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What you’ll take back to work
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Connected
leadership
in practice

Shape decisions 
Build relationships that bring AP
into planning conversations early
Lead improvement
Build a shared case for change
around business impact and tradeoffs
Deliver on the commitment
Agree on a plan and clear ownership
then show what the change delivered



Connected Leadership in two scenarios
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Both are equally important. Each strengthens the other.

WHILE PLANS TAKE SHAPE WHEN PROBLEMS SURFACE

Shape decisions together Lead improvement 
togetherBring AP insight into plans

before decisions are final
Build shared ownership

of a better process

Relationships help us lead change

Learning informs future decisions



When decisions reach AP too late
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Have you been left out of a decision that changed your team’s work?

BUSINESS DECISION AND ASSUMPTION AP JOINS AFTER THE COMMITMENT

Acquisition approved
Existing AP team can absorb the volume

More suppliers and invoices
without added capacity

Extra invoice approval added
Approvers will respond before payment is due

Chasing approvals
to keep payments on time

Purchasing system selected
AP requirements can be handled later

Late fixes and workarounds
for workflow gaps

Project launch scheduled
Supplier setup will be complete by launch

Urgent supplier setup
and payment requests



AP in the planning conversation
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Do you meet regularly with these teams before there’s an issue?

Business teams
Operating priorities, plans, 

growth

FP&A
Budgets, projects, 
resource allocation

Procurement/Sourcing
Deals, supplier strategy,
terms, system changes

Accounting
Accounting policy, financial 

controls, data flows

IT
Roadmap, change priorities, 

enhancements

AP
Plans & 

priorities AP plans

What’s coming on both sides?  Who else is affected?  What should we plan together?



Leading improvement across teams
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WHEN PROBLEMS SURFACE

Can we eliminate the requirement
that keeps creating work?

Understand why
the step exists

Build the case in 
collaboration (when 

possible)

Agree on the change
and measure it

Show of hands: who requires receipts for non-capex goods?



The work reaches beyond AP
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Goods arrived. The invoice is correct. The payment is due but the ERP receipt 
is missing.

Formal ERP receipt
required

Business teams
Receipt entry
Follow-ups

Payment inquiries

AP
Chase business teams 

to log receipts to 
resolve invoice holds

Accounting
Accruals, reconciliations, 

and audits

Which purchases still need this requirement?



AP and Accounting build one case
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A recommendation informed by the teams doing the work

AP
Owner of recurring holds and delays

Work across the process

Accounting
Controls and close needs

Cutoff and liabilities

Joint proposal: Alignment on work to eliminate

Non-CapEx Goods Receipt Example



Business hours saved across teams
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Measure and quantify the time savings across functions

Business teams/ 
Stakeholders

Receipt entry
Repeated follow-ups

AP

Hold handling
Chasing and rework

Tickets

Accounting

Receipt accrual reviews
Reconciliations 

Hours before − hours after = net business hours saved

Non-CapEx Goods Receipt Example



Building a joint proposal: Remove receiving 
requirements for non-Capex purchases
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Approved PO
Invoice matched

to the PO
Payment follows

agreed checks

No routine ERP receipt required for this approved scope

Agreed tolerances and a route for disputes or non-delivery

Accounting agrees expense cutoff and liability capture

Proposed test: 30 days, including at least one period-end close

Non-CapEx Goods Receipt Example



Getting Buy-in: “no” is a powerful tool
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Seeking a “yes” Opening with a “no”

Can we run a 30-day pilot
with one business team?

Would you oppose a 30-day 
pilot

with one business team?
Can AP join the monthly

business planning meeting?
Would you object to AP joining
that monthly planning meeting?

Can we use two hours a week
to improve this process?

Would you object to two hours
a week to improve this process?

Can we simplify approvals
for low-risk purchases?

Would you oppose simplifying
low-risk purchase approvals?



How leaders evaluate the ask
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DECISION OPTIONS

Proceed as proposed

Run a limited pilot

Deliver in phases Which
option
now?

WHAT LEADERS WEIGH

Business value and cost

Risk and controls

Capacity and priorities

Evidence quality

Adjust

Defer and revisit

Decline

Include the cost and risk of doing nothing



Reframing pushback
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Leadership pushback AP leadership reframe

We have bigger priorities Let’s compare the business cost of waiting with the 
priorities this would displace

No budget or bandwidth Let’s scope a smaller test and agree what it would take 
to make room

This is an AP problem The work reaches the Business and Accounting too -
here are the total hours, delays, and rework that result

It’s too risky Which risk matters most? We can shape the scope, 
safeguards and stop criteria around it.

I’m not convinced it will help Let’s agree what evidence would support a decision, 
then test against that standard.



What makes the commitment real
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Teams confirm 
ownership

and readiness

Document
the decision

Build the
project plan

Share and
confirm

Scope and 
exclusions

Approver and 
conditions

Actions, owners 
and dates

Capacity and 
dependencies

1 2 3 4

Report

Promised vs. 
delivered

Gaps and next 
steps

If phasing is needed, deliver the greatest impact first



Did the change deliver?
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Review after 30 days and at least one period-end close

Compare promise to evidence

Continue
Benefit across teams

Adjust
Rework or risk rises

Stop
Risk outweighs benefit

Business hours

Before → after
Net hours, all teams

Accuracy

Confidence in outputs 
in all workstreams

Velocity

Measure friction, 
delays,handoffs/rework



Actionable Takeaways
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Turn AP insight into a shared business decision

1

Choose one
partner

Whose plans affect AP?
Who needs visibility into 

ours?

2

Explore one
opportunity

What is coming next?
What could we improve 

together?

3

Agree on next 
steps

What will each person do,
and when will we 

reconnect?



Please tell us what you think!

Complete the session evaluation
in the event mobile app.

Your feedback helps shape future sessions.



QUESTIONS?

November 2026 | JW Marriott Austin | Austin, TX

Kristena Bravo
Head of Finance Operations, OpenAI Foundation
kristena@openaifoundation.org
Linkedin.com/in/kristenabravo

REMINDER!

If you checked in for NASBA CPE credit, check out at
iofm.cnf.io

mailto:kristena@openaifoundation.org
https://iofm.cnf.io/
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