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INTRODUCTION

Whether migrating from manual travel and expense 
processing or replacing an outdated solution, a suc-
cessful T&E automation project requires a solid tech-
nology platform. But technology alone won’t guaran-
tee the adoption rates that will boost ROI, streamline 
expense management, and keep stakeholders happy.

True transformation requires a cultural change, 
which presents its own set of barriers. McKinsey es-

timates that 70% of change programs fail to achieve 
their goals — and outcomes have not significantly 
improved in decades. McKinsey and other similar 
research organizations point to employee resistance 
as the primary culprit. If a handful of people resist, 
maybe the problem is only with those people. On the 
flip side, if broad resistance from employees contin-
uously hampers change initiatives, the change model 
could be to blame.

EMBRACING CHANGE: BUILDING
A CULTURE FOR SUCCESSFUL T&E
AUTOMATION
Leveraging technology and human capabilities to transform T&E processes
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“While it may be tempting to do a ‘lift and shift’ to 
bring automation to the same process that people 
are familiar with [and will be less likely to resist], 
you lose 95% of the value of automating if you don’t 
explore changes to the underlying process,” noted 
Brian Kalish, Principal, Kalish Consulting. 

This white paper will outline the roadblocks to im-
plementing automation; the soft skills and human 
capabilities needed; and the benefits of a successful 
T&E transformation.

CHALLENGES OF AUTOMATING T&E

Manual T&E processes are prone to errors, don’t pro-
vide the data and analytics for a company-wide view 
of spending by categories, and lack necessary spend-
ing controls, among other shortcomings. 

A key reason that manual processes no longer work 
is that they are inefficient. One typical example is a 
logistics services company with 500 employees who 
submitted monthly expense reports. Travelers had 
to manually print and send reports to the accounting 
department, along with paper receipts. Needless to 
say, compliance was difficult to track and employees 
experienced lengthy delays in reimbursement.

However, even automated systems don’t always offer 
the robust features necessary to analyze spending 
patterns and integrate with financial reporting sys-
tems. One size does not fit all. For example, a railway 
solutions provider with a highly mobile workforce 
and high-volume monthly expense reporting found 
its T&E tool lacking. They needed a mobile solution 
with integrated mapping and mileage tracking and 
built-in policy controls. An automated solution saved 

EMPLOYEES BRING THEIR OWN 
OPINIONS AND PERCEPTIONS 
ON HOW T&E SYSTEMS 
SHOULD WORK BASED ON 
THEIR EXPERIENCES AT 
OTHER COMPANIES.”

 — Bryan DeGraw, Associate Principal, 
The Hackett Group

“
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the accounting team six hours each month and re-
duced the time to reimburse employees by two days.

In addition to the technological hurdles, there is the 
human factor. Unlike other systems in the organiza-
tion, the T&E system is used by almost every employ-
ee at some point. As a result, there will be different 
levels of comfort in making the switch to a new 
process, as well as varying degrees of familiarity with 
enterprise solutions.

“Employees bring their own opinions and percep-
tions on how T&E systems should work based on 
their experiences at other companies,” said Bryan 
DeGraw, Associate Principal, The Hackett Group, a 
consultancy. 

MANAGING CHANGE AND 
OVERCOMING RESISTANCE

No matter how well a T&E transformation initiative 
is planned, any organizational change can breed 
uncertainty. If your company has a number of people 
with heavy travel schedules, they may resist learning 
a new system. After all, submitting their expense re-
port doesn’t close the sale, make a customer happy, 
or add to the bottom line.

While travelers may not like the current process, it 
can be time-consuming and frustrating to learn a 
new system. “’I can’t wait to do my expense report,’ 
said no one ever, but some travelers are understand-
ably hesitant to learn yet another process for submit-
ting their expense report once they’ve gotten used 
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to doing it a certain way,” noted Jennifer Donnelly, 
Senior Consultant, GoldSpring Consulting LLC.
 
Preparing for how your employees will adapt to the 
new software is crucial to success. When it comes to 
T&E automation specifically, planning in advance is key 
to minimizing disruption and maximizing adoption.

As a CFO, preparation has to begin in the finance 
function. You want to ensure that your finance team 
understands how T&E automation software will 
replace current manual processes or tools. This ex-
ercise prepares the finance team to understand the 
requirements and work with the vendor to tailor the 
implementation of the software to meet the needs of 
the business.

An internal focus group should be involved early in the 
process — before a vendor is chosen — and continue 
to provide feedback as the system is implemented. 
Include IT and finance in the mix, as well as legal, tax, 
HR, and a representation of frequent travelers from 
various departments. “You need all the right people in 
the room from the start, and while CFOs generally get 
their accounting and finance teams involved, as the 
systems impact financial reporting and payments, tax 
is sometimes forgotten,” Donnelly said.

Once your finance team is comfortable, you need 
to plan how to roll the software out to the broader 
organization. To understand the implications for em-
ployees at all levels, change management should in-

SOME TRAVELERS ARE 
UNDERSTANDABLY HESITANT 
TO LEARN YET ANOTHER 
PROCESS FOR SUBMITTING 
THEIR EXPENSE REPORT ONCE 
THEY’VE GOTTEN USED TO 
DOING IT A CERTAIN WAY.” 

— Jennifer Donnelly, Senior Consultant, 
GoldSpring Consulting LLC

“
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clude feedback from a cross-section of workers who 
know the current challenges facing T&E processes. 

T&E software can be very different from most soft-
ware systems in that it can touch every person in an 
organization. With that level of impact, it’s important 
to weigh a phased roll-out approach versus a big-bang 
implementation. It will depend on the organizational 
structure, the number of frequent travelers, and size 
of the organization, among other factors. A staggered 
implementation enables you to gather feedback and 
adjust before requiring everyone to use the new tech-
nology, but it can be confusing and time-consuming 
to run two systems simultaneously. As this is a system 
with a wide reach, many adopters still opt to have 
everyone start using the system simultaneously.

Lastly, as T&E software leaves almost no one un-
touched by change, it is important to consider how 
you will train and prepare employees for eventual 
use of the system. “People-related issues are at the 
core of change implementation barriers,” said The 
Hackett Group’s DeGraw. People planning often 
takes a back seat to planning financials, operations, 
marketing, and sales, creating vulnerability and risk 
of resistance, DeGraw noted.

Different teams and departments may require differ-
ent types of hand-holding. Many organizations rely 

on change champions to become super-users who 
inspire greater adoption and ease concerns.

CFOs should also seek out champions among senior 
management who will not only advocate for the fund-
ing to automate T&E, but will be a model for everyone 
in the organization by using the system and participat-
ing in user discussions. According to DeGraw, many 
projects, including T&E automation, fail because the 
right solution is not properly implemented. Having the 
right leadership driving and supporting the change is a 
key factor in transformational success. 

Buy-in is important, but organizations should rec-
ognize that not everyone is going to enthusiastically 
embrace the new process. “Seeking universal satis-
faction is a failure,” said Kalish.

Companies also need to evaluate the skills of their 
current team and fill any gaps. Change management 
requires a certain level of discipline and project 
management savvy. The team needs to be able to 
maximize early adoption, track metrics, and adjust to 
ensure success.

Fortunately, organizations looking to automate T&E 
don’t need to go it alone. It is important to partner with 
providers that can offer extensive support and take a 
user-oriented approach to change management.
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TRACKING SUCCESS AND REAPING 
THE BENEFITS OF TRANSFORMATION

Depending on the appetite for change and the state 
of current T&E processes, it can take some time to 
realize value for your organization, but it is essential 
to start strong out of the gate and track progress 
along the way.

Demonstrating quick wins is very important, especial-
ly in the early stages. As a CFO, you want to ensure 
that you are monitoring the success metrics that will 
matter to different groups in the organization. 

For example, the executive leadership team will want 
to see how the T&E software is contributing to lower 
operating margins by freeing up valuable work time 
for the finance team and others in the organization. 

Data accuracy — such as tracking the number of du-
plicated expenses being flagged by the T&E software 
— is an important data point for the finance team. 

What Companies and 
Employees Gain from 

Transforming T&E 

 � A GPS and wearable technology company 
identified two to five duplicate expenses 
each month and eliminated a full day of 
accounts payable administration weekly. 

 � A logistics services organization reduced 
reimbursement turnaround time by five to 
seven days. 

 � The accounting department in a railway 
solutions provider saved six hours each 
month and reduced the time to reimburse 
employees by two days.
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Changing processes should result in fewer errors 
and greater efficiency, and if they aren’t you’re doing 
something wrong.

As an example of how one company gained visibility, 
a GPS tracking and wearable technology company 
was looking for ways to make the process more effi-
cient. By replacing outdated spreadsheets and manu-
al processes, the company was able to identify two to 
five duplicate expenses each month and eliminate a 
full day of accounts payable administration weekly. 

Employees who travel frequently will expect that 
the new software will help them get reimbursed 
more quickly. The Hackett Group’s DeGraw said it is 
important not to overlook the natural tendency of 
everyone to want to experience a positive impact on 
their personal situation, such as getting reimbursed 
faster. A logistics services organization did just that 
for its employees, transforming their T&E process to 
reduce reimbursement turnaround time by five to 
seven days.

Companies can also take the opportunity to stream-
line the process of submitting an expense report, 
which will boost traveler satisfaction. “If you have 200 
drop-downs for different types of expenses, consider 
consolidating some of the categories,” said Gold-
Spring Consulting’s Donnelly. “You can most likely put 
all meals under one category, rather than breakfast, 
lunch, and dinner.” 

Also the time it takes to enter an expense report and 
submit it is an important metric to share with the 
organization, so that employees can immediately see 
and understand these benefits. 

In the long term, a CFO will also want to also show 
the spend-control insights that are realized through a 
T&E automation solution. Being able to understand if 
certain departments are spending more, identifying 
specific offenders in the company who are violating 
policies consciously, and gaining a better under-
standing of where there can be cost savings and op-
portunities to negotiate improved vendor contracts 
are all valuable.

CONCLUSION

Change can be difficult to manage in any orga-
nization, but it becomes more challenging when 
automating a task such as T&E expenses, as almost 
everyone in the organization will submit an expense 
report at some point.

Ultimately, automation is not just about speeding up 
current processes. Revamping T&E systems provides 
an opportunity to add value in terms of more seam-
less compliance, more efficient accounting teams, 
faster reimbursement, and happier travelers. The 
end result is more data to make better decisions 
about how, when, and where employees will travel to 
maximize the impact to the bottom line. 

Transformation is inevitable, and companies that 
become adept at managing change — not just in 
T&E but in other facets of the business — will have a 
competitive advantage.

Key takeaways from this white paper: 

 � Organizations that simply automate current T&E 
processes are doomed to failure. It is more than 
just changing solutions. It requires a mindset 
that embraces the benefits of a more efficient 
way to track and reimburse expenses.  

 � Preparation will help employees and executives 
see the value of new systems. Get them involved 
at the outset to ensure their concerns are 
addressed. Executive champions can help win 
over some reluctant users. 

 � Choosing the right solution is critical. If a tool 
is intuitive, and easy to use and understand, 
then the level of acceptance will be significantly 
higher. It’s also important to ask potential 
providers how much support and assistance will 
be available to all employees.
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About the Sponsor
Certify is the leading online spend management solution for com-
panies of all sizes. Organizations worldwide book travel, complete 
expense reports, and digitize the procure-to-pay process quickly 
and easily using Certify cloud and mobile applications.

For more information about Certify, please call +1 207 773-6100 
or visit www.certify.com.

http://www.certify.com/

