
Case Study

“FISCAL’s software 
solution has played 
a major role in our 
transformation journey, 
enabling us to make 
the AP function more 
efficient, giving us 
visibility and control over 
transactions.”
Head of AP & Enablement, 
NHS Wales Shared Services 
Partnership

NHS Wales saves £25 million, 
creates award-winning AP 
service and reduced costs 
with AP Forensics.

INTRODUCTION
NHS Wales created a Shared Services organisation in 2012, and in 
2015 it embarked on a major Accounts Payable (AP) transformation, 
resulting in the creation of two service centres servicing four NHS 
trusts and seven health boards. 

As a result of the ambitious AP transformation, NHS Wales Shared 
Services Partnership (NWSSP) has 120 AP team members who 
process transactions on behalf of eleven business units, each 
of which retains procurement independence. The team handles 
1,800,000 transactions totalling approx £4.6 billion spend per 
annum.

THE CHALLENGE
As part of NHS Wales’ bold digital transformation programme, it 
created a shared finance service for eleven autonomous healthcare 
organisations. NHS Wales used Oracle E-Business Suite R12 before 
its AP transformation, but was planning its move to the cloud 
versions of its ERP, CRM and SCM applications.

NWSSP embarked on the transformation programme in the full 
knowledge it had significant issues with incorrect invoices. The 
partnership had identified that a high number of errors were being 
forced through the process due to:

• A poor OCR (optical character recognition) error rate of 45% 
(compared with an average of 74.5% and best-performing 
systems of 98%)

• Known issues with the Master Supplier File (MSF), in that 50% 
of suppliers were able to circumnavigate controls to enable their 
products to be purchased without a purchase order

• Multiple payment sites making it easier for duplicate payments to 
be made

• Retrospective purchase orders often raised to the wrong supplier

• 60% goods received queries and 30% pricing discrepancies to 
investigate

• High level of internal cross payments with no supporting 
documentation

Consequently, the Procure-to-Pay (P2P) process was not working as 
well as it could. There were too many people involved, many did not 
understand the process within the organisation, and processes were 
not consistent.

An employee hinted at the scale of the problem: “There used to be 
queues of people at the photocopier, scanning invoices. Many got 
delayed or lost. There were secret spreadsheets being used.” There 
were a lot of changes and improvements needed to reap the full 
benefits of a shared service.

CHALLENGE
With an ambitious digital 
transformation project 
to complete, NHS Wales 
needed a new solution 
to ensure 11 business 
units within its new 
shared service could 
safeguard supplier spend 
and consistently follow 
improved AP processes.

SOLUTION
Implementing FISCAL’s 
AP Forensics solution to 
identify issues across AP 
systems and processes, 
stop duplicate payments 
and identify causes of 
errors.

RESULTS AND 
BENEFITS
£25m erroneous 
payments prevented, 
improved efficiency 
and team morale, and 
enhanced reputation with 
all stakeholders.



FISCAL Technologies is the leading provider of supplier risk intelligence solutions that empower 
progressive finance teams across the globe to protect organisational spend.

Our award-winning software and services use forensics and AI to provide a unique view of supplier 
risk. We continuously protect working capital and increase profitability, while defending against 
reputational and financial risks and maintaining regulatory compliance.

Since 2003, FISCAL has processed over 1 billion transactions with a value of over £5 trillion in spend 
and is relied on by leading private and public sector organisations.
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SOLUTION
The NWSSP team identified where issues occurred across its 
systems and processes. They recognised the need for a product to 
provide payment assurance whilst they undertook operational and 
organisational changes, and they selected FISCAL Technologies’ 
AP Forensics solution to provide the technology and intelligence to 
achieve this objective.

Secure in the knowledge it had reduced the risk of loss during 
transition, the team was able to focus on building the shared 
service team’s processes, technology and controls. The team 
quickly brought about new process improvements and efficiencies 
that saved both time and money. This enabled it to hit targets 
within the Public Sector Pay Performance and Practices Guidelines.

FISCAL’s solution has played a major role in the management and 
transformation of the NHS Wales Shared Services Partnership. 

BENEFITS
• Prevention of more than £25 million in duplicate payments since 

commissioning FISCAL’s software in 2016

• Winners of Procurement Team of the Year in the 2018/19 GO 
Awards for the transformation programme

• Highlighting of duplicate and unused records for action in the 
Master Supplier File, which if left unchanged were a fraud risk

• Seamless processing of transactions that lack purchase order 
numbers for legitimate reasons

• Improved productivity and efficiency, with payment assessment 
process reduced to under an hour daily

• Eradication of payment run delays due to anomalies

• Good scores for all eleven business units in payment 
performance tests

• Capacity to perform investigative work, challenge existing 
processes and explore new ways of doing things

• Identification of trends and analysis of root causes of erroneous 
payments, thanks to the ability to record error reason codes

• Rapid query resolution, due to each team member reviewing 
prioritised risks daily

• Enhanced reputation with health board auditors, regulators, 
politicians and other stakeholders

• Improved team morale, with at least 20 members studying for 
Accounts Payable Academy qualifications

• ISO 9001 accreditation, as a testament to the quality and 
consistency of its processes

SUMMARY
ERP SYSTEM
Oracle

NUMBER OF INVOICES
1.8 million per annum

INDUSTRY
Healthcare

“We’ve not only reduced 
costs but have changed 
the way the shared 
service finance function 
is perceived across the 
business. Using FISCAL’s 
software solution, we’ve 
been able to elevate 
the AP function to the 
boardroom. 
Prevention is the key: 
being able to halt issues 
quickly in invoice-to-
pay processing, before 
payments are made.”
Regional AP Manager, NHS Wales


