[image: ]Business Case One Pager



Issue: 
An invoice is received from a vendor by the business unit which was provided the goods or services. An employee with the business unit manually enters the invoice into WorkDay by manually keying in the invoice details including the date, invoice number, amount, and accounting string to use for payment. The employee also attaches a copy of the physical invoice in Workday. 
The invoice is then approved by the cost center manager and routes to the finance bureau for final approval and processing. 
Problem Statements: 
· A financial control that is currently in place to prevent duplicate payments called ‘matching’ reviews new invoices being loaded into Workday. The control checks for duplicate supplier/invoice number/date/amounts and creates an error to block the creation of a new payment document. Manual data entry of these fields can cause this system check to fail. For example, if an invoice number is listed as ‘A 12345-6’ on the invoice from our supplier, a user may enter ‘A123456’, ‘A 12345 6’, ‘12345-6’, or ‘A 12345-6’. Workday will read all these variations as a separate invoice number and the variations can cause the control to fail.
· During times of high work volumes invoices can ‘pile up’ on desks in the inbox of business unit customers. Until the invoice is loaded into Workday the accounts payable team has no visibility regarding the payment status of the invoice. It is common for suppliers to call the accounting team to check on payment status. If the invoice is pending action at the business unit to load into Workday the accounts payable team is unable to provide information to the supplier about payment status. Researching this and answering these calls takes the payables team away from processing payments and further impacts our customer service levels. 
· Decentralized loading of invoices contributes to inconsistency through the department of identification of funding string and impacts data integrity issues in our financial data mining.
· Significant delays in payment that cross the fiscal year trigger additional review and administrative processes to apply the payment to the appropriate fiscal year. This process is avoidable and unnecessary if the invoice is paid timely during the fiscal year end ‘hold open period’.
· Payments being made in relation to a Purchase Order or Contract release the encumbrance of funds in the budget unit. If invoices do not properly reference these documents Workday financial reports will continue to reflect money as being encumbered for payments which have already been processed. Centralizing these tasks can improve consistent processing of the invoices to release encumbered funding.



Background data
· Around 127,319 invoices are processed annually by various offices in the department. This includes standard payments, that occur on a regular basis. Depending on training and turnover, these can be posted to different spend categories and can be processed at a different cadence, causing suppliers to inquire on where payments are, and additional investigation.
· Avg time from entry to pay: 2.96 days
· Avg Time from Invoice Date to Entering into WD: 14.39 Days
· 58 Invoices paid outside of 60 days in FY23

Proposed Solution: 
Streamline Iowa DOT accounts payable processes by centralizing invoicing to a single location for the department. Automate scraping the data from invoice scans to reduce manual data entry. Leverage AI to provide accounting string coding and other data fields. Change routing of invoice approvals to be initiated centrally and approved by the field after initiation.
By centralizing this process we can eliminate staff time from bureau units across the department, improve customer service, improve data quality, reduce errors, and accelerate payments to our suppliers. These improvements are possible by leveraging AI technology which has not been available previously to make many of the coding decisions that require staff to make based on their own knowledge and understanding of our financial structure today. The bulk of the DOT savings from this initiative comes from freeing up staff time of staff in our business units to direct toward other activities.
Project implementation
As this project is not time sensitive finance recommends piloting this project utilizing existing staff and equipment to show a proof of concept. Up front costs are limited to the purchase of the Workday Sku for the AI module and existing staff time. Based on success the project will continue by expanding to more and more divisions/districts. This will allow us to test the solution and make adjustments before a more broad adoption is implemented.

Resource Demand: 
Labor Implementation:
· Workday module implementation and configuration changes to the approval workflows will require support from the BSB team. These are estimated at 460 hours of time from an ITS 4 and an ITS 5. 
· All other implementation costs absorbed by finance team to test concept and configure system for more broad implementation.



Labor Ongoing:
· Staff to run and maintain mail/scanning operations and system configuration
· Half of an accountant 2 responsible for coordinating the needs for the business unit
· 2 mail clerk 2s to process the incoming invoices and load them into the system
· 40 hours annually of ITS support from the BSB team for adjustments
IT
· New sku to buy for Workday module which facilitates the AI reading of invoices
Facility
· 1 time set up of a mail receiving area for invoices
Equipment
· Envelope opener, scanners, and computers for additional accounting staff

Return of Investment:
Internal Return of Investment is projected at 7%.  The total expense is $1.9M with total cost savings of $2M.  The economic impact is $90K annually to vendors who would be paid more timely. Projected payback year is year 7. 
Benefits: 
· Improved customer service 
· Savings in staff time
· Improved Consistency
· Improved financial controls
· Stronger controls to avoid duplicate payments 
· Positive economic impact to suppliers for improved cash flow
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