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The impact of the Procure-to-Pay (P2P) process is significant to global 
organizations of all sizes. The P2P process is no longer viewed as a 
“back-office” function but one of tremendous value that provides:

 Opportunities for strategic sourcing, centralization and automation.

 Improved controls and business partnerships which can  
 greatly reduce risk and improve working capital.

Introduction

But many organizations face the challenges of disconnected and siloed processes. These organizations 
recognize that their P2P processes have, over time, become cumbersome, error-prone, and costly to 
operate. These disconnected and manual processes do not provide an adequate foundation to “keep the 
lights on” in a volatile environment. 

This “Guide to How 10 P2P Automation Solutions 
Support Business Continuity” is “must have” 
information for future-proofing your organization 
in today’s and tomorrow’s unprecedented times.
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Examples of how an automated P2P process can help “keep the lights on” include supplier requirements 
to accept eInvoicing to help accounts payable reduce costs, charge-backs to suppliers for invoices not 
properly submitted to expedite accounts payable processing, joint responsibility for cash discount capture 
to ensure cash optimization, and the implementation of scorecards which incorporate supplier ratings for 
the quality of invoices submitted. In this guide, we’ll explore ten specific examples of how P2P automation 
supports the business continuity plan (BCP) for your company.

Volatility is the new norm — whether the cause is natural disasters, 
industry disruption, geopolitics or global pandemics. The expanse 
of today’s supply chains has not only increased the types of risk 
companies are exposed to, but also it has magnified the impact that 
disruptions can have on the operation as a whole.

How to “keep the lights on” 
with your P2P

2.1. Why is P2P a critical corporate 
process?
It’s a well-known fact that global enterprises 
manage thousands of invoices, purchase 
requisitions, and purchase orders within the 
Source-to-Pay process. Organizations may 
have several ERP instances with disconnected 
purchasing and accounts payable processes.   
It’s absolutely necessary for procurement to 
align its objectives with those of the organization 
as a whole if it wants to continue the current 
development trajectory. Automation helps 
procurement overcome all the challenges 
in relationships, risks, and continued supply 
efficiency.

The integrity of accounts payable results are 
directly influenced by the functions of securing 
and qualifying sources of supply; initiating 
requests for materials, equipment, merchandise, 
supplies, or services; obtaining information as to 
availability and pricing from approved suppliers; 
placing orders for goods or services; receiving and 
inspecting or otherwise accepting the material or 
merchandise; accounting for the proper amounts 
due to suppliers; and processing payments in a 
controlled and efficient manner.

The goal of the accounts payable process is to 
ensure that payments are made on time to the 
correct supplier for the correct amounts and 
that invoices are paid once and only once to the 
correct supplier using accurate and validated 
payment data.  So an integrated and transformed 
P2P process enables a compliant and controlled 
accounts payable process.

Hint:
Besides payroll, most of a company’s expenses 

are processed through accounts payable.
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2.2. Addressing the hurdles of a 
manual process 
What are the drivers for change to move the 
Source-to-Pay process to a single automated 
solution? As any Procurement or Finance 
professional knows, the challenges and pain 
points across the process are daunting but can 
be grouped into three main categories: 1) manual 
processes, 2) complexity, and 3) the compliance 
and controls required by globalization.

Where is the complexity? The complexity is caused 
by isolated and siloed solutions and impacts the 
P2P process in two ways:

1. There is a lack of data integrity and full   
 visibility.

2. Processes can be overly complex, costly and  
 unnecessary.

The gaps between those disparate solutions cost 
a company significant time and money. Perhaps 
more seriously, they increase the chances of non-
compliant business practices, which can cause 
fines and reputational damage on a global level 
and put the organization at risk. 

Additionally, there is a significant cost impact 
due to the resources needed to support a non-
transformed process in a manual environment of 
constant checks and balances. 

In a manual P2P environment, there are seven 
categories of disconnects that cause pain in the 
accounts payable process. 

1. Manual purchase orders (POs) can be  
 inaccurate.

2. The approval process is cumbersome and  
 untimely.

3. Pricing and quantity can be inaccurate and  
 error-prone.

4. There are invoice process discrepancies  which  
 can cause duplicate payments.

5. Tax calculation errors can occur.

6. Supplier master file issues impact data  
 accuracy.

Automation also helps to reduce the risk of processing a duplicate 
invoice, paying an incorrect amount, or paying the invoice to an 
incorrect supplier. A digitized accounts payable process can help to 
alleviate financial exposure for the company since invoices are paid on 
time, impacting the accuracy of accruals. 

Preventing and detecting 
P2P fraud in a crisis 

Connecting a buyer to a supplier with a purchase order to invoice conversion technology allows a buying 
organization to send a purchase order electronically to a supplier and then allows the selling organization 
to convert the purchase order into an electronic invoice. The seller can then submit the invoice immediately 
back to the Accounts Payable function. This e-procurement process facilitates greater accountability and 
visibility to supplier spend for accurate and timely decision making. 

Coupled with manual invoicing and procuring processes, the lack of data confidence creates the need for 
internal reconciliations between procurement, accounts payable and finance and external reconciliations 
between the buyer and supplier – adding complexity when global supply chains are added.  



05

Manual processes, siloed systems and disconnected 
ERPs make it difficult for a supplier to determine the 
status of a buyer’s invoice.  A digital P2P solution 
can eliminate most of the manual tasks that drive 
up the costs of purchasing goods and services 
and contribute to time-consuming errors.  Such 
an integrated system will positively impact the 
compliance and controls process across the P2P 
continuum.

3.1. Continued focus on the three 
critical P2P controls
Adequate segregation of duties reduces the 
likelihood that errors (intentional or unintentional) 
will remain undetected by providing for separate 
processing by different individuals at various 
stages of a transaction, and for independent 
reviews of the work performed. The segregation of 
duties provides four primary benefits:

1.  The risk of deliberate fraud is mitigated as the 
collusion of two or more persons would be 
required in order to circumvent controls. 

2.  The risk of legitimate errors is mitigated as the 
likelihood of detection is increased.

3.  The cost of corrective actions is mitigated as 
errors are generally detected relatively earlier 
in their lifecycle.

4.  The organization’s reputation for integrity 
and quality is enhanced through a system 
of checks and balances.

3.1.2.  Systems Access (SA)
The System Access (SA) policy applies to both 
domestic and international financial and 
operational systems and is an integral part of 
segregation of duties. The scope of the Systems 
Access policy is worldwide. and the policy applies 
to the approval of new access requests and the 
establishment of an internal controls environment 
for general system access.

   Purchases can be authorized and goods can be 
received from the transaction at the user level.

   Inventory management and physical counts 
can  be performed by the same user.

  Sales can be invoiced and cash applied by the 
same user.

  A sales order and the terms of sale can be 
approved by the same user.

  The same user can modify an evaluated receipts 
contract and receive against a purchase order.

  Products can be shipped and sales order 
tolerances modified.

  A vendor can be established in the accounts 
payable process and payments can be executed.

  An accounts payable user can create an 
erroneous accounts receivable transaction.

  A general ledger user can post and pay 
accounts payable invoices.

3.1.3.  Delegation of Authority (DoA) 
As one of the critical corporate controls for a 
company, the DoA policy is confused with a 
Segregation of Duties policy. Although, the two 
provide the foundation of good internal controls and 
corporate governance, the Delegation of Authority 
policy focuses on the establishment of approval 
levels for specific business transactions to specific 
individuals within the company. 

 
 
 
 
 
 

The SA policy ensures that transactions 
cannot be systematically generated to create 
segregation of duties control issues. There are 

two types of segregation of duties controls 
that must be in place – 1) Control of Security 
Object Privileges, and 2) Control of Multiple 

Security Profiles.  If SA controls are not 
implemented, control weaknesses  

can occur.

Hint:

Hint:
The DoA policy communicates the delegation 
of those approval levels to others when the 

approval owner is away from the office. 
Delegation of Authority is usually a corporate 
policy that is administrated by the Corporate 

Secretary and is approved by the Board  
of Directors.  

Hint:
Segregation of duties is a basic, key 

internal control but one of the most difficult 
to accomplish. In essence, there is greater 

assurance that internal control responsibilities 
will be fully deployed when there is increased 

dispersion of such responsibilities among 
multiple individuals and work groups.
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3.2.  Automated workflow - 
approving invoices and payments
In an automated workflow approval process, 
the invoice approval process is linked to your 
company’s Delegation of Authority (DoA) policy.  

The invoice approval process is completely 
automated based on defined rules via a workflow.  
The workflow determines if an invoice needs 
approval; who the appropriate approvers are; and 
in what order approvers should approve payment 
of the invoice. The workflow then sequentially asks 
each approver within the DoA table to approve 
invoices online. 

For example, you can define a rule so invoices over 
$250,000 (or a specific amount designated in your 
DoA policy) require CFO approval and then CEO 
approval.

Best Practice Reference: Addendum - How to 
automate your DoA process accounts payable 
invoices.

This diagram outlines the significant impacts of an 
automated workflow process not only on the P2P 
process but on an entire company.

3.3.  Preventing payment errors: 
Errors or fraud 
Duplicated payments are typically prevented by ERP 
systems if all the data elements in an invoice are 
an exact match.  While these “perfect matches” are 
identified and prevented, management often does 
not know, in the absence of an external third party 
audit, whether other duplicate payments have been 
made. The critical issue is to understand that there 
are many causes of potentially duplicated payments 
within the accounts payable process.

Understanding which transactions are critical to 
review makes monitoring the accounts payable 
process even more difficult. Many Controllers, Chief 
Financial Officers (CFOs), and Accounts Payable 
professionals face these challenges with limited 
staff resources.  Ongoing changes to compliance 
regulations have further increased organizational 
workloads.  Imagine trying to find a duplicate or 
erroneous payment in a mountain of paper or 
within disconnected and disparate systems. 

 

Address 
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Automated workflow: Faster payments with positive results
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Besides setting the foundation for business continuity, P2P automation 
provides several benefits to a company. But beware, automation can 
create an environment of complacency and a belief that automated 
processes are “fraud proof.”  Here are a some of the risks and 
challenges to be aware of that can result in a lack of controls and lack 
of basic transaction knowledge

How to overcome P2P 
data risks and challenges  

1.  Risky workflow process equals risky business: 
The volume of approval requests and 
reminders may prompt some managers to 
unquestioningly approve invoices without 
careful attention, especially if they are 
low value.  Workflow requests are not 
adequately reviewed or the approval process 
is immediately delegated to a lower level 
employee. Workflow is essential to expediting 
the P2P process, but it should be subject to 
extra scrutiny with additional control.

 
2.  Too much data equals report blindness: 

In an automated P2P process, we now have 
data at our fingertips, but we’re not analyzing 
results, spotting trends or reporting anomalies. 
If this data is not transformed into information, 
we’re losing sight of what matters, a must in 
assessing risk or “keeping the lights on.” 

3.  Business processing outsourcing does not  
equal business continuity: 
Outsourcing may reduce cost in the short term, 
but risk can be increased since there may not 
be immediate oversight into errors and abuse 
that can have a financial impact.  A business 
process outsource (BPO) provider may also 
manipulate results to meet their service level 
agreement (SLA) requirements. A company may 
be so blinded by the perceived positive results 
that they forget about business continuity 
requirements

4. “ Match or Not to Match” – processing invoices 
faster:  
In an automated P2P environment, many 
companies are now processing invoices at the 
much faster speed.  In many cases, companies 
are relying on the three-way matching process 
but aren’t having to spend the time to review 
exceptions that are impacting corporate 
spending.

5. Increasing P2P process complexity: 
  As noted, manual and siloed P2P processes 

are creating an environment of complexity 
due to disconnected processes, people and 
technology. This can impact the business 
continuity of a company’s P2P process – with 
or without pandemic issues to face.

Hint:
Many Accounts Payable functions,  

or even organizations would love to focus 
on just the exceptions and improve process 

performance. But many companies are faced 
with problem invoices.  As any Accounts Payable 
professional knows, problem invoices bog down 

the process and create several bottlenecks.  
But these bottlenecks or “pain points”  
can be levers for process improvement  

and automation initiatives if  
tracked and acted upon.   
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How can today’s savvy P2P leader manage risk and create an environment 
of business continuity?  Here’s how ten automated solutions can protect 
your company and reduce risk:

Your top ten business 
continuity considerations 
for the P2P process

1.  Supplier Portals:  
Supplier portals can be used by Accounts 
Receivable departments to not only determine 
the payment status of an invoice, but to 
gather key information relating to the supplier 
– such as W9s, W8s, insurance information, 
certificates of incorporation, and payment 
information. Intelligent supplier portals can be 
utilized in the supplier onboarding process as 
a means to help validate the supplier before a 
new record is entered into the master file.

2. eProcurement: 
  An eProcurement solution can be integrated 

with an ERP system to automatically generate 
a requisition, purchase order (PO), and even 
an invoice.  To take things a step further, 
an advanced solution supports the 3-way 
matching process with embedded general 
ledger (GL) coding which can pave the way for 
a PO flip process. 

3.  eInvoicing: 
eInvoicing is the foundation of automation 
within the Accounts Payable function since 
manual invoices are removed from the process. 
Data entry issues, cost and cycle are reduced. 

4.  PO to Invoice Conversion: 
This solution allows the supplier to convert a 
purchase order directly to an eInvoice.  Pricing 
and terms are automatically converted in a 
seamless fashion which can eliminate possible 
invoicing disputes.

5.  Document Management, Invoice Scan and 
Data Capture: 
Storing paper documents in filing cabinets 
should be no longer a challenge for today’s 
P2P departments. 

  Today’s document management solutions that 
provide invoice scan and data capture options 
can pave the way in the eInvoicing journey. 
Some companies utilize this data by solutions 
such as SharePoint and others.

6.  Automated Matching: 
Automating the three-way matching process 
is big step in improving controls in the P2P 
process. Matching errors can cause clearing 
account reconciliation problems which may 
lead to financial closing issues and possible 
mis-statements. But remember our caution 
mentioned in the previous section.

7.  Automated Workflow Approvals: 
Automating the three-way matching process 
is big step in improving controls in the P2P 
process. Matching errors can cause clearing 
account reconciliation problems which may 
lead to financial closing issues and possible 
mis-statements. But remember our caution 
mentioned in the previous section.

8.  ePayment: 
The ePayment process includes all electronic 
payment processes along with the use of ACH 
supplier remittances.  The use of ePayment 
reduces check fraud, check reconciliation issues, 
and escheatment reconciliation issues. The use 
of ACH remittance in the P2P process ensures 
that that the invoice details are properly 
applied in the cash application process.

08
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9.  System Access Verification tools: 
System Access Verification tools confirm that 
there are no system access issues within ERP 
systems and only authorized users for the 
defined roles are in the system. Such tools 
include real-time monitoring and reporting.  
System Access Verification tools can prevent a 
fraudulent transaction from being processed 
within the P2P process.  As an example, an 
individual cannot set up a supplier in the supplier 
master file, pay that supplier and void the 
transaction with proper system access controls in 
place. These are referred to “intra” SoD controls.

  These tools can also catch an “extra” SoD 
conflict in which an employee from another 
department may attempt to process an 
unrelated transaction. An employee in 
accounts receivable may try to process a 
fraudulent accounts payable transaction. 

  Best Practice Reference: Addendum - How 
to identify and tackle your SoD conflicts.

10.  Accounts Payable Self-Audit tools: 
Some companies consider third party or external 
audit firms to identify control weaknesses by 
reviewing historical databases. But many 
companies have worked with a solution provider 
to implement a self-audit process that identifies a 
possible duplicate payment before the payment 
is initiated. Self-audit tools consider “fuzzy” logic 
algorithms that flag a potential duplicate or 
erroneous payment. 

 A self-audit tool can often be included in  a  
 company’s internal control program as a  
 continuous control monitoring (CCM) initiative. 

Duplicate and erroneous payments are 
prevented before the payment is made. 

Process improvements can be immediately 
made to stop duplicate payments in their 
tracks. 
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Accounts Payable 
Process Impacted

The Risk: Cause of the 
Duplicate Payment

What Your Staff Can Do: Examples of 
the Controls and Suggest Processes
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1.  Duplicate suppliers: Supplier 
name and address is duplicated 
for the same company, increasing 
the risk for a duplicate payment or 
a supplier coding error. 

1.1  Implement supplier coding standards: A lack of supplier 
coding standards may be one of the main reasons for 
duplicate suppliers. Coding standards include naming and 
field conventions for the supplier name, address, state, 
phone, contact name, and email address.  

1.2.     Identify inactive suppliers: The identification and periodic 
blocking or segregation of inactive suppliers increases 
processor keying speed, reduces errors, and will likely 
enhance system response time.  The recommended 
timeframe is to focus on suppliers with no invoice activity 
within the prior 18 months. This covers seasonality and 
retains those suppliers that invoice once-a-year.

1.3.  Remove duplicate suppliers: Duplicate suppliers are an 
exposure for any Accounts Payable function, but represent 
an increased risk for an organization that has absorbed 
multiple locations and/or systems into a centralized 
operation. Duplicate suppliers increase the likelihood of 
duplicate payments, and intensify the difficulty in compiling 
a comprehensive spend profile for supplier negotiations (i.e. 
“IBM”, “I.B.M.”, “International Business Machines”, etc.).  

1.4.  Consolidate multiple remittance addresses: Many of larger 
suppliers will have multiple remittance locations. These 
addresses are often geographically placed to expedite 
the flow of funds into the supplier’s operation, or can be 
a function of the supplier’s ownership structure. Suppliers 
with significant remittance addresses often include those 
operating in the areas of telecom, waste management, 
industrial parts, post offices, and technology.

2.   Poor segregation of duties 
controls: Without good controls 
and segregation of duties controls, 
employees could set themselves up 
as suppliers. This means that either 
supplier or phony invoices could be 
diverted to employees.

2.1.   Perform an employee master comparison against your 
supplier master: This analysis is often performed by internal 
Audit departments on an annual basis. The employee 
master is obtained from the Human Resources department 
and compared with the supplier master file. The following 
fields are analyzed: name, address, TIN, EIN, SSN, and bank 
account. Any matches are investigated.

 

Addendum: Best practices
6.1.  Duplicate payments: Fraud or accounts payable processing errors table 

  Following our theme of best practices to ensure P2P business continuity, we’ll now look at the top ten 
causes of duplicate payments. 

  Remember: Fraudsters and unscrupulous suppliers always take advantage of companies with reduced 
resources and limited technology.  

  In this best practice, we’ll look at the impacted accounts payable process, the risk and what your staff 
can do to mitigate the risk.  Here’s how the table works. 

  Column 1: 

  Accounts Payable Process 
Impacted: This is the specific 
accounts payable process in 
which a duplicate payment 
error can occur. The three 
main process areas are:  
1) The Supplier Master, 
2) Invoice Processing, and  
3) P-Cards.

Column 2: 
The Risk:  Here are “Top Ten 
Reasons for Duplicate Payments” 
organized by the accounts 
payable process impacted.  

Column 3: 
What Your Staff Can Do: Here 
are examples of the controls 
and suggested processes your 
staff can implement to prevent 
duplicate payments and errors 
from recurring.
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3.   Invoice paid in wrong currency: 
The invoice was paid to a company 
subsidiary in a currency other than 
USD, creating a duplicate payment 
situation.  

3.1.  Currency and inter-company rules: 
Ensure that accounting rules for 
inter-company and trade payables are enforced. 

4.   Invoice paid in multiple systems: 
Due to multiple ERP systems or AP 
locations,an invoice was processed 
and paid twice.   

4.1.  Duplicate check across multiple systems: Perform a 
duplicate check across your company to check for multiple 
ERP systems and AP departments. 

5.  Supplier invoice error: A supplier that 
does business under multiple names 
is sent duplicate invoices under both 
names. Both invoices were paid.   

5.1.  Updates to supplier master: Alert your Procurement 
department to ensure that any changes to supplier names 
or “DBA” impacts are noted and reviewed for potential 
contact and purchase order impact. 

6.  Invoice coding: Keying an 
additional letter or number after/
before on an invoice (e.g. 103207, 
103207A). Also, keying a 0 as a O, 
or a 1 as an l, or a simple accidental 
transposition, can potentially lead to a 
duplicate payment, as the ERP system 
will not recognize this as the same.

6.1.  Invoice coding rules: Establish and enforce a set of 
standardized coding rules for invoice numbers.  These rules 
should address the handling of leading zeros, spaces, dashes, 
special characters, invoices without true invoice numbers, etc.  
Additionally, specific examples of over-payments should be 
shared with the invoice processing staff to demonstrate how 
critical their contribution is and the resultant cost impact of 
inconsistencies.   

7.  Coding the invoice to an incorrect 
supplier:  The same invoice number 
and invoice amount was paid to a 
different supplier.  

7.1.  Invoice coding rules: Ensure that the Accounts Payable 
team is trained on the importance of coding invoices to the 
correct supplier. Specific examples of these supplier coding 
errors should be shared with the processing team and can 
be tracked as performance metrics for the overall team and 
as a means for continuous improvement.   

8.  Inconsistent invoice amounts:   
This is the difference in the invoice 
amount that was entered for 
payment vs. the amount of the actual 
invoice.  

8.1.  No Manual adjustments: Review the current procedures for 
making manual adjustments to invoices.  The typical reason 
for the differing invoice amounts is manually excluding 
additional charges (e.g. freight/sales tax) on one submitted 
invoice but not on the other.  

9.  Offsetting credit with the same 
numeric amount: A credit memo is 
paid as an invoice.  

9.1.  Review open debit and credit balances: A credit memo may 
be issued because the client returned goods to the supplier, 
there was an over shipment of goods, there was a pricing 
dispute, a marketing allowance was issued, a duplicate 
payment occurred, the supplier was unable to apply the 
payment to the correct invoice resulting in a situation of 
unapplied cash, or an invoice was overpaid. These balances 
should be reviewed on a monthly to quarterly basis. Many 
companies perform an internal statement mailing process 
in which statements are requested from their top suppliers. 
Others use a third-party audit firm to asset with the process. 

P-
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10.  P-Card payment invoice: 
Even though a supplier has been 
paid with a payment or procurement 
card, they may still provide an invoice 
for the transaction that is promptly 
paid, resulting in a duplicate 
payment.    

10.1.  Annual P-Card and AP payment review: 
Conduct an annual comparison of accounts payable 
disbursements against P-Card payments to ensure that 
no duplicate payments have been made. Your P-Card 
provider can deliver the payment data to you and many 
third parties can assist with the review.  Some third-party 
firms have developed subscription fee plans to aid in the 
identification of duplicates between paid invoices and 
P-Card disbursements.
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Here’s how to read the SoD Matrix:

CH
EC

K 
D

IS
TU

RB
M

EN
T

PR
O

CE
SS

 A
N

D
 P

RI
N

T 
PA

YM
EN

TS

A/
P 

EN
TR

Y

A/
P 

PA
YM

EN
TS

PU
RC

H
AS

E 
&

 
RE

Q
U

IS
IT

IO
N

S
RE

LE
AS

E 
PU

RC
H

AS
E 

&
 R

EQ
U

IS
IT

IO
N

S

PU
RC

H
AS

E 
O

RD
ER

S

RE
LE

AS
E 

PU
RC

H
AS

E 
O

RD
ER

S

VE
N

D
O

R 
M

AS
TE

R 
D

AT
A

RE
LE

AS
E 

VE
N

D
O

R 
IN

VO
IC

ES
VE

N
D

O
R 

 P
RI

SI
N

G
 

AG
RE

EM
EN

TS

CH
EC

K 
AD

JU
ST

M
EN

TS

PO
ST

 A
/P

 P
AY

M
EN

TS

PROCESS GROUP NAME GROUP 01 02 03 04 05 06 07 08 09 10 11 12 13

PR
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 (P
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)

CHECK DISTURBMENT 01 X X X X X X

PROCESS AND PRINT 
PAYMENTS 02 X X X X X X X X X X

A/P ENTRY 03 X X X X X X X X X X X X 

A/P PAYMENTS 04 X X X X X X X X X X X

PURCHASE & 
REQUISITIONS 05 X X X X X X X

RELEASE PURCHASE 
& REQUISITIONS 06 X X X X X X X X

PURCHASE ORDERS 07 X X X X X X X X X

RELEASE 
PURCHASE ORDERS 08 X X X X X X X X X X

VENDOR MASTER 
DATA 09 X X X X X X X X X X X X

RELEASE VENDOR 
INVOICES 10 X X X X X X X X X X X X

VENDOR PRICING 
AGREEMENTS 11 X X X X X X X X X

CHECK ADJUSTMENTS 12 X X X X X X X X X X X X

POST A/P PAYMENTS 13 X X X X X X X X

Segregation of duties (sod) matrix

1.  Each row and column in a matrix represents a major business sub-process.
2.  Where the intersection of a row and column is denoted by an ‘X’, the corresponding 

business sub-processes represent incompatible functions that should be segregated.

The following matrix reflects the desired state of segregation of duties 
(SoD) for the P2P process. SoD conflicts can exist and should be 
assessed at the organizational, functional, and/or systems access levels.  
In those instances where duties cannot be fully segregated, mitigating or 
compensating controls must be established.

6.2. How to identify and tackle your SoD conflicts in the P2P process

 Mitigating or compensating controls are additional procedures designed 
to reduce the risk of errors or irregularities. For instance, if the record 
keeper also performs a reconciliation process a detailed review of the 
reconciliation could be performed and documented by a supervisor to 
provide additional control over the assignment of incompatible functions. 

 

Hint:
Compensating controls in 

an automated environment 
includes comprehensive systems 

accesses rule which include 
role-based permissions for 

inquiry only access, logs, dual 
authorization requirements, and 
documented reviews of critical 

transactions. 
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Manual Delegation of Authority 
(DoA) process steps

Automating the 
DoA process

A manual process requires an approver to 
provide a signature for verification. Signatures 
are then verified with documents to make sure 
that there is a match.

Approval limits are assigned to an employee’s 
job level by expenditure type. Approval limits 
are tied to the employee master file and linked 
to the company’s DoA policy and signature 
tables. If an employee’s job level changes, their 
level of authority is automatically updated.

Approval levels are manually verified with the 
company’s DoA policy and applicable signature 
tables.

Approvals can be made within an ERP system 
for all expenditure types.  Hint: Email routing is 
a great feature of a workflow approval process 
since it provides an audit trail.

Documents are manually routed to the next level 
of approval if additional signatures are needed, 
based on approval limits and expenditure types.

Electronic invoices, purchase orders and 
requisitions are automatically routed to the 
designated approver and are then routed to the 
next level if needed.

Documents are manually sent to the 
appropriate P2P department for processing 
after all the appropriate approvals are obtained 
and verified.

Pending approvals are queued in the applicable 
P2P sub-process for processing.

PO and requisition documents are approved or 
an invoice is paid.

The supplier can be automatically notified 
within an automated P2P environment.

6.3. How to automate your Delegation of Authority (DoA) process 

Many companies utilize a manual DoA process. Here’s a comparison of how the steps in a manual process 
can be automated.  Imagine how a manual DoA process can impact cycle times in the “new normal.” 
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