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“Companies’ obsession with holding on to 
physical paper documents is costing them 
dearly, and for no good reason – and we 
know this from our own experience. An office 
move over a decade ago forced us to review 
what we would do with filing cabinets that 
were creaking with project files. I felt it was 
essential we kept this documentation, but 
logic won and it was scanned into an electronic 
document management system. I have not 
once gone back to review any hard copies.”

- John chapman, Programme Director, touchstonefms

once organisations are able to overcome their emotional 
connection to physical paperwork and filing, they are free to 
embrace the numerous benefits of digital transformation – 
which start with authorised personnel being able to call up 
any information, at any time, in any place. 
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in accounts payable, the associated advantages are substantial. invoices are much less likely 
to go astray. supplier queries can be settled at first contact. Approvals and other workflow 
processes are much easier to streamline, move along, and audit because everything leaves 
a digital fingerprint and is time-stamped. this in turn aids regulatory compliance. Better 
control over invoices also creates scope for shorter payment cycles with associated discount 
possibilities for earlier supplier payment, as well as the confidence that small supplier 
safeguarding measures1  (payment within X number of days) are not being breached. And if 
the data contained within the invoice is captured in the right way, this can increase the scope 
for analysis of the figures – to improve forecasting, and identify scope for better deals (through 
smarter procurement).

All of this is in addition to the tangible cost, labour and space savings that are realisable 
once accounts departments have broken the habit of handling paper. if hmrc and legal 
requirements accept electronic documents that meet their specifications, what reason 
remains to base business processes and storage archives on physical originals? As well as 
being easy to lose or mislay, paper documents are more vulnerable to being irreversibly 
damaged or destroyed – by something as simple as a knocked over drink or a disaster such as 
a fire or flood. such a loss is difficult to justify in the modern digital age. 

the other obvious limitation with physical paperwork is that it can only be viewed by one 
person in one location at a time. this not only ties handlers to the office in question, but also 
prevents colleagues in other locations, or those working from home, from accessing those 
documents to complete tasks or respond to queries. this hampers efficiency and prevents 
workplace progress based on flexible and remote working policies. 

simply put, an effective document management solution can open up a raft of new ways of 
doing things – from offering more family-friendly working patterns to freeing staff to travel 
more or leave early and finish workloads on their commute (e.g. via mobile document access 
and approvals). it also promotes the ‘green’ agenda, which all organisations have a duty to 
work towards and be able to demonstrate in sustainability performance reports.

finally, there is documented evidence to show that when people’s desks are freed from paper 
clutter, they feel less stressed and are more productive at work2. this has prompted many 
companies to introduce ‘clear desk’ policies, in which untidy habits are discouraged. it is 
also a point of vulnerability for information security – if paper is left lying around containing 
confidential details, this could undermine any computer-based attempts to protect data3.  
for companies that are iso 27001 accredited this is an essential requirement.
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so why aren’t more organisations embracing electronic document management, when 
the case for continuing to hold on to paper is so flimsy? Barriers to adoption range from a 
simple mistrust of technology (what happens if systems go down?) to concerns about the 
upfront investment and any learning curve involved in moving to a new way of doing things. 
typically such fears are unwarranted. rather it is unrealistic expectations about document 
management implementations that create friction and hold back progress.

with this in mind, eAsY software’s implementation partner touchstonefms has distilled 
a set of implementation best practices from real-world document management projects 
applied across a range of organisations - lessons that accounts payable functions and their it 
colleagues can apply in their own digital transformations to maximise the impact and return 
on investment.

Best practice 1:  
set cleAr goAls to Direct the business cAse
An office move or home-working initiative may be the catalyst to think differently about the 
nature of documents and how they are treated. 

in the case of a multinational information and analytics company, relocation presented an 
opportunity to consider more efficient ways of managing essential everyday admin. At a 
regional police force, over-reliance on paper represented the last barrier to adopting new 
working practices: it wanted to enable remote working as part of a cost-saving drive.

your own goals will have a bearing on how ‘deep’ you decide to go, for example: 

• Do you plan to start storing only new documents (e.g. incoming invoices) electronically, or   
 do you hope to also tackle the backlog of archived paperwork? (Although a one-off, this   
 can be a large undertaking, so be sure how much needs to be scanned and kept, and for   
 what purpose, and consider who is going to manage this)

• how ‘intelligent’ do you need the system to be? Do you want to be able to easily search for   
 information held within documents? will you integrate the content with other business   
 systems, for example to support better procurement decision-making or budget    
 forecasting?

• where will users typically be located and what sorts of devices will they be using to gain   
 access to and interact with systems?

• what level of workflow and audit trail capabilities will you need (eg if the goal is to   
 accelerate payments, reduce exposure to potential fraud, or ensure regulatory    
 compliance)?

By being clear about why you are doing this and what you hope to gain, you can start to 
estimate the likely benefits, and build a picture of the most appropriate set-up for your needs 
and budget.
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Best practice 2:  
Allow Plenty of tiMe to PrePAre
Point 1 provides a clue to the need for a lot of upfront thinking – not just by the immediate 
department (in this case accounts payable), but by other functions that may hold some of the 
historical content and interact with documents at some point in a process. each stakeholder, 
each affected party needs to be included in discussions about what the proposals are, the 
reasons behind them, and what the practical implications will be as well as the expected 
benefits. 

how will this affect their everyday processes and roles, and what adjustments might they have 
to make? is it better to scope the project to include more advanced aspirations, rather than 
define a system that is simplistic and limited? how far could you go? 

Although it’s important not to bite off more than you can chew, it is worth starting with a pilot 
project to get an idea of what’s possible, and what works and what doesn’t. Allow time for 
training and reskilling too: if people’s roles are likely to change as part of the transition to new 
ways of working, you’ll need to provide for that.

At touchstonefms we have a duty of care to prompt this type of questioning and consideration. 
we provide companies with a set of questions to think through as they start to formulate their 
plan (see Appendix i). technology is just an enabler, after all – it’s what organisations do with 
it that determines its success, and that requires detailed thought and discussion.

6 © eAsY software

2



Best practice 3:  
look lAterAlly for ADDitionAl benefits
technology is so advanced now, and digitally-enabled processes so sought-after, that the 
only real limit to automating document management is stakeholders’ imagination – and 
the available budget. But hosted/as-a-service software and storage options can help here, 
by spreading the cost and providing scope for future scaling and expansion of users and 
features. 

it may be that it is only once users experience electronically available invoices and associated 
documentation and correspondence that they fully understand the potential, and develop 
a more ambitious vision. so it would be a shame if this possibility was closed off from the 
outset. from being able to interrogate the data contained within a document, or trace its 
handling, to its support for mobile access and authorisation – it is advisable to consider all 
the possibilities from day one, even if some of these features are ultimately discounted or 
brought into play at a much later date.

for one company touchstonefms has been helping, the original priority was to eliminate 
the intensive manual work involved with inputting 30,000 invoices into its financial system 
each year. As the business grew, the finance team was moved off site, creating a further 
requirement – namely for a system that would allow documents to be shareable across more 
than one physical place. the business realised it didn’t actually need hard copies of any of the 
invoices, because the document management system it was assessing was fully compliant 
with the requirements of hmrc.

technology has come a long way since the early days of electronic document management, 
which has increased the possibilities. from browser-based access on any device, to more 
sophisticated and accurate optical character recognition (ie automated document ‘reading’) 
for reliably inputting data from hard copies, advances have increased the options available 
to companies. And of course companies are increasingly generating and settling invoices 
electronically, using vehicles such as email and BAcs, eliminating the need for original paper 
trails. over time, this will increasingly become the norm, so it makes sense to factor this in to 
overall plans for electronic document management. 

indeed, it is worth including key suppliers in initial discussions – explaining your intentions 
and asking whether this is a development they would welcome and support. we are often 
surprised at our clients’ hesitation at raising the subject with suppliers, when these have 
as much to gain from exchanging documentation and processing invoices and payments 
electronically – especially if this means they might be paid sooner, and have fewer follow-up 
issues. it may be that they’re only issuing paper invoices because they have assumed this 
to be your preferred method, when they could easily issue them electronically. they may be 
equally happy to re-send old invoices electronically, saving you some scanning work.
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Best practice 4:  
MAnAge exPectAtions

once your target documents are electronic by default, the real gains of automation and fast, 
flexible access will come into their own. But the process of scanning and preparing existing 
paper documents for electronic storage and handling can be a big job, and it’s important not to 
underestimate this. 

if you’re aiming to maximise the value of the content (rather than just scan digital ‘photocopies’ 
which have to be opened to find the details), someone with a certain level of skill will be 
required to apply indexing/metadata tags so that documents can be reliably found again under 
key search criteria. A large publishing company brought in university students to handle the 
back-scanning of important historical documents. the process was too mundane and laborious 
for internal staff to take on, but conversely required enough skills that that it couldn’t just be 
outsourced to anyone. Bringing in students was an affordable compromise.

it’s equally important to be realistic about the accuracy of optical character recognition (ocr) 
technology, which interprets the content from documents. obviously some ocr engines are 
far better than others and at touchstonefms we use state-of-the-art technology to maximise 
reliability; but there is no such thing as perfect ocr. original documents may be poor in quality, 
requiring manual input for a certain percentage. we help clients assess this by asking them for 
a representative example of typical documents they deal with. 

Before our ocr system is ‘trained’ in what to look out for, it might achieve an accuracy rate of 
50 per cent, so departments need to be prepared for this and understand that they are not going 
to transfer to a hands-free scenario from day one. once it has learnt to recognise key words and 
associate these with a Po number and where this comes on a page, it can achieve success rates 
of up to 80 per cent: the better the quality of the document, and the more the system is trained 
to know what to look for, the more reliable the data capture.

it is another reason it is worth going back to suppliers and asking whether they would mind 
re-sending invoices electronically – the documents will be much higher quality as they enter the 
system, and it will save on scanning resource.
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Best practice 5:  
keeP workflow siMPle

the transformative power of electronic documents lies in what can be done with them, and how 
efficiently. our advice is always to keep workflow simple, to maximise the benefits: don’t add new 
workflow and authorisations for the sake of it. it could take away from the streamlined effect you 
are trying to achieve. the aim should be to accelerate the completion of tasks. it’s important to 
stay true to internal governance, especially when processes involve invoices and people’s money, 
but that doesn’t automatically have to equate to additional layers of approval.

Best practice 6:  
Assess systeM integrAtion PotentiAl
to maximise the benefits - and roi - from a document management implementation in accounts 
payable, it is usual to assess opportunities for integration. the ability to follow through a 
purchase invoice’s path and progress from Po to payment enables a complete audit trail and 
clear line of sight, enabling books to be balanced more easily and team members to see at a 
glance whether or when an invoice has been paid, or when it is due. 

such ambitions are common. But often organisations fail to consider the bigger picture, 
including broader potential for connecting up with procurement systems for example. once a 
company has invested in a document management repository, it makes sense to start including 
related documentation, from supplier agreements and terms, to general correspondence 
to aid rapid retrieval if queries or issues arise. By adding associated workflow and prompts, 
businesses can reduce the risk of contracts expiring or going astray too. 

similarly the document management system could be extended to hr, for keeping employee 
records, contracts and personal documents together. we came across a company with over 
900 staff, which is still growing, yet has no system for consolidating and keeping employees’ 
documents electronically. it is a missed opportunity. 

contract management is becoming a huge area of growth for touchstonefms, as contracts 
are increasingly treated as ‘live’ documents which are evolving all the time. managing them 
electronically supports that evolution, as well as more regular access by authorised personnel.

9 © eAsY software

6

5



Best practice 7:  
Allow reAlistic tiMefrAMes – AnD buDgets
Going back to the need to set expectations, this must also extend to how long projects – and 
each stage of them – might take. that includes an allowance for external help in designing 
and implementing a solution. in our experience, a simple document management system that 
introduces pure scan and electronic retrieval to accounts payable can take up to eight days 
to deploy. that’s before any workflow has been designed and added, and doesn’t include any 
training – this can double the implementation time.

the cost of ocr implementation is often a source of surprise to companies. this is generally 
costed according to the volume of documents (and numbers of pages) per year so it is 
important to be realistic about these quantities. if the numbers exceed 30,000-40,000, ocr will 
soon earn its keep: it is a no-brainer at this scale. But the technology, and its need to adapt 
and learn, is highly sophisticated making it less cost-effective for smaller document banks. 

if annual page counts rarely exceed 5,000, for example, it’s unlikely that you will need a full 
ocr capability. the point of having it is to streamline the process of capturing information in 
the document management system: 200-300 invoices a month would not be unreasonable to 
process manually, translating to 10+ per day for someone to enter manually. At the higher end 
of the scale (up to 50,000 invoices a year), data entry becomes a full-time job for someone, and 
a menial, low-satisfaction one at that. if you’ve got 2-3 people spending the majority of their 
time keying in data from paper documents, then ocr is for you.
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Best practice 8:  
count the softer benefits
traditional business cases try to account for every last pound and link this to a hard saving 
or productivity increase, with tangible metrics to support this. Applying electronic document 
management to accounts payable supports both, from physical space savings (freed up by 
redundant filing cabinets or secure off-site archives) and reallocated time. 

in the case of a retail chemist chain, scanning documents locally before sending them off 
to india for overnight processing is expected to enable six-figure savings. this possibility is 
available because the content is being captured electronically, making geography irrelevant. 
the company took a holistic view of how to process data more efficiently, and will harness the 
internet as a backbone, with encryption to safeguard sensitive data. the firm is growing rapidly 
and needed a more efficient back-office infrastructure to support soaring volumes of purchase 
invoices – already surpassing 24,000 documents a year, each potentially comprising multiple 
pages so that the total paper mass exceeds 100,000 individual sheets. Processing this workload 
electronically with affordable, time-shifted offshore help offered huge efficiency gains.

the less tangible benefits of adopting electronic document management may be even more 
considerable, so do assess and account for these when building the business case. 

software benefits can include:

• more fulfilled employees who can focus on tasks more worthy of their skills, or who   
 are empowered to answer queries or complete tasks first time because they have all of   
 the necessary information to hand

• the opportunity to offer more flexible working practices, without reducing productivity,   
 because teams can readily access and interact with documents and the information   
 contained within in them wherever they are

• improved supplier relationships and supply-chain efficiency

• Accelerated approval and payment cycles, potentially inviting preferential supplier rates/  
 early payment discounts

• the evidence to support improved procurement negotiations and more accurate budget   
 forecasting and planning

• savings on audits, because of improved transparency and document availability

• improved confidence in data security compliance, because documents are no longer at   
 risk of being left ‘lying around’ for anyone to see

• Greater resilience and easier contingency planning. it is much easier to back up electronic  
 documents, and keep copies somewhere with robust controls (ie in a secure, compliant   
 off-site data centre, without the need for physical transportation)

• with real estate prices rising – particularly in London – physically making room to keep   
 documents can be extremely costly. Going digital means space can be repurposed for   
 more desks or meeting space.

• risk mitigation. By reducing exposure to lost documents or fraud, organisations are   
 protecting themselves against potential reputational damage

• contribution to corporate responsibility obligations relating to sustainability/the green   
 agenda, as paper, printing and physical distribution of documents is reduced.
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Best practice 9:  
PlAn for contingencies
in the unlikely event of a technology failure, it can save a lot of stress and cost if there is a 
backup copy of electronic documents stored somewhere safe off site – ideally a resilient data 
centre. touchstonefms usually quotes for a disaster recovery/business continuity option, 
provided by a trusted partner. this offers organisations peace of mind (and full compliance), 
protecting them against document or data loss due to unforeseen events such as system 
failure, fire or hacking.

Another option is to run systems and hold content off site, using a hosted software and storage 
setup. this removes the responsibility and overheads of running and maintaining servers and 
systems internally, and offers additional assurances that data will be secured and backed up, 
as part of the hosted provider’s private cloud solution.

Although companies always have the option of sending physical documents off site for secure 
storage, this is hardly convenient if the business ever needs access. one property company we 
worked with used to have 10 years’ worth of documents stored remotely from its main office; 
its entire document history was filed in a warehouse: the business kept only the last year’s 
papers on site. if an older document was required, someone would have to drive to the archive 
and hunt it out. the whole process could take a couple of hours – what a waste of someone’s 
valuable time!

Best practice 10:  
tAke ownershiP
Although an external implementation specialist will be able to advise on planning and design, 
and take care of the configuration, it is important that the stakeholders take ownership of 
the project. they will need to be involved in a hands-on way in the design and administration, 
in liaising and working with other affected teams or content owners, and in managing 
the collation and data migration/importing (scanning) of existing documents and related 
correspondence and materials. it would be prohibitively expensive to ask the supplier to take 
care of this. 

someone independent will need to quality-assure the new system, verifying that it is a reliable 
representation of source documents (one that would stand up in a court of law, or in front 
of hmrc) before they can be disposed of. But ultimately the company and teams driving the 
projects internally must lead from the front and be responsible for ensuring the technology 
delivers as expected.

and finally:  
if you keeP Doing the sAMe things,  
you’ll get the sAMe results
we are all doing business in a digital age now, so paper-driven processes need to be 
challenged – especially if they could be preventing innovation in the form of new ways 
of working, transformed business insight and efficiency, and improved supply chain 
relationships. it doesn’t look very progressive for a business either, if it is mired in older 
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processes and cannot access the information needed to satisfy queries or complete tasks 
promptly. 4 

it’s important to start somewhere, and to secure early successes. A successful implementation 
in accounts payable paves the way for broader back-office transformation, and can help show 
the business what’s possible. 

for an at-a-glance checklist of implementation considerations and success factors, see 
Appendix i.

APPenDix i:  
getting it right first tiMe
touchstonefMs’s tips for a successful document management implementation

if you consider each of these areas fully and pin down the answers to these 
questions internally, you’re half way there already:

1. Pre-design workshop preparation 

 o think about the type of documentation you have

 o what needs to be migrated?

 o where is it located?

 o who has access to it?

 o who will collate the data?

  • scanning of printed documents, 

  • reviewing soft copies on file servers

 o who will quality assure the migration?

 o how will it be indexed? e.g. supplier invoices by supplier name, project    
  documentation by project code

 o who will require access to the system, e.g.:

  • to put documents into the repository

  • to access documentation?

 o who will work on the project?

  • Designing the repository with your implementation partner

  • scanning documents for the data migration

  • Being trained as the systems administrator

 o will the document management system be linked to any other solution such as erP/   
  financial management/purchasing/inventory/sales management/purchase-to-pay?

 o once a document has been scanned:

  • who will destroy confidential information?

  • who will take away the filing cabinets?

  • what will you do with the space that is available in the office?
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2. Design workshop

once you have addressed the questions above, you can progress to a design workshop – 
intended to review current documentation, the proposed setup, the workflows that are needed, 
etc. 

consider:

 • who will attend the workshop? (ie. Key stakeholders/people who will be most   
  affected)

 • where should it take place? 

3.  Data migration preparation 

in addition to the considerations raised during the initial preparation, you’ll need to establish 
further practicalities such as: 

 o is there a scanner available?

 o who will do the scanning / importing?

  o (the data has to be retrievable so it is important that the indexing / metadata is   
   set up correctly)

 o Do you want to copy emails into the document management system (for example, to   
  link supplier correspondence to invoices)?

4. system configuration 

 • the workflow is configured and the different repositories setup

 • You now need to scan in / import the documentation 

 • this is an iteration of a build to prove the design 

5. testing

 • User acceptance testing should take place based on a representative sample 

6. training

 • the most effective user training tends to be through a ‘show and use’ approach   
  (ideally the software will be intuitive to use)

 • Longer term, consider what will happen - e.g. with ongoing usage of the system, and   
  when new employees join

 • who will be the system’s administrator?
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“What surprises me the most are the inefficiencies many large 
businesses accept when processing and handling paper. Despite a 
majority of routine documents (such as invoices or contracts) being 
issued electronically now, many companies continue to print and 
circulate these manually, only adding to the volumes of paper in 
circulation. They may be reluctant to ask customers and suppliers 
to submit paperwork electronically - when they do, they’re often 
surprised to learn this is their preferred method.”

Lucy Day, Account manager, touchstonefms

touchstonefms specialises in transforming the efficiency of financial management, procurement, 
business intelligence and business process management through intelligent automation.

touchstone Dms (Document management system) – Powered by eAsY software – is a 
comprehensive document management solution that seamlessly integrates with popular  
back-office systems including infor sunsystems and ProActis Purchase to Pay.

More at 
web: www.touchstonefms.com 
twitter: @touchstonefMs

eAsY software, europe’s foremost supplier of document management solutions, specialises 
in multi-platform document management, electronic archiving and content management. its 
systems, implemented by trusted partners, underpin the businesses of 12,000 organisations 
globally including the co-op, the mediterranean shipping company, Anglian water, Urban 
splash and Delice de france.

eAsY UK is a subsidiary of eAsY AG and is listed on the frankfurt stock exchange.

More at 
web:  www.easysoftware.co.uk
twitter:  @eAsysoftwareuk
blog:   theDMcollaborators
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