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Enterprise essentials applications investments 

1 Summary table   

Name of project Enterprise Essentials - Applications 

Scheme reference TBD 

Primary investment driver Deliver compliance with IT asset health policy 

Project initiation year    2026 

Project close out year 2031  

Total installed cost estimate (£) £74.424m  

Historic funding interactions  None 

Project spend to date £0 

Current project stage gate Not started   

Reporting table ref 6.11, 11.2 

Outputs  IT deliverables as detailed in the investment particulars 

Spend apportionment 
 

T1 
 

£0 

T2 
 

£0 

GT3 
 

£74.424m 
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3 Introduction 

3.1 Scope of this paper 

This Investment Justification Paper (IJP) covers back office business systems (applications). These are systems that provide a 

particular area of support that is used by many or all business functions. Examples are the finance and human resources (HR) 

systems used by many users across most business functions. These systems deliver benefits to consumers and stakeholders 

indirectly, by enabling the background capabilities which underpin the front office functions. 

Back-office functions are varied but all use IT to enable their capabilities. This document covers IT investments to support the 

following back-office functions: 

• Finance

• Procurement

• Human resources / people

• Communications / corporate affairs

• Safety, health and environment

• Carbon accounting

• Legal

• Risk and controls

Delivery of investments will variously range over the whole of the 5-year period, as detailed in the cost profile and project plan 

for each investment. 

3.2 How this document is structured 

Investments are described either singly or, where solutions are typically integrated, as a group. Each investment has been 

developed through an iterative process of engagement with users, solution scoping and options analysis, and benefits 

confirmation. We have followed our SVC standard (Cost, scope and volume data confidence standard – Non-AMP (IT)) in this 

process, descoping any investments that fell short of this standard. For more detail on how the scope, volume and cost of 

investments were developed, see the IT & Telecoms Strategy, section 3.4. 

Each investment or group of investments has the following sections which provide context, analysis, proposed way forward and 

spend profile: 

• Background and scope summary – This section summarises the context of the system, the investments proposed to

address issues and the business and regulatory outcomes that will be enabled. The trigger for action is made clear and

the IT deliverables described. A problem / opportunity statement is provided, detailing the problems with the current

systems and the implications of not investing.

• Optioneering – This section contains a description of the options considered to address the problems described above.

It should be noted that definition of specific products is not part of the investment scope and options for technology /

supplier selection will be carried out as part of the project lifecycle. IT products evolve quickly and this enables the best

solution to be selected nearer the time. Option analysis has compared various factors including cost, functionality, risk,

alignment with IT architecture / strategy, business change impact, and the resulting ability to support the business and

regulatory outcomes. Comparative analysis of these factors has enabled us to prioritise achievement of outcomes in the

most cost-effective way.

• Preferred option – The preferred option is identified, with a summary of the reasoning behind its selection and

benefits.

• Cost and deliverability – The investment spend profile tables show the Capex and Opex (if applicable) profile for each

investment over the five-year RIIO-GT3 period. Note that Opex can be either early work that is not capitalisable or a net

increase in run the business (RTB) cost e.g. from new software licences. Increased RTB Opex is captured here, rather

than in the RTB business plan so that it is clear what is changing.

Costs have been developed from bottom-up analysis and informed by historic costs, supplier discussions, quotations

and tenders and reach the standard set out in our policy: SVC Data Confidence Standard v1 Non-AMP (IT). These tables

also give a comparison benchmark range provided by Gartner, Inc. who have carried out a detailed examination of the

scope and proposed cost and used global comparators to give an upper and lower range. See the IT & Telecoms

Strategy, section 3.4.3 for more detail on the iterative process of alignment with benchmarks. The Gartner IT

benchmarking consultant’s report is provided separately.
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MyFinance is a business-critical suite of Finance applications (provided by SAP) and connected applications, which support our 

key Finance processes: Accounts Receivable and Payable; Cash Management; accounting for Fixed Assets, Projects, Inventory, 

General Ledger accounting, Treasury Management, Financial Consolidation and Reporting. The MyFinance applications inherited 

from National Grid are based on an ‘on premise’ version of SAP S/4 Hana with connected applications. There are problems that 

will need to be addressed during the RIIO-GT3 period.   

• Asset health

o Our SAP on-premise applications will be out of maintenance support and will require upgrades in December 2026.

Asset health updates including upgrades to our on-premises applications are costly and time consuming with limited

new features implemented due to the technical nature of the upgrades.

o License costs will significantly increase in September 2026 when our current contract expires due to SAP’s strategy

to raise on-premise support costs to drive customers to Cloud solutions. SAP increased the cost of support for on-

premise customers by 5% for 2024 and this is expected to increase year on year.

o SAP have stated that their newest innovations and capabilities will only be delivered to SAP Cloud customers.

• Capabilities supported

o The finance systems inherited from National Grid are not fit for purpose for National Gas, being overly complex and

having been developed to meet the requirements of multiple business units across the USA and UK.

o There are issues with integration across the suite of finance applications, requiring manual effort to circumvent.

o There is no integration with our asset management applications and so asset volumes are unavailable in our finance

system and conversely asset financials are unavailable in our asset management applications.

o There are business pain points due to the complexity of the application inherited from National Grid with

workarounds currently in place to mitigate existing issues.

o Analytics and reporting are difficult and as a result the teams continue to develop analytics and reporting offline.

In RIIO-GT3 we will transform our Finance systems by moving services currently on-premise to the Cloud, integrate our finance 

systems with our asset management applications, simplify processes, remove workarounds, and enable application flexibility 

and scalability to support new products and changing business needs.   

This will enable National Gas to: 

• Properly integrate applications to deliver more efficient process delivery and reduce manual handoffs.

• Provide asset volumes in our Finance applications and asset financials in our asset management applications.

• Remove the need to manage critical processes offline.

• Simplify application processes - to increase efficiency and remove workarounds.

• Give the potential to support new product and service types.

• Optimise reporting and analytics to support performance enhancement and enable better data-based decisions and a

better outcome for consumers.

• Reduce IT costs and facilitate upgrade paths after our current contract expires in September 2026.

• Enable system enhancements as part of the investment.

IT 082 Process Automation 

Robotic Process Automation (RPA) software used for automation of repetitive tasks was introduced by National Grid in RIIO-T1 

and RIIO-T2 when the UiPath product was implemented as the RPA technology platform. There are problems with the current 

use of this technology that will be addressed during the RIIO-GT3 period.  

• Limited use of RPA by the National Gas Finance teams – used for a handful of processes to execute manual workarounds

due to gaps in the current Finance applications and manual users’ repetitive activities.

• Current use of our RPA tools does not justify the license and maintenance costs.

In RIIO-GT3 we will combine technologies to deliver tailored intelligent Finance transformation. We will move the current on-

premise solution to the Cloud and augment it with additional capabilities such as Process/Data mining, Artificial Intelligence (AI) 

native to the platform, analytics, and back-end system integration. To support this will embed a team of RPA developers to 

develop, monitor and improve RPA processes throughout the RIIO-GT3 period following the transformation of our Finance 

systems in IT 081 Finance Modernisation.  

This will enable National Gas to: 
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B Replace with an alternative cloud 
Finance solution.   

 PREFERRED 

• Lowest ongoing annual license and maintenance 
costs.

• Able to implement a new solution which is right 
sized for National Gas.

• Employee productivity improvements.

• Enhanced process controls

• Improved reporting.

• Automation and reduction of workload.

• Reduction in asset health infrastructure 
refreshes, external support costs.

• Supports strategy to move away from SAP

• High cost to implement.

• Significant business change impact.

• Migrating data from current MyFinance 
applications to a different cloud solution can be 
complex.

• Downtime and disruption which may impact the 
business operations.

4.3 Preferred option 

The recommended option is Option B, to replace the current MyFinance solution suite with an alternative cloud Finance solution 

(e.g. using Microsoft, Oracle, Infor, Sage, SAP Rise). If we were to remain with our current ‘on-premises’ SAP solution we expect 

our annual license and maintenance cost to double or triple due to SAP’s strategy to drive customers to the cloud and a 

reduction in the discount previously provided (currently 22%) as a business entity within a much larger National Grid 

organisation. In addition, we will need to continue to invest in costly asset health updates to remain supported and in 

maintenance whilst missing out on SAP’s newest innovations and capabilities because of SAP’s strategic approach that these will 

only be delivered in the SAP cloud. 

By modernising our Finance systems, we will transition our systems from on-premises to the cloud (aligning with our IT strategy), 

introduce new SaaS services, and enhance our existing applications. This will support our objective to simplify our systems to 

meet National Gas's particular requirements, reducing complexity and increasing efficiency.   

This will be combined with emerging technologies (Process/Data mining, Artificial Intelligence (native to the products), analytics 

and back-end system API integration to deliver a tailored intelligent Finance solution.   

As part of this replacement, we will continue with our treasury management system until contract end in December 2027 and 

carry out an evaluation on the best route forwards. Any replacement of our existing REVAL application we will be integrated 

with our new finance applications.  

Consumer / stakeholder benefits 

Investment is required to modernise our Finance systems to enable us to maintain system supportability (asset health), 

compliance with legislation / regulation, security and to deliver system efficiency and long-term value for money. This benefits 

consumers and network users through value for money and a secure and reliable system. 

4.4 Cost and deliverability 

The cost drivers for this investment are in common with other IT investments and are described in the IT & Telecoms Strategy 

document, section 3.4.3. Costs are for the full scope of deliverables as described above. Deliverability of this investment is in 

common with other IT investments and are described in the IT & Telecoms Strategy document, section 3.4.5. 

The tables below show the spend profile for each investment, informed by reviews of historic costs and engagement with 

suppliers and vendors to provide indicative views.  

IT 081 – Finance Modernisation 
Gartner Benchmark 

Range 

Gartner Rating 

Investment (£m) FY26/27 FY27/28 FY28/29 FY29/30 FY30/31 Totals Low High 

CAPEX 
  

OPEX      

IT 082 – Enhance Process Automation 
Gartner Benchmark 

Range 

Gartner Rating 

Investment (£m) FY26/27 FY27/28 FY28/29 FY29/30 FY30/31 Totals Low High 

CAPEX 
  

OPEX       
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Problem/ opportunity statement 

The procurement and business spend capability is supported by siloed and fragmented IT systems, which currently creates many 

friction points and inefficiencies. This results in process delays, limits our ability to source timely, and reduces our ability to 

control our business costs. To achieve the demands of the RIIO-GT3 AMP and Supply Chain Resilience (SCR) plan, we need to 

address the problems detailed below. 

IT 084 Procurement Source-to-Pay Consolidation and Efficiencies 

Source-to-Pay (S2P) procurement applications are used to ensure that our purchasing and operational finance strategies, cost 

management and payment obligations can be met. In RIIO-GT3 the Asset Management Plan (AMP) is planned to grow 

significantly and we need systems which enable us to execute faster and more efficiently than our current IT capability provides. 

The S2P system design inherited from National Grid utilising SAP Ariba, Coupa and SAP S4 Hana is too complex for the size and 

requirements of National Gas. The design results in significant system duplication, process inefficiencies, poor user experience 

and data gaps through not having one single source of the truth.  

Despite National Grid’s RIIO-T2 objectives to continue to build on the digital procure to pay journey in Coupa, the way that 

Coupa is used alongside Ariba and SAP S4 limits the full potential benefits of the system. 

The issues which need to be resolved during the RIIO-GT3 period to deliver the increased volume in the AMP are: 

• The multiple procurement systems which share similar capability (Ariba, Coupa and SAP) results in a high level of

application contract, licence, and maintenance costs compared with a less fragmented solution.

• The overly complex systems architecture between Ariba, Coupa and SAP, which is not seamlessly interfaced, results in

many manual offline workarounds and provides a negative user experience.

• No single source of the truth because data is pushed from one system to the other with differing data standards.

• Reduced quality of data insights because of the fragmented systems, not all spend is in one place, meaning we cannot

use data confidently to inform strategic sourcing or cost saving decisions.

• Lack of control of the tail spend happening across the business due to previous configuration of Coupa.

• There is unexploited potential of our Source-to-Pay (S2P) platform capabilities not being used but which is available to

us.

In RIIO-GT3 we will optimise our Source-to-Pay platform capabilities by moving to a consolidated, simplified, fully integrated 

solution, which will enable our Procurement teams to have a single repository for suppliers and contracts, and reduce our cost 

per transaction through operational efficiencies. 

The new S2P capability needed, and benefits sought are: 

• Establish a single core operational procurement platform to consolidate capabilities and workflows which will generate

significant efficiencies over the complex design we have now.

• Improve data quality by creating a single source of the truth for spend data which will facilitate better analysis and

decision making.

• Automate interfaces with other key upstream and downstream platforms to save time and improve data quality.

• Create a single repository for holding our contracts.

• Give us greater control over and management of spend.

• Use system native AI/Machine Learning to automate low value tasks in the PTP space, thus increasing efficiency and our

overall cost per transaction.

These capabilities will prove a faster, more agile procurement and operational finance platform which will enable us to execute 

at speed while responding to the increased demand from the AMP. Without this, we would require growing manual 

workarounds and increased headcount to deliver processes which could be automated. 

IT 085 S2C: New Digital Capability 

Against the backdrop of increasingly volatile geopolitical events and global demand for infrastructure, we face a challenging task 

of ensuring we have the procurement capability to meet the delivery of our Supply Chain Resilience Plan (SCRP).  

Currently we use the SAP Ariba module as the core platform for our direct sourcing and procurement activity. In RIIO-T2 this was 

part of National Grid’s SAP development roadmap with plans to further expand system functionality. The inherited configuration 
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of Ariba is not fit for our immediate and future needs. It leaves us with significant capability gaps and only selected parts of the 

Ariba application are currently suitable for the procurement team, presenting us with the following issues:  

• Widespread manual, low-level, labour-intensive processes are needed due to lack of functionality, detracting from

higher value add activity.

• Lack of capability in supplier management, supply chain management, and demand planning required to deliver the

Supply Chain Resilience Plan

• Not able to capture data in key areas, resulting in poor quality data for tracking and reporting, leading to lack of

detailed insights to inform strategy and decision making, such as for asset demand and forecasting.

• Risk of creating a negative perception to external stakeholders due to poor supplier onboarding and management

capability.

• No sustainability tracking or ESG policy management support.

For RIIO-GT3, to enable increased Supply Chain Resilience, we will deliver significant new capability improvements for the 

Procurement function. We will do this by validating what can be fulfilled by extending the scope of the new core S2P 

platform (investment IT 084) and where the specialist capability exists that cannot be fulfilled by the core S2P platform, e.g. 

for supply chain mapping, we will look to providers who specialise in this area and interface with the core S2P platform to 

deliver the following:  

• Auditable tendering: Needed for running sourcing events, we need a solution which enables us to track all

communication when we open a tender event, to reduce the workload.

• Digital Contracting: We want to build contracts within a single repository and proactively track how our suppliers are

performing against set obligations.

• Supplier Management: At present, we have no dedicated IT capability to handle this and it is performed in many ways

across the business. We require system capability which enables us to create structured workflows to capture

significantly more detailed information against suppliers such as financial health, insurance, health and safety, work

quality, cyber credentials, and detailed background checks to help us monitor and mitigate risks or threats.

• Supply Chain Mapping: We use the application Risk Methods to summarise the overall risk of suppliers; however, we

want to be able to understand the wider flow of our supply chain to manage the risk if we have single points of failure

so that pre-emptive action can be taken.

• Demand & Forecasting: This capability will enable the Procurement team to have access to data which will enable

forward planning in relation to key assets and CAPEX activity. Supported by data held within our Enterprise Asset

Management (EAM) and work force planning systems, procurement can pre-empt what key sourcing events are coming

up as part of the AMP and plan to ensure we can respond quickly to supply work orders without incurring risk.

• Sustainability/ESG: New system capability is needed to track our carbon emissions from our supply chain and meet our

net zero ambitions. There is also growing areas of focus for Environment, Social and Governance (ESG), particularly in

areas of modern slavery, social value, and chemicals which we will need system capability to manage aligned to our

corporate strategy.

• AI / Digital Automation Capability: This is to give Procurement digital capability to automate and structure low value,

labour intensive processes to facilitate business self-serve, freeing up team resource to focus on high value areas.

• Spend analytics: Currently there is no ability to easily analyse the end-to-end spend data.  It is only through having

better spend analytics capability will we be able to become data led, which will result in better commercial decision

making.

This additional S2C IT capability is required because of the additional robustness of the Supply Chain Resilience Plan as well as 

the extra volume that the AMP demands.   

IT 086 Procurement Policy IT Compliance 

During RIIO-T2 the increasingly stringent regulatory environment forced us to implement new policies and processes which 

demanded updates to our IT systems and introduced manual non system tasks. It is anticipated for RIIO-GT3 that these 

conditions will continue with much more focus being placed upon Supply Chain Resilience, sustainability and ESG (Environment, 

Social and Governance).  

This investment is to support system updates on a timely basis, without which we will not be able to keep our IT applications 

compliant in response to: 

• Geopolitical events – e.g. Wars / Covid.
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• Ofgem reporting requirements.

• Increased government legislation – e.g. The Procurement Act 2023.

• Increased global trade requirements.

Without this investment, we could face substantial fines or potential criminal damage which would have a widespread 

reputational damage and impact on our overall ability to source materials in a timely manner and control costs. To ensure that 

we remain compliant with the latest regulation and policies we will need to react quickly and appropriately through changes in 

our Procurement IT applications.  

By having a ringfenced budget to deliver Procurement IT system changes, we increase our agility and resilience to these external 

regulatory, compliance and safeguard risks through the following capabilities: 

• Anticipate and deliver IT change to existing systems and software with minimal impact on Procurement and sourcing

capability.

• Ensuring system changes can react to global events which threaten supply chain continuity.

• Ensure the growing ESG supplier compliance can be fulfilled by updating existing systems or by utilising new solutions.

• Ensure we can always comply to our Ofgem regulatory and reporting requirements without suffering a deterioration in

procurement efficiency by ensuring our IT systems can provide the data they need.

• Improve our compliance controls using existing IT systems to mitigate risks.

This investment will support the resilience of our supply chain by ensuring we have IT systems in step with the external 

requirements without having to slow down speed or execution. The spend profile represents an annual update budget and has 

been sized based on our experience in previous years. 

IT 087 Expense Management 

In RIIO-T2 we implemented a new SaaS expense solution (SAP Concur) to enable the business to administer expense claims. It is 

used in conjunction with an external travel service provider (Agiito).  

Currently these services are not integrated with the procurement IT systems but are instead aligned to our Finance platform. 

This creates issues for the business and employees in the following areas: 

• Utilisation of multiple systems which increases overall operational costs through licences and maintenance fees.

• Employees need to use multiple systems to register and record business spend, making compliance harder to manage.

• Expenses and Travel costs are not incorporated to our wider supplier and procurement systems, limiting our ability to

make informed strategic decisions on supply efficiency and cost management.

• There are limited travel options due to contractual links between our current travel provider and system.

For RIIO-GT3 to achieve system efficiency and long-term value for money we propose to consolidate our expense management 

capability with our procurement and operational finance IT applications.   The major functional benefit this will give us is being 

able to improve compliance by ensuring more spend is recorded centrally and aligned to procurement agreements. This will 

reduce spend leakage and provide our procurement and finance teams with improved spend data which will facilitate better 

strategic decisions. This will be achieved by: 

• Empowering staff to submit and approve expenses without having to access multiple solutions for different types of

spend, improving staff productivity, and allow the business greater control over policies.

• Improve access to spend data which would enable us to analyse and inform improvement.

• Reduce leakage from having individuals being able to decide when a sourcing agreement should be set-up and

managed without procurement agreement.

• Improve cashflow through having more purchases with beneficial payment terms to us.

• Change to more cost effective and improved travel provider which is not tied to current systems provider.

5.2 Optioneering 

This investment area covers four different investment lines which impact the capability of Procurement throughout the 

RIIO-GT3 period. The investments have strong inter-relationships and together impact on the delivery of the AMP, 

Supply Chain Resilience Plan and overall business efficiency. For the purposes of options analysis they have been 

reviewed as a package. The options were selected to contrast the outcome of not investing with alternative ways of achieving 

the target outputs. These alternatives reflect two contrasting approaches, option A being rationalisation of existing separate 

platforms and option B being a move to an integrated solution that better addresses the key issues. 
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• Fully utilise self-service features including mobile capability.

• Transform the current lengthy and manual process into a simplified and streamlined process.

• Minimise associated risk and increase work efficiency.

• Attract, develop, support, motivate, reward, and listen to our colleagues.

• Enable leaders to utilise people data and analytics to provide meaningful insights to drive better decisions.

People Platform (AI) – The desired solution will incorporate the latest technology around automation, to tackle challenges of 

manual processing. Many companies are starting to include this technology in their HCM solution e.g., SAP Joule, Workday 

generative AI, Oracle AI, and others. We will utilise this native AI product technology to improve the employee lifecycle through: 

• Recruitment automation and intelligent assessments which will improve the quality to hire.

• Smart employee onboarding process.

• Improve learning and development by automated suggestion of learning opportunities, career paths, internal

vacancies, projects to work on, or mentoring opportunities to our colleagues.

• Data driven succession planning, continuous performance management and retention.

• Smarter People Data and Analytics reporting that is driven from the People Platform and integrated systems.

Adapting to changing HR Strategy, Policy and Compliance requirements – Investing in the above technology will improve 

alignment with our future HR Employee Value Proposition (EVP) and business and People strategy. This area is a crucial part of 

the RIIO-T2 work and we will continue the progression in RIIO-GT3. This will support the leadership team’s strategy to provide 

our colleagues with an exceptional experience by improving existing services and introducing new capabilities and benefits.   

Furthermore, we will better enable timely response to Policy and Compliance changes, which are difficult and slow in our 

current system. Changes in regulation, legislation, people data compliance and workplace safety mean that policies are always 

being reviewed and often tightened. Failing to comply with any changes can result in:  

• People data being at risk.

• Reputational damage to National Gas

• Financial penalties

• Legal and criminal charges leading to imprisonment or other sanctions (e.g., loss of Sponsorship Licence)

This investment will reduce the risk of these issue arising through enabling timely system changes. 

IT 098 Digital Learning  

We currently use services from different learning providers such as LinkedIn, Learning Pool, and SAP learning module to deliver 

the learning capability to our colleagues. In RIIO-GT3, we will progress the RIIO-T2 journey by continuous investment in digital 

learning.  

Additionally, we are aiming to improve and simplify this area by moving away from the traditional concept of delivering courses 

into a model supported by technology to enhance our colleagues’ learning experience.   

This will also replace the need to access multiple learning platforms. This will be possible by integrating these services within the 

available People Platform which will:  

• Simplify the way to suggest and deliver courses including tailored development plans.

• Empower colleagues them to develop their skills and competence.

• Drive down license and maintenance costs.

6.2 Optioneering 

This investment area covers two different investment lines which impact the capability of Human Resources throughout 

the RIIO-GT3 period. The investments have strong inter-relationships and for the purposes of options analysis they have 

been reviewed as a package. 

The options were selected to contrast the outcome of not investing with alternative ways of achieving the target outputs. These 

alternatives reflect two contrasting approaches, option B being continuing with an approach based on separate platforms and 

option A being a move to an integrated solution that better addresses the key issues. 






































