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INTRODUCTION

A long-term transformation within an organization
should affect most, if not all, employees and should
last for years. An organization’s best strategic plans
are only successful when that change occurs at
the level of the individual employee, so achieving
a positive outcome from strategic transformation
requires alignment across people, behaviors, and
the culture of the entire organization. At BKM, we
planned and executed a long-term transformation
with a focus on the human side, producing a
profound effect on every part of the business, and
we discuss it in detail in the following.
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THE CHALLENGE

As BKM'’s business continues to grow, we are constantly looking for opportunities for improvement throughout the
organization. One opportunity arose from the challenge of receiving and processing checks as a form of rent payment.
By October 2023, BKM was receiving approximately 2,000 payments per month, and almost 26% of them
were made by check. This resulted in more than 500 checks that had to be manually posted to tenant ledgers every
month. Checks are an antiquated form of payment. They are notoriously slow, and even with lockboxes in place, the
process of posting them to the tenant’s ledger is manual and extremely time-consuming.

Due to the high volume and frequency of mail delays, check payments were often posted late to tenants’ ledgers. And
late check payments often create friction between tenants and our Property Management Teams. Over time, frustrated
tenants can reduce the odds of renewals and referrals, negatively affecting both client relationships and BKM'’s bottom
line. In addition, this process resulted in extra work for the Property Management, Treasury, and Property Accounting
departments, further exacerbating the issue. If left unmanaged for too long, this cycle could lead to significant fractures
across key business operations.

As BKM’s leadership discussed growth plans, we quickly realized this problem would get exponentially worse as
we acquired more assets. The team recognized that accepting checks from tenants was not only causing a major
bottleneck, but that the situation would worsen over time. It was essential to develop a solution that could scale
effectively and be deployed quickly.
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THE DESIGN

By this point we had defined the problem, but to solve it, we realized we were going to have to build a culture of
change—one that starts at the top. Leadership must buy into this change, all speaking the same language, before
the rest of the company will buy in. We knew communication was vital to the success of this project, so we pushed
for a ‘one team, one voice’ approach that would help drive the change. We also recognized the need for a way to
measure our progress, so we could see not only where we were going, but how to stay there once we arrived.

At BKM, we use a property management accounting platform that offers a rent payment portal. We outlined a plan
to transition all check-paying tenants to electronic payments, targeting a 90% adoption rate by the end of Q2 2024.
By encouraging the use of the online payment portal, we expected to see a significant decrease in payments made
by check, reducing the manual work of receiving, scanning, and posting checks.

We recognized the fact that some larger tenants use their own AP platform to make ACH payments directly to
BKM’s bank accounts. To streamline the process of posting ACH payments received from tenants outside of the
online payment portal, we began the roll out of a SaaS Treasury Management Platform (TMP). This gave us the ability
to use machine learning to help automate the posting of ACH and wire payments we receive outside of the online
payment portal, reducing manual sorting and increasing overall process efficiency.
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We also needed a tool to track progress, display metrics, and provide a cost-benefit analysis, but we wanted this
to be a functional tool for the Property Management Team, too. BKM uses a custom-built internal Bl platform called
BKM Intel that allows us to visualize real-time data across every department. For this project, we designed and built
a cutting-edge Payment Method Analysis page in BKM Intel that helped us track this projects’ progress across our
entire portfolio.

But then we took it one step further by integrating dynamic tracking for each property and each tenant over time.
This data also ties back to tenant codes in our accounting platform, so the Property Management Team can use it
as a one-stop shop for moving the remainder of their check-paying tenants to electronic payments.

Finally, once we determined that a property had a minimum of 90% of tenants paying electronically, we could start
the process of closing the costly lockboxes assigned to that property.
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THE EXECUTION

This plan involved the Senior Managing Director of Operations, the Managing Director of Finance and Accounting, and
the Senior Director of Property Management. The CEO, and CFO/COQO were kept in the loop with regular updates.
We explained the problem, laid out our proposed solution, and stressed the need to move quickly based on the
established goals of the organization.

Using our new Payment Method Analysis page on BKM Intel to track our progress, each regional Property Management
Team reached out to every check-paying tenant to explain and reinforce the benefits of moving to an electronic form
of payment. By using the online payment portal, the tenant can schedule recurring payments, set up auto
payments, see their ledger in real time, and even enter a work order. And their rent payments would be
posted to their ledger automatically. At the same time, we were updating the lease language to make it easier
for our Leasing and Property Management Teams to help future tenants embrace electronic payments from day one.

Effective communication plays a huge role in the success of any organizational transformation, and this transformation
was no different. We realized early in the process that we needed to have a ‘one team, one voice’ approach to
help drive change. The Senior Director of Property Management and Senior Managing Director of Operations were
instrumental in leading the charge. We built cross-functional teams and identified and empowered key change agents
to help reinforce the benefits that we would see from the initiative. To help keep Property Management and Corporate
Teams in sync, we recognized and reinforced individual and team progress during regular, coordinated meetings. We
shared individual success stories from one region or Property Management Team each time we met, and we found
positive recognition, coupled with clear communication, to be an effective tool at keeping the teams focused on the
goal.
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THE RESULTS

CONCLUSION

PAPER TO ELECTRONIC

Transitioned from 500+ monthly paper checks (26% of 2,000 payments) in September 2023 to 98%
electronic payments by March 2024, processing more than 2,500 payments.

SWIFT PROJECT COMPLETION

Exceeded the projected adoption goal by 8% and achieved it 3 months ahead of schedule.

IMPROVED TIME EFFICIENCY

Reduced the average payment posting time from 1.49 days in 2023 to 0.53 days in 2024, improving
efficiency by nearly 65%.

ANNUAL SAVINGS

Closed 24 lockboxes, generating more than $300,000 in annual savings on lockbox fees.

Planning and designing streamlined business processes to execute long-term transformations can have a
major impact on an organization, but without a focus on the human side—the people, behaviors, and culture
of the entire organization—the best designed plans will fail. Effective communication and a hands-on approach
from our talented and professional Property Management Teams led to an overwhelmingly positive response
from our tenants, and we wouldn’t have realized the same results without their collective effort. By moving
98% of our tenants to electronic rent payments, we now have more streamlined and efficient workflows in our
Property Accounting, Treasury, and Property Management departments.
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