
Let’s go back to basics. You’re an 
organisation and you’ve selected a Source 
to Pay (S2P) product - what are the key 
things to consider before you begin the 
implementation of that product?

Take time to understand your needs 
properly
Don’t try and scope out your requirements by 
looking at a number of different available “off 
the shelf” solutions and then prepare an RFP 
focused on all the different “best bits.” Trying to 
put together all the features and functionality 
from a variety of different solutions is a painful 
place to start.  It needs to start with you.

Your focus should be on the challenges you’re 
trying to address and the benefits you’re trying 
to achieve. Defining these will allow vendors 
to present solutions that will address your 
business needs. As a result, for vendors to 
respond properly, they will need to take the 
time to truly understand your business and 
demonstrate how their solution will support 
your strategic direction. 

Part of this decision will involve choosing SaaS 
vs on-premise models.  For the majority of 
organisations, SaaS models can provide fit-for-
purpose solutions with a lower total costs of 
ownership and higher time to value.  For larger 
organisations, or ones with more complex 
purchasing e.g. manufacturing, it may be that 
a combination is required to cover some of 
the more complex processes where cloud 
technology can’t yet be customised.

3 Stages on a successful 
Source to Pay 
implementation Journey
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The start of the journey

It’s not just about the implementation. Most organisations 
focus heavily on the “during” stage of an implementation, 
putting their efforts and attention on this part of the 
journey. However, the two areas that get less attention, but 
are as equally as important are “Before” and “After.” 

Stakeholder alignment and Change 
Management 
Change management is often described as 
communication and training, and often only 
gets real attention towards the latter stages 
of a project – but it should start and continue 
before the project begins.   

You have to be properly prepared internally 
before embarking on any implementation. 
Involve all key stakeholders and ensure buy 
in from across the organisation before even 
approaching vendors. 

Vendors always want to see senior sponsorship 
and backing from senior management 
stakeholders. S2P solutions spread across all  
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The bottom line here is that you have to 
have done your own homework and have 
a clear vision of what you want to achieve 
as a business. There are organisations that 
sometimes only realise they’ve bought 
the wrong product half way through the 
implementation phase – don’t be one of these 
organisations – invest time understanding 
what you’re buying (and just as importantly 
what you’re not buying).  

What functionality is a must and what is nice 
to have?  What functionality and processes 
are specific to your business and what can 
be tailored to an off the shelf solution?  If you 
don’t have this vision, the vendor won’t either.

departments in the business, so it’s necessary 
to get buy in from senior management, 
procurement, IT and finance, and the main 
departments that will realise the benefits from 
implementing the solution.  

Senior stakeholder sponsorship and buy in 
across the business is essential not only to 
a successful implementation, but to ensure 
the budgets are signed off for the project in 
the first place. Most good vendors would be 
happy to help with this process, but this must 
be embraced from within.

In addition to specific stakeholders, setting 
the scene early for end user adoption is 
also important. Getting support across the 
business in the early stages will make the 
subsequent roll out much easier. 
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Does the partner you have chosen to work 
with have a credible, experienced project 
team in place? A good implementation 
manager, with a combination of product 
knowledge and project management skills, 
can make a huge difference to your outcome. 

It is important to identify a partner with 
referenceable clients that relate to your 
business, whether that’s by industry or merely 
the scope and size of the organisation and 
project. Importantly, ensure that the skills 
available at your chosen partner meet your 
requirements.

Choosing the right implementation 
partner for you
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Defining the statement of work – 
expectations of the client and solution 
provider 
This part of the process can typically cause real 
problems for projects if not undertaken and 
well documented. It is important to list out 
everything that the vendor will do AND what 
the customer will need to do to ensure that the 
all the required resources required to carry out 
various parts of the project are in place such as:

          Data is cleaned and consolidated

          Support services are in place 
          Relevant people are trained

It is important to set expectations on what is 
required from the customer and what will be 
delivered by the consultants. If this is not in 
place, then generally speaking the customer 
will underestimate the volume of work and 
skills required from their side, and overestimate 
what the vendor will do. This ultimately delays 
the project, and has a knock on effect on the 
time to value on project delivery. 

A clear statement of work and 
an honest, realistic view of what 
resources are available both in terms 
of the skillset and capacity to deliver 
the required work is an absolute 
must.

Ensuring technical integration work is  
developed

Cultural alignment is also important and often 
overlooked.  Whoever you choose to work 
with, you need to ensure that as a business 
you are able to work together effectively. Can 
you work with a smaller, more agile business, 
or are you happier with a larger partner and 
approach. Can you really accept an agile 
methodology to implementation or is your 
business too large and complex?  

Software provider vs procurement 
consultancy
Is it better to work with a software provider or 
with a third party consultancy?

Software companies know how to produce 
software and their whole business model 
is built around this. But being well versed 
in the product may not be the same as 
understanding how to rollout a complex 
solution and embed it within your business.  
Some software businesses may rely more on 
partners to implement their product while 
others have an extensive professional services 
division.

 During the Journey
The underlying principal that organisations 
fall down on when implementing a 
procurement solution is that they view it 
as a system implementation rather than a 
change programme. Procurement touches 
all businesses and suppliers in a way that 
no other system does. Behaviour and 
stakeholder engagement is key.

Six areas and opportunities that need focus 
during implementation:

Early and ongoing stakeholder 
engagement and communication
This is not just internal users, but the finance 
department, procurement, business executives, 
plus suppliers all need to be addressed to 
ensure a smooth implementation. Make sure 
expectations are managed throughout the 
process. Ensure any contentious issues are 
tabled early on – any specific issues that may 
be had, a gap in expectations or anything else. 
Address them and ensure they don’t corrode 
timelines or the relationship. Up front honesty 
and transparency is needed at every stage.  

Clear stakeholder maps and communication 
plans should be built in the initial project 
planning phases.  User adoption will be key to 
delivering your business benefits, so involve key 
users along the project and work with them to 
develop suitable communication and training 
programmes for your business, and show the 
benefits of the system to as many people as you 
can from day one.

Policy review
Implementing a new piece of procurement 
software is a good opportunity to review 
and challenge policies that may have been 
implemented over the years. Are your 
payments with suppliers as good as they could 
be? Do you have policies in place to ensure 
that you don’t pay suppliers without a PO 
number? Do you have a policy for electronic 
invoicing? Or a policy for early payment 
discounts, and if so is this communicated 
with the right processes within the finance 
department? Have you added too much 
control, reducing efficiencies and creating 
exceptions that need to be manually handled? 
Have you put controls around high risk areas, 
while streamlining for lower risk? For example, 
if you know that a specific supplier very rarely 
makes any errors and is a low risk, why use a 
complex process for approvals that requires 
manual handling rather than extending 
tolerances to accommodate low levels of 
inefficiencies. Implementing a new solution is 
a great opportunity to ask and answer all these 
questions.

The mechanics of data and integration

Data and integration cause more delays in 
go-lives than anything else. Getting hold of 
your supplier, procurement and finance data 
and ensuring that it is clean and structured 
in a way that will help you with reporting 
before you start the implementation is 
imperative. Systems don’t work without data 
– it seems basic, but without an up to date, 
clean data source with the right information, 
implementations can be hugely affected. From 
an integration view, you need to ensure that 
you are conservative with data points, keeping 
it as simple as possible in terms of the data that 
you are looking to integrate. 
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Have a SaaS mentality
If you are implementing a cloud solution, 
having a Software as a Service mentality is 
about a shift-change in how you view the 
implementation of a solution. Previously, you 
may have bought a piece of software and 
customised this for your specific requirements. 
Now, you can’t customise – you can configure, 
but not change the solution itself. It won’t 
necessarily be a 100% perfect fit, but if you 
don’t get caught up in the details you will 
more than likely find you’re 90% of the way 
there, and that the benefits of this 90% far 
outweigh the 10% that isn’t perfect. 

You know your business, but the vendors and 
implementation partner know the solution. Let 
them offer advice and challenge them on what 
works and doesn’t work at other businesses – 
they want this to be successful just as much 
as you do. They may have ideas that you could 
take on board or things that you had not even 
thought about that they can bring from their 
previous experience.

Content
It’s all very well having a brand new system, 
but if you don’t add any content to it up 
front, you’re missing out on a big efficiency 
and savings opportunity. You need a very 
clear supplier enablement plan:  which key 
suppliers have commodities that you can put 
into catalogues? Which suppliers have high 
transaction volumes that you want to receive 
electronic invoices from? If you focus on these 
and get them live, you’ll start reaping the 
benefits faster. 

Internal drive and motivation
Having developed a clear Statement of Work 
from the ‘Before’ phase, it should be clear which 
activities you are responsible for.  Making sure 
that you keep up with your tasks within the 
project, and keeping everyday business away 
from the project team as much as possible is 
important.   

Identifying if this isn’t happening and how 
to mitigate these challenges is extremely 
important. If you’ve not planned it right and 
not got the right resource in place to deliver, 
projects can drag on for much longer than 
necessary. 
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Some of the tasks that need to be completed 
will not be as ‘sexy’ as others.  Data cleansing 
and supplier enablement can be fairly 
uninspiring activities, but they are necessary 
and need to be completed with the same 
attention as everything else.

Generally once organisations go live with 
a new system, there is a large sigh of relief 
and they relax. Like going on holiday, 
you’ve chosen the destination, the bags 
have been packed, you’re flight has landed 
– now what?  Well, now your trip has 
properly started and you want to make the 
most of it.  In the same way, going live with 
a S2P solution is day one – now you need to 
deliver the benefits:

Support and training 
Many users with new systems in front of them 
will need support and will likely have questions 
that need answering. Organisations need a 
help desk in place with clued up handlers that 
understand how the solution works. Equally, 
you need a training programme for existing 
and new employees. For the best adoption, 
make any training light and easy for people 
to actually digest and do, rather than lengthy 
classroom based training programmes. Use 
short punchy training videos for maximum 
effect. 

Continued supplier enablement 
During the project you won’t get all suppliers 
on board. After your initial work with the initial 
suppliers identified and on-boarded during 
the implementation, continue to work your 
other suppliers in a structured way based on 
a planned on-boarding strategy. Build new 
policies into new contracts and get as many 
suppliers working on your new, more efficient 
system as quickly as possible.

Performance management and continuous 
improvements 
You need reporting in place to identify which 
areas of the business are using the system well 
and which aren’t (and if some are avoiding 
using it entirely). You could build this process 
into the help desk responsibilities. If this is 
down to a genuine issue, you’ll be able to 
find out and solve it. If it’s not a real issue, but 
simply reluctance to change, this can then 
become part of the change management 

programme, explaining the benefits. Without 
this in place you can’t tell where you have and 
have not done well and effectiveness will steadily 
decline.

Updates and new releases 
One of the great benefits of SaaS products is 
that patched and new releases can be very 
regular, with updates coming every quarter or 
six months. When you started your project you 
may even have found problems that you had to 
work around, but by the time the implementation 
is complete, these may well have been solved. 
Ensure you are updating efficiently and properly, 
with a structured update process that checks 
functionality post-update, and your ROI will 
continue to improve. 

Utilise internal resources effectively 
The solution you’ve put in place should start 
to free up a lot of time that staff have been 
using on manually rekeying paperwork or other 
administrative tasks. Look at the resources you 
have in house and ensure that you are utilising 
them effectively to achieve further reduced costs 
and enhanced ROI – why not re-assign some 
AP resource to delivering dynamic discounting 
savings, for example? 

In the first few weeks 
highlight what has been achieved already, 
ensuring that what the project has delivered 
remains positive and maintains momentum, 
understanding the initial ROI and benefits gained.  
Ensure you keep some level of support from your 
implementation partner to advise on next steps 
and trouble shoot any teething problems. 

After 6 months or a year 
Run a full report session and identify how much 
has the system been used, what areas are being 
used, what aren’t and how to drive change in 
those areas.  Are you the system resources being 
used correctly, how can we drive change in 
behaviour to get the very best out of the system? 
Are there any areas that need revisiting by the 
project team? 

Continuing stakeholders/project manager 
contact 
 It may be worth setting touchpoints between 
your consulting partner and the key stakeholders 
from the project to share ideas, understand the 
performance of the implemented system and 
discuss the system moving forward. Keeping 
the relationship alive, and ensuring that you 
had a successful go live and a vastly improved 
procurement service.

The final leg of the
journey

Nb. This is explored further in Simon 
Hurst and Ian Dagg’s article 
“How Software as a Service affects your 
Procurement projects”
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We’re very conscious that there’s a lot of information and concepts in this paper to think about and get right.  Our key message is to try and ensure a 
balance of effort across the before, during and after stages of a S2P project – they are all important.  Getting the ‘before’ right will put you in the best 
possible place for a successful project and a product that delivers what you expect.  Getting the ‘during’ right will keep costs lower and get you live 
on time and provide a strong foundation for growth.  And getting the ‘after’ right will ensure you have a system that is being used by everyone you 
need, and is delivering benefits and continuing to build on the earlier successes.

In Summary
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