
Intelligent SAP GRN & Invoice Automation 

A Standard-SAP-First Architecture for Minimal
Human Intervention 



Executive Summary 
Organizations seeking minimum human intervention in GRN and Vendor Invoice Verification should move beyond simple
MIGO/MIRO screen automation. The recommended PPN Solutions model combines AI/OCR for document
understanding, deterministic business rules for controls, standard SAP APIs/services/business objects for transaction
execution, and workflow only for exceptions. The result is a controlled “touchless-first” Procure-to-Pay process in which
people intervene primarily when a transaction cannot be safely resolved automatically. 

Client Requirement: Minimum Human Intervention 
The target operating model is not “zero people at every step”; it is “zero-touch wherever risk and data quality permit.”
Routine, high-confidence transactions should flow automatically. Exceptions, approvals, missing information and policy
breaches should be routed to the appropriate business user. This distinction is essential because a GRN should
represent actual receipt of goods, while an invoice represents a supplier claim for payment. 
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Overview

Comparison of Approaches 
The attached PPN concept is AI/automation-led and already includes document capture, OCR, SAP validation, three-way
matching, automated posting, exception handling, audit trail and management analytics. The enhanced approach
preserves these strengths but makes Standard SAP transaction execution the design principle. Screen-based RPA
becomes a fallback rather than the foundation. 

Comparison Matrix 
The attached PPN concept is AI/automation-led and already includes document capture, OCR, SAP validation, three-way
matching, automated posting, exception handling, audit trail and management analytics. The enhanced approach
preserves these strengths but makes Standard SAP transaction execution the design principle. Screen-based RPA
becomes a fallback rather than the foundation. 

Recommended positioning: standard SAP transaction execution should be the default; RPA should not be the primary
mechanism when a supported SAP interface exists. 



Recommended Target Architecture 
Document / Business Event → AI & Document Intelligence → Confidence & Validation Engine → Standard SAP
Integration → SAP Business Processing → Three-Way Match / Controls → Touchless Posting OR Exception Workflow
→ Audit & Analytics. 

Target Operating Principle 
AI understands → Rules control → SAP executes → Workflow handles exceptions → Analytics measures. 
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GRN Automation 
GRN automation should be driven by a reliable receipt event such as warehouse confirmation, barcode/QR scan,
ASN/delivery confirmation, weighbridge or an integrated receiving application. The engine validates PO, material,
quantity, plant/storage location, batch/serial requirements and tolerances before invoking the appropriate standard SAP
mechanism for goods receipt. A delivery document alone should not automatically be treated as proof of physical receipt. 

Invoice Verification Automation 
Invoice automation is particularly suited to AI because supplier invoices may arrive as PDFs, scans, emails or structured
electronic documents. The solution extracts header and line-item data, identifies the PO, retrieves PO and GR
information from SAP, validates price/quantity/tax/vendor/duplicate/tolerance conditions, and routes the transaction to
automatic posting, parking/approval, or exception handling. 

Three-Way Matching as the Core Control 
The automation engine compares what was ordered (PO), what was received (GR), and what was billed (invoice).
Transactions that satisfy configured controls can be processed without human touch. Differences outside tolerance are
automatically routed for resolution. This provides the control foundation for a touchless-first process. 

Touchless Processing Decision Model 
GREEN — all mandatory controls pass: automatic processing. AMBER — minor discrepancy or approval requirement:
automatic parking and workflow. RED — duplicate, closed PO, material/vendor mismatch, major quantity variance, tax
failure or other critical control failure: stop and create an exception case. 

Role of AI, SAP and RPA 
AI/OCR should understand documents and identify anomalies. Business rules should make controlled decisions. SAP
should retain the system of record and execute the business/accounting transaction through supported interfaces. RPA
should be used only where a suitable standard interface is unavailable or as a controlled transitional mechanism. Direct
database updates should not be used. 



Security, Audit and Financial Control 
Every automated transaction should retain the source document, extracted values, confidence/validation results,
business-rule decisions, SAP document numbers, timestamps, automation identity, approvals and exception history.
Automation must respect SAP authorizations, segregation of duties, posting periods, tolerance controls and existing
FI/MM governance. 
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Expected Business Value 
This PPN document illustrates the productivity opportunity using transaction volumes and handling time. The stronger
business case for a touchless-first model should quantify current volume, manual handling time, exception rate,
processing cost, error/rework effort and achievable automation percentage. Benefits include faster inventory and invoice
updates, lower manual effort, reduced errors, improved GR/IR visibility, better auditability and scalable processing
capacity. 

PPN Solutions Proposition 
PPN Solutions can position the offering as Intelligent SAP Procure-to-Pay Automation rather than merely MIGO/MIRO
automation. The service can cover assessment, solution architecture, AI/OCR integration, SAP integration, business-rule
configuration, workflow, pilot, KPI dashboard and enterprise rollout. A practical rollout can begin with one plant, invoice
category or business unit and expand after measuring the touchless-processing rate and exception patterns. 

Suggested Service Modules 
Intelligent GRN Automation 
Intelligent Vendor Invoice Automation 
Three-Way Match & Controls 
Exception / Approval Workflow 
Audit & Analytics Dashboard 
SAP Integration & Support 

Cost-to-Company and Man-Hour Evaluation 
The attached PPN Solutions source document provides a useful baseline: 5,000 GRNs plus 5,000 vendor invoices per
month, with an illustrative average of five minutes per transaction. This equals approximately 833 manual processing
hours per month, or about 10,000 hours per year. The source also uses ₹500 per hour as an illustrative blended
processing cost, producing an indicative annual productivity value of ₹40 lakh for 8,000 hours saved. The model below
extends that baseline specifically for a minimum-human-intervention operating model. 

The recommended end state is a touchless-first SAP process: technology reads and validates documents, business rules
control decisions, standard SAP executes and records transactions, and people handle only exceptions and decisions
that genuinely require human judgment. This provides a more resilient and enterprise-ready path than screen automation
alone, while retaining the AI and business-value concepts in the PPN Solutions source document. 



Baseline: Current Manual Effort 
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Important: this is a productivity-cost model, not a promise of immediate headcount reduction. Released capacity may be
redeployed to analysis, controls, supplier management and other higher-value work. The actual cash saving depends on
staffing structure, attrition, overtime, outsourcing and how the released capacity is used. 

Touchless Automation Scenarios 

Recommended Client Business Case: 90% Touchless 
For a client targeting very minimum human intervention, PPN Solutions can use 90% touchless processing as a practical
base-case planning assumption for the business case, subject to a discovery/pilot validation. At the stated volume, this
would release approximately 9,000 employee-hours per year from routine GRN/invoice processing and create an
indicative productivity value of ₹45.0 lakh per year.

At 95% touchless processing, the released capacity rises to approximately 9,500 hours per year, equivalent to about
₹47.5 lakh of productivity value. At 85%, approximately 8,500 hours are released, equivalent to about ₹42.5 lakh. 

Indicative FTE Capacity Released 
Using a planning convention of 1,800 productive hours per employee per year, the released capacity is approximately 4.7
FTE at 85% touchless, 5.0 FTE at 90% touchless, and 5.3 FTE at 95% touchless. These are capacity-equivalent figures,
not a recommendation to reduce headcount by the same number. 



Additional Value Beyond Labour Productivity
Faster GR posting can improve inventory visibility and reduce delays in downstream procurement and production
decisions. 
Faster invoice verification can shorten invoice cycle time and improve visibility of liabilities and payment schedules. 
Reduced manual errors can lower rework, correction and reconciliation effort. 
Earlier identification of PO/GR/invoice mismatches can reduce GR/IR investigation workload. 
Consistent rules, audit logs and exception routing can strengthen control and audit readiness. 
Higher transaction capacity can be achieved without a proportional increase in transaction-processing staff. 

ROI Framework for the Client 
PPN Solutions should calculate final ROI after a short discovery/pilot using the client's actual volumes, average handling
time, loaded labour cost, exception rate, current outsourcing/overtime cost and achievable touchless rate. 

Management KPI Dashboard 
The business case should be monitored through: touchless processing rate, transactions processed, exception rate,
average processing time, hours released, cost per transaction, annualized productivity value, GR/IR exceptions, duplicate
invoices prevented, approval cycle time and estimated net savings. 
Source and modelling note: transaction volumes, five-minute handling time and ₹500/hour illustrative cost are derived
from the attached PPN Solutions source document. Touchless rates of 85%, 90% and 95% are scenario assumptions
introduced for planning and should be validated during the client's pilot. SAP's current product direction supports
touchless/minimal-human-intervention invoice processing, including AI/OCR, matching, exception orchestration and
posting to SAP S/4HANA. 

Disclaimer: 
This whitepaper is intended for general informational and business evaluation purposes only. 
All automation approaches, savings, ROI, manpower and cost estimates are indicative and may vary
based on the client’s processes, transaction volumes, SAP landscape and automation scope. 
Actual benefits will be validated through a detailed AS-IS assessment, feasibility study and Proof of
Concept, wherever applicable. 
PPN Solutions Private Limited does not guarantee specific financial or operational outcomes and
shall not be liable for decisions based solely on this document. 
All solution concepts and contents are proprietary to PPN Solutions Private Limited and should not
be reproduced or shared without prior consent. 
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