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The invoice,
an engine of value

How the Enel Group has digitized its processes,
from procurement to invoice management,
including international ecosystem level.

Paolo Morati*

In this interview Rosario Farina, Country Italy
General Accounting Manager, and Antonio
Lombardi, Head of Accounting Processes and
Systems and BPO Management of the Group,
illustrate the path that the Enel Group has been

and BPO Management, Gruppo Enel

following for more than ten years in the digiti-
zation of administrative processes at national
and global level.

What are the digital transformation trends
that are changing the administration pro-
cesses of large utilities today?

Antonio Lombardi. To answer this question it is
necessary to make a preliminary remark that
starts from the management of processes, an
area in which | am directly involved, including
outsourcing. In ltaly, when we refer to Enel, the
image is that of a large company that deals
with electricity. In reality, it is something more
in the sense that in the last 14 years Enel has
become a multi-utility, multi-country company
present in 44 countries, also through a series
of acquisitions. This is an important element to
highlight in order to understand the complexity
of the administrative processes - which we
have partly outsourced - on which our activity
is based and for which we have foreseen an
extremely delicate process of homogenization
and standardization, being also subject to sec-



tor constraints and subject to stricter checks
by the reference authority than other sectors.
Aiming for efficiency and flexibility, digitisation
plays a fundamental and strategic role in this,
where we believe that technology can support
processes from electronic invoicing through
robotics to process mining systems, creating
global references and minimising local custo-
misation requirements. All this by freeing up
administrative resources so that they can be-
come effective process managers as well as
advanced technicians, an even more critical
issue from a global purchasing strategy point
of view, and more generally optimising the re-
lationship with and between the various players
in the value chain involved.

How did Enel address the issue of digital
transformation? Past experience, needs
and path taken up to now

Rosario Farina. We have in fact moved from
document management with a local vision to
process management on global platforms with
a view to advanced process monitoring. We
can define ourselves as forerunners having
started the digitalization of the entire document
heritage in 2009, starting as a logical step from
[taly and then planning to spread the same ap-
proach abroad. Moreover, since 2008 we have
been working with electronic invoicing accor-
ding to the XML UBL (Universal Business Lan-
guage) standard. At that time we were talking
about ‘paperless’ which, attention, is not only
dematerialisation of the existing but also an
opportunity to rethink processes and valorise
data. So we started out with the goal of ope-
rational efficiency and lowering management
costs and then ‘discovered’ that we could
create a digital relationship with the various
stakeholders involved and introduce a broader
process governance, opening the systems to
information on the entire order cycle and not
on a single document, effectively clustering the
data and enhancing it regardless of where it
resides.
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In the specific case of the invoice, therefore, we
have not sequentially recreated the fields and
type of data contained in the paper one, but
we have taken a further step to create specific
paths that, for example, enable the automa-
tic accounting of invoices, the participation of
the supplier in a digital path and the reporting
of Italian and European funding through di-
gital document authentication. For us, digital
electronic invoicing is the cornucopia of ma-
nagement data, having inserted into it those
key elements that act as the glue between the

Rosario Farina, Country Italy General Accounting Manager,
Gruppo Enel
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procurement system, the acceptance of goods
and services, the supplier’s system and finally
the payments. Here the invoice becomes not
only a document but the crossroads of the en-
tire order cycle. In short, it is not just a matter of
having more space for ideas and less for paper,
but of opening a casket containing information
and relative value to create a digital partner-
ship. This is how the path started in 2009 has
led to savings in the tens of millions of euros,
freeing up the administrative desks previously
buried by paper with consequent operational
efficiency and subsequent global governance
of processes. And by producing natively digital
documents for 360-degree monitoring of their
entire life cycle and considering the data regar-

THE TECHNOLOGY USED

dless of location and original content, as well
as its vehicle. Considering, in fact, the digital
platform as a great agora.

A.L. Let me give a concrete example. In 2005
we had to account for a project with reference
to about 50,000 invoices since 1997. An acti-
vity that had taken months and months of work
by five people, something that today, thanks to
digitisation, can be done in a few minutes by
identifying a whole series of information con-
tained in the invoice, including its corollaries.
We talk about how much the supplier has in-
voiced, the time frame for payment, the cer-
tainty of who has sent the file with the relevant
authorisations, and so on. Changing the quality
of administration and taking it to other coun-
tries. And here | can say that in Italy we are
certainly ahead of the United States where, for
example, payments by bank transfer are not
accepted and we still work with cheques. On
the contrary, in Mexico, where there is a pro-
blem of operational management, the legislator
has introduced something similar to digital in-
voicing. So we are trying to create a common
framework for everyone to take advanced digi-
tisation everywhere we operate.

Starting from the broader procurement so-
lution, how did the invoice management
project come about and how did it fit into
your strategy?

R.F. Everything starts from the procurement
decision to evolve its processes, which at the

The procurement platform described in this article is based on JAGGAER One, a Source2Pay
solution designed to collect and analyze purchasing data, manage an ordered and tracked com-
munication with suppliers and automate repetitive procurement activities.

This is integrated with Yubik Invoice Management, a DocFlow solution for B2B electronics invoi-
cing which has as one of its objectives to orchestrate all the less structured phases of the process,
such as the exchange of information and documentation with the technical areas involved, up to
the management of all the necessary documentation.



time were based on a platform that managed
supplier tenders and contract impacts and that
was integrated with all business services based
globally on SAP, including those of administra-
tive management. At the time, however, the
supplier was contacted digitally but issued a
paper invoice to the relevant business unit,
after which the administration accounted for it
with its own portal.

The idea of the project was instead to consi-
der the client in a 360-degree way, making it
‘born’ already digitally, and this thanks to an
advanced procurement platform, based on
JAGGAER technology and with DocFlow do-
cument & process management repository and
then the introduction of a new portal. A project
that has involved the Financial Control and Ad-
ministration (FCA) side and that today sees the
supplier become digital right from the first mo-
ment he decides to take part in a tender and
consequently qualify by entering his personal
data. After obtaining the credentials, following
the relevant checks, he then takes part in the
tender and, if he wins, stipulates a contract en-
tered into the ERP.

This is why in the procurement platform it is
fundamental the intervention of FCA to ensure
that the digital flow does not stop only at the
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contract but is virtuous with the relative autho-
rizations to invoicing and therefore to payment,
thus inserting an additional component on our
part without having to re-qualify the supplier as
the relationship was born and certified digitally.
And this is why we now have an invoice mana-
gement platform that, while paying attention to
customisation for local realities, inserts a ho-
mogeneous modus operandi and a global and
common governance worldwide for digital data
processing.

The goal we were aiming for - and which has
actually been achieved - was to overcome a
portal that stopped at the contract, while ma-
naging the relationship with the supplier in a
transparent manner. The supplier can therefore
know how much he has to invoice, the pay-
ment methods, manage the IBAN - which is
one of the most critical elements in the interna-
tional payment system - all through a platform
that does not stop before invoicing but lives on
in time. The secret of all this is that the certi-
fied information upstream applies to all down-
stream processes.

So what are the needs that the invoice ma-
nagement project had to meet?
A.L. Beyond what has been stated so far, there
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is an important point to highlight in terms of
needs. Enel, like all large groups, has suffe-
red over time from fraud attempts based on
digital change. Today we are equipped with
control systems and a platform that makes it
impossible for any operator of an administrative
type to modify for example the IBAN. In fact,
we started with the need to make the invoice
acquisition process lean, but within it we have
dropped a whole series of elements such as
segregation of duties, risk minimisation and
group policies.

An example in this sense is the policy that
provides that only within a certain amount
purchases may not be managed at a global
procurement level with the relative constraints
directly inserted in the invoice management
platform. In essence, it is not possible to in-
sert invoices that do not respond in terms of
amount, but also in terms of types of goods, to
global rules and any approval must come from
a deputy manager, strengthening both the or-
ganizational and process elements. This is why
all the group’s push digitization must be linked
to change management paths linked to high
profiles, and this is obligatory in every country
where we operate.

To date, what operations does the invoice
management system manage and enable
and what results have you achieved?

R.F. We are talking about standardization and
uniformity of the process from a digital point
of view, and the inclusion of controls and gui-
delines valid for all the countries where we
operate, and therefore ‘living’ governance. A
brief summary of what was said before. The
supplier must not be born on a piece of paper
but digitally and must declare the IBAN. There
must be a digital contract and there must be a
responsible trace of the contract, there must
be an equal flow of information to and from the
supplier regardless of country, company, type
of asset. The administrative relationship must
be clear and transparent. And the supplier for
its part receives and shares information in real
time where it previously had to look for the
administrative contact person on duty and in
several countries. Today, on the other hand,
the platform can display its 360-degree sce-
nario, i.e. which invoices it has to pay globally,
which companies require it to invoice, which
invoices it has to issue, which are the referen-
ces for paid and unpaid invoices. Previously he
had to deal with 16 different ERP managers




and an endless series of administration, while
today he has clear what he has to do, what
the basic contractual information is and even
receives the self-filling of the invoice from Enel
where he only has to enter the missing details.
Here we have a governance that is not only de-
clared but also exercised and a homogeneous
digital relationship with positive repercussions
also for the digitization of the actors in the value
chain and back again on us, all part of a single
ecosystem.

Finally, what other steps do you plan to take
on this front, also in the light of new regula-
tory and European developments?

R.F. Having all this information digitized from
management information to invoice proces-
sing, accounting and payment times, other
advanced functions such as process mining
to identify inefficiencies, exceptions and so
on can also be based on this data lake. In the
meantime, a confining activity is also starting
up, whereby an invoice is automatically self-li-
quidating when it is issued and Enel provides
a credit system that, through special conven-
tions, enables a whole series of satellite ser-
vices such as access to financial credit. And
here we go back to the starting point, that is,
when in 2009 we took the first steps in digitisa-
tion, we could not talk about these advanced
services today.

As far as the evolution of regulations is con-
cerned, this is certainly important, but it is not
a constraint on our goals of partnership, vi-
sion, homogenization and governance. On the
other hand, it is necessary to maintain com-
pliance with the different paths that exist in
the countries where we are present. Here it is
important that our technology partners, such
as JAGGAER and DocFlow, not only provide
us with the technology, but also represent a
safeguard with regard to compliance, advising
us before we indicate what to do. Finally, Enel
participates in the Ministry of Finance’s e-invoi-
cing forum and our best practices have been

CASE STUDY

examined by the European Commission on
why we have a high percentage of digitisation
and accounting automation. All this is pending
the adoption of the future universal European
paths.

A.F. Our digital and process approach, through
the basic element of the B2B relationship -
which is then the invoice - has introduced a
series of lean logics that also start from the
needs of the supplier. There have not been
cases where a single supplier asked us why
the same invoice for the same good was trea-
ted differently in different countries. Next year
we will have completed the project in all the ge-
ographical areas where we operate. Ultimately,
what we have done, what we are doing and
what we will do is something fundamental for
all those involved and for us decisive because
the business moves with orders, and those
who do not digitize processes are destined to
stay out of the market.
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