Poland KSeF

Business Case

Accelerated Poland KSeF Go-Live
Through a Phased Implementation
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The Challenge

A multinational organization started its preparation for KSeF compliance at a very late stage (i.e. third
week of January 2026), while the mandatory go-live date is set as 1 February 2026.

The scope for Poland included the following workstreams:

Outbound customer invoices (including optional fields)

QR code integration for updating PDF invoices

Updating accounting documents with KSeF number and response details
Inbound vendor invoices and KSeF integration

Self-billing

Incoming invoice VIM integration

Delivering all components simultaneously before the legal deadline posed a significant timing and

execution risk, potentially jeopardizing compliance and operational continuity.
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KGT's Solution

KGT immediately mobilized a multidisciplinary team from day one, enabling the project to move at speed
without losing control.

This team combined:
» Polish tax expertise
o End-to-end understanding of business and finance processes
o SAP process and integration knowledge
» Deep insight into tax digitalization and regulatory change

Based on this foundation, KGT proposed and aligned a phased implementation approach, fully agreed upon
by the client. To ensure legal compliance by the deadline, KGT prioritized and streamlined the project
deliverables for:

 Outbound customer invoices (only for mandatory XML fields)

« Inbound vendor invoice integration with KSeF (for receiving the incoming invoices); and

 Self-billing

These three components are legally required for domestic customers and were therefore delivered by 1
February 2026.

The other component - incoming invoice VIM integration in SAP - is not a statutory requirement but a
business enhancement requested by the client. This workstream was deliberately scheduled for completion
shortly after go-live and successfully delivered mid-February.

For the QR code and accounting document updates, KGT team delivered the required functionalities within
two weeks after go-live and enabled the solution so that the customer could also apply it to previously
submitted e-invoice documents.

This approach balanced urgency with realism, without compromising quality or control.
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The Results

Mandatory KSeF requirements delivered on time despite late project initiation

Rapid project start enabled by early involvement of a multidisciplinary KGT team
Stable and compliant invoice flows at go-live

Non-mandatory VIM integration delivered shortly after without impacting compliance

The Impact

Timely KSeF go-live under severe time pressure, despite late project initiation
Reduced implementation and compliance risk through phased delivery

Clear prioritization of legal requirements versus business enhancements

High stakeholder confidence in a complex regulatory environment

Accelerated decision-making driven by integrated tax, SAP, and regulatory expertise

This case demonstrates how KGT’s multidisciplinary expertise and pragmatic delivery model enable successful
e-invoicing implementations - even when timelines are extremely critical.




O About KGT

KGT is a specialized consultancy firm that helps organizations navigate the intersection of SAP technology
and tax compliance. By combining deep tax expertise with strong SAP technical knowledge, KGT delivers
SAP-embedded solutions that simplify regulatory processes, ensure compliance, and improve system

efficiency.

In addition to custom SAP add-ons, KGT supports clients with end-to-end consultancy, including SAP DRC
implementations, SAP VAT health checks, process optimisation, ABAP development, and performance
improvements.

Clients work directly with experienced specialists who manage both analysis and implementation, delivering
measurable and sustainable results. Recognized as an SAP Build and PE Services partner, KGT positions
itself as a long-term partner that helps organizations reduce risk, enhance transparency, and turn SAP
complexity into a driver of stronger business performance.
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