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Centralized operations, digitalized accounts payable 
processes, and improved partnership
Well known for its integrated solutions for radiotherapy and radiosurgery, Varian Medical Systems Inc. pursues 
its mission to achieve new victories against cancer with the power of data and technology. With a business low 
in volume but high in complexity, managing invoices globally became a time-consuming, costly challenge. The 
establishment of a shared service center for its operations in Europe, the Middle East, and Africa (EMEA) has 
helped the company standardize and digitalize its invoice management. In collaboration with its trusted partner 
SAP, it sought to implement and integrate a robust and compliant global platform to digitalize and automate its 
accounts payable processes. Varian Medical Systems and SAP collaborated on an outcome success plan to 
help ensure expected outcomes would be achieved. The company implemented best practices, streamlined its 
accounts payable processes, and achieved economies of scale. In addition to the boost in operational efficiency, 
it increased employee productivity in managing invoice cycles and workflows with a superior user experience, 
empowering employees with new real-time insights and maximizing the adoption of SAP solutions.

Varian Medical Systems Achieves 
Economies of Scale with a Unified 
Accounts Payable Platform 



Customer
Varian Medical Systems Inc., founded in 1948 and headquartered in Palo Alto, California, designs, manufactures, sells, and 
services medical equipment for treating cancer and other medical conditions. Its mission is to combine the ingenuity of people with 
the power of data and technology to achieve new victories against cancer. The company provides radiotherapy, radiosurgery, proton 
therapy, and brachytherapy and serves the healthcare industry globally, with 34 locations worldwide. Varian Medical Systems has a 
pioneering history, helping to advance radiotherapy, radiosurgery, and many other vital cancer-fighting tools. 

Objectives
To drive business growth and operational excellence, Varian Medical Systems made the decision to establish a shared service center 
for its operations in EMEA. The company wants to standardize and digitalize accounts payable processes, enabling it to:
• Reduce costs by replacing paper-based, time-consuming finance processes that impede the efficient management of large 

volumes of invoices and approvals across business locations 
§ Leverage economies of scale across all regions with a solution that integrates with the company’s existing IT landscape
§ Strengthen its compliance processes with a user-friendly platform that provides flexibility to address changing requirements
§ Utilize a common IT platform and unified business processes that are easily rolled out across its global operations  
§ Establish digital workflow functionalities to support scalable, standardized invoice management processes 

Challenges
To centralize its operations and implement scalable, efficient business processes in accounts payable while improving agility with an 
IT platform that can adjust to new requirements, Varian Medical Systems needed to:
§ Streamline accounts payable operations and reduce reconciliation efforts, generating time and costs savings
§ Eliminate manual, error-prone, and location-specific activities by introducing automated and standardized processes in invoice 

management 
§ Deploy a flexible, user-friendly, and cost-efficient platform that allows scalability while ensuring compliance
§ Boost its operational productivity by automating invoice management across regions 
§ Empower its workforce in the shared service center by providing real-time insights and one source of truth for faster approvals and 

overall decision-making
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Improved
On-time payment ratio 
(from 40% to 80%)

Increased
Efficiency in managing 
accounts payable

Reduced 
Data footprint from 2 TB to 1.2 TB 

Flexible and  
scalable 
IT platform for standardized 
invoice management globally



Varian Medical Systems Inc.
Palo Alto, California
www.varian.com

Industry
Healthcare

Employees
10,000

Revenue
US$3.2 billion (2019)

“The support SAP provides is exceptional. I haven’t 
actually seen such positive support from any 
other partners. From a solution and architecture 
perspective, our meetings with SAP are very 
valuable. We can share our concerns and receive 
support with roadblocks. This is a real partnership, 
and it gives a lot of value to us as a customer.”

Featured Solutions and Services
SAP S/4HANA®, the Concur® Invoice and 
Concur Travel & Expense solutions, and SAP 
Enterprise Support services

Prasad Kothuri, Senior Manager Business Transformation Office, Varian Medical Systems Inc.
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https://www.sap.com/corporate/en/legal/terms-of-use.html
http://www.varian.com/
https://www.sap.com/corporate/en/legal/terms-of-use.html


Partnering with SAP on Varian Medical Systems’ Business Transformation Journey 
“The support SAP provides is exceptional. Our customer success executive and the team help track our projects holistically across all initiatives we have launched. The 
response times from the SAP team are phenomenal,” says Prasad Kothuri, senior manager of the business transformation office at Varian Medical Systems. The customer 
success executive (CSE) from SAP orchestrated and collaborated with the right SAP resources at the right time to help meet the company’s project milestones and deliverables 
and provide guidance on an integration approach. Specialized SAP Concur solution resources participated to provide quality solutions to Varian Medical Systems’ business 
requirements. SAP Concur solution specialists were able to implement advanced workflows and automations. With these optimized accounting processes, the company can 
utilize more of their SAP tools. 

In collaboration with Varian Medical Systems, the CSE conducted an enterprise relationship assessment as part of a business review. An outcome success plan described 
targeted initiatives to close gaps according to the defined keys to success related to the company’s strategic objectives, challenges, and expected business outcomes. Biweekly 
meetings to provide status updates, track milestones and deliverables, and discuss project issues and potential risks and their mitigation supported the successful management 
of the transformation project. “During these meetings we share feedback and roadblocks, discuss new technologies, and gain guidance from SAP in preparation for updates to 
the management on our initiatives. This is a partnership for us and of huge value for a customer like Varian Medical Systems,” Kothuri continues. 

While Varian Medical Systems has taken the responsibility for governance and integration of the SAP Concur solutions into its financial system on SAP S/4HANA, it makes use 
of the trusted partnership with SAP to get guidance on the mitigation of project risks and leverages the SAP Concur solution for its integration activities.



Varian Medical Systems and SAP have had a trusted partnership for more than 10 years, collaborating on innovation, implementation, and consulting projects. With SAP 
as a strategic advisor and SAP support and maintenance services, Varian Medical Systems integrated SAP Concur solutions with SAP S/4HANA, resulting in:  
§ Streamlined, standardized business processes and standards for accounts payable management across its international operations 
§ A robust and compliant global platform integrated across 19 countries that enables economies of scale with the automation of invoice processing tasks
§ Reduction of costs and time savings due to a reduction in error-prone, manual data entries and invoice processing, with an increase in the payment on-time ratio from 40% to 80%
§ Visibility into spending for granular reporting and more-informed decision-making
§ Increased employee productivity in invoice management cycles and efficient approval management, with workflows set up according to company guidelines 
§ Superior user experience, empowering employees with new real-time insights and a user-friendly interface to do more in less time

As a customer of SAP Enterprise Support services, Varian Medical Systems also received the following benefits:
• Reduction of custom code thanks to expert guidance received during the implementation of SAP S/4HANA, increasing standardization and ensuring smooth upgrades in the future
• Ongoing performance improvement recommendations after going live with SAP S/4HANA using the SAP EarlyWatch® Alert service
• Understand the potential of the Intelligent Enterprise and areas for business process improvements within finance and accounts payable, and identify the next steps using the 

SAP Innovation and Optimization Pathfinder service

“At month end, it is easier for us to report on invoices that are still in the approval cycle. With that visibility, making 
accruals is a much simpler process.”
Attila Kármán, Accounts Payable Senior Manager, Varian Medical Systems



Role of Change Management in Varian Medical Systems’ Business Transformation
To centralize and digitalize its global accounts payable processes, Varian Medical Systems applied a 
template approach by considering local requirements to roll out its new processes and scalable IT platform 
in EMEA. Frequent communication with the European stakeholders ensured a continuous exchange on 
project status and progress. The accounts payable team, which was most impacted by the changes, took 
ownership of the project and was continuously involved, providing feedback before any final changes were 
implemented. 

Other change management activities included:
• International project team with full-time assignment to project activities 
• Strong collaboration between different internal stakeholders, with a project team consisting of functional 

and IT team members 
• Train-the-trainer approach to enable users to use the new business functionalities and best practices 

and provision of training material to support on-demand learning
• Change agents in support of cascading new business processes and practices to the teams 
• On-site testing of the new processes and functionalities by IT and business stakeholders

SAP provided best practices, consulting services, and guidance throughout the transformation. Courses 
from the OpenSAP platform, white papers, and presentations from SAP contributed to the enablement of 
the team.  

Best Practices 
Varian Medical Systems leveraged best practices and expertise from SAP to guide its migration strategy. 
“We use the SAP team to vet what we are doing to implement best practices,” says Kothuri. By applying a 
phased approach, the company focused on the majority of invoices that could be managed in a standardized 
way before developing a procedure to orchestrate accidental and exceptional invoices, giving the team a 
“feeling of progress.” 

Other best practices included:
§ Phased approach to roll out SAP Concur solutions globally to apply lessons learned in other regions
§ Frequent communication of project status and achieved milestones to key business stakeholders
§ Fostering team building through collaboration between virtual and local teams to resolve issues and 

generate new ideas and solutions 
§ Strong partnership between business and IT, with the right people to drive a successful project



What’s Next for Varian Medical Systems?
With its mission to “combine the ingenuity of people with the power of data and technology to achieve new victories against cancer,” Varian Medical Systems wants to further 
expand its business across geographies and leverage cloud solutions and emerging technologies to become a global leader in multidisciplinary cancer care solutions. It 
plans to roll out the Accounts Payable service for SAP Concur solutions to North America and Asia Pacific after the initial start in European countries, aligned to the road 
map collaboratively created with SAP. With SAP S/4HANA as its digital core, Varian Medical Systems is better prepared to keep up with demand and advancements in 
technology by automating processes and harnessing data and insights to accelerate its transformation into an intelligent enterprise.


