
and responsibilities were unclear, and there was no

standardized escalation path.

3.3 Limited End to End Visibility
Lack of a unified workflow created confusion across
teams, and stakeholders had no single source of truth on

invoice status.

3.4 Compliance Risks Due to Human Dependency

Manual interventions increased exposure to errors and

inconsistent adherence to audit guidelines. R
These challenges reinforced the need for a structured yﬁ% . \\1’;&{7%
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change program that re-defined roles, behaviors,

governance, and accountability.

4. Transformation Approach — Technology enabled, change driven

The AP redesign followed a holistic transformation roadmap built on two parallel tracks:
1. Digital Enablement — OCR, RPA, ERP posting

2. Change Management & Adoption — alignment, communication, training, governance

4.1 standardization Before Automation
The Change Management (CM) team partnered with business units and vendors to drive pre-automation

standardization—cleansing master data, defining common invoice formats, and codifying business rules to
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ensure automation was built on consistent and reliable
inputs. In parallel, the CM team worked with the project
and leadership teams to articulate clear success
metrics for the transformation. Through structured
stakeholder workshops and alignment sessions, the
team helped define measurable outcomes that would

indicate successful adoption and value realization.

Examples of these success metrics included increasing
the touchless invoice processing rate (e.g. percentage

of invoices processed without manual intervention),

!

exception rate requiring manual review, and reducing the cost per invoice processed. Additional metrics focused

reducing invoice cycle time from receipt to posting,

improving first-pass processing accuracy, lowering the

on operational and vendor outcomes, such as improved on-time payment rates and reduction in vendor queries
related to invoice status. Establishing these metrics early created a shared definition of success, guided process
and automation design decisions, and enabled leadership to track performance and value realization as the

automated Accounts Payable processes scaled.

4.2 Role Redefinition & New Ways of Working
The shift from manual data entry to exception based review
required re training AP teams, reframing job expectations, and

building confidence in automated outputs.

4.3 Workflow Integration Across Functions

To enable end-to-end process efficiency, procurement, finance
controllers, IT, vendors, and business units were brought together
through a series of cross-functional workshops to align on a
single, streamlined Accounts Payable workflow. These sessions
helped surface process variations across functions, clarify roles
and handoffs, and establish a standardized operating model

that could be supported by digital automation.

The Project Manager and the Change Management (CM) team worked in close partnership to ensure both
delivery and adoption objectives were achieved. While the Project Manager focused on coordinating timelines,
technical dependencies, and solution design, the CM team drove stakeholder engagement, facilitated alignment
discussions, and addressed process ownership and behavioral changes required across functions. Together, they
ensured that workshop outcomes translated into agreed process standards, clearly defined accountability across
teams, and strong stakeholder buy-in. This collaboration helped reduce resistance to process changes, improved
cross-functional coordination, and ultimately enabled smoother implementation and sustained adoption of the

new workflow.

4.4 Governance & Support Structure
A structured governance model was established to support the rollout and ongoing operation of the transformed

Accounts Payable function.
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This framework addressed

« Policy updates,

« |ssue resolution,

«  Process escalations, and

«  Continuous bot performance reviews, ensuring the
automated processes remained stable and aligned with

business needs.

The Change Management (CM) team also introduced

governance metrics to track adoption and sustain change.

These included
«  User adoption rates of the new workflows,
«  Training completion levels,

+ Adherence to standardized invoice processes, and

«  The volume of user support requests.

Regular governance reviews combined these change metrics with operational performance indicators, enabling

leadership to identify adoption gaps and ensure long-term sustainability and accountability.

5. Solution Blueprint (Technology as Enabler)

While the technical solution included OCR extraction, RPA based routing, ERP posting, and exception handling, the

true success came from organizing people and processes around these capabilities.

Change management activities embedded within each layer included:
+ Invoice format guidelines and vendor education (OCR layer)

«  Business rules workshops and decision mapping (RPA layer)

+  Approval matrix redesign and accountability clarity (Workflow layer)

«  Training and adoption sessions (ERP layer)

6. Outcomes & Impact — Benefits Realized Through Adoption

The transformation outcomes were enabled not only by technology deployment but by structured change

interventions aligned with the ADKAR model, ensuring sustained adoption across stakeholders

ADKAR Element Change Intervention Observable Outcome

Awareness Leadership alignment sessions, cross-functional workshops, Strong stakeholder buy-in enabled teams to trust and follow

& Desire and vendor engagement created a shared understanding of the redesigned workflow, contributing to lead time reduction
why AP standardization and automation were necessary. from 90 days to 10 days.

Knowledge Training programs, standardized invoice guidelines, and Shift from manual processing to exception management

& Ability hands-on support equipped teams to operate the new resulted in ~70% reduction in manual effort and improved
automated workflows. operational efficiency.

. Governance forums, adoption metrics, performance Improved audit readiness, stronger vendor relationships

Reinforcement dashboards, and compliance monitoring sustained behavioral through predictable payment cycles, and a scalable

change. foundation for future automation initiatives.
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7. Lessons Learned - The Change
Management Lens

i . A Of th d forch
7.1 Process Standardization Enables Automation Wareness Sl R
Success
Automation fails without clean, structured Desire To participate and support
) . ) ) the change
inputs—requiring change in vendor behavior and
internal discipline.

Knowledge On how to change

7.2 Clear & Consistent Communication Builds Trust

Early and continuous stakeholder communication ) ) i
To implement required skills

Ability and behaviors

reduced resistance and improved adoption.

7.3 Training and Upskilling Must Be Continuous

Teams shifted from manual processors to exception DR To sustain the change

evaluators; capability building was crucial.

7.4 Governance Must Be Designed, Not Assumed
A formal governance model ensured issues were
resolved quickly and adoption remained consistent

across functions.

Conclusion: Change Management as the True Success Factor

The initiative to automate Invoice Processing for Accounts Payable team proved that technology accelerates

transformation, but change management unlocks value.

By proactively engaging stakeholders, clarifying new workflows, educating vendors, and reinforcing benefits
through structured communication, the organization successfully transitioned from manual, fragmented

operations to a seamless, automated AP ecosystem.

The real achievement was not just faster payment cycles, but a shift in culture—from manual dependency to

digital confidence.

This transformation demonstrates a powerful truth:
When people, processes, and technology move together, digital transformation becomes sustainable, scalable,

and strategically impactful.
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