
1

Written in collaboration with Chris Doxey, CAPP, CCSA, CICA, CPC

 
How P2P Automation 
Reduces Friction in 
the Financial Close

 
 



02

1. Introduction
The financial closing process is one of the most fundamental indicators of the efficiency of 
your financial infrastructure. This critical foundation must be in place before your Finance 
and Accounting team can even begin to optimize its role as a true consultative business 
partner and trusted advisor, assisting in achieving strategic goals and creating 
shareholder value.  

If your Finance function is bogged down in a never-ending closing process, they have little time to focus on 
enhanced reporting or analytics. Visibility of accurate financial information and underlying operating metrics 
are critical to your management team in any economic environment, but particularly in times of uncertainty, 
where rapid and knowledgeable responses to changing business and market dynamics are imperative.

There are many factors that place a spotlight on the financial close process which is usually led by a team of 
individuals in the Corporate Finance and Accounting department managed by the Corporate Controller. 
Strong relationships with business partners such as the supply chain and procurement can be crucial to a 
timely and accurate financial close. And a strong linkage with your company’s Procure-to-Pay (P2P) and 
Finance professionals can help to reduce friction and avoid surprises during the financial close.  
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2.  An Overview of the Financial Close 
 and the Record-to-Report (R2R) process

Financial statements are the ultimate scorecard for a company. They reflect the company's business results 
and trends; its products, services, and macro-fundamental events. The critical information obtained from 
financials are used to perform analysis. The absolute numbers in financial statements are of little value for 
shareholder and investment analysis. These numbers from financial statements must be transformed into 
meaningful relationships to judge a company's financial performance and determine its financial health at the 
current time. The resulting ratios and indicators must be viewed over extended periods to spot trends and 
predict performance. Details about a company’s spending trends and top suppliers are often needed to 
support expense analysis.  

2.1. Why are financial statements so critical? 

The corporate impact of the Purchase-to-Pay (P2P) process is significant. The process is evolving from isolated 
functions to a single process in which purchasing and accounts payable are becoming automated. New 
analytical functions within the P2P process are adding value to the organization. This evolution aligns with the 
tactical and strategic needs of a company and can reduce costs and realize productivity improvements.  

The P2P process is no longer viewed as a “back-office” function but one of tremendous value since the process 
can greatly impact an organization by providing opportunities for strategic sourcing, automation, improved 
controls, and business partnerships. An integrated P2P process can greatly reduce risk and friction in the 
financial close and in other accounting activities that include clearing and sub-ledger reconciliations. 

2.2. What is an integrated Procure-to-Pay (P2P) Process? 

The financial closing cycle is also referred to as the Record to Report (R2R) process. Record-to-Report (R2R) 
forms an important aspect of the finance and accounting process. It provides the necessary insights into the 
strategic, operational and financial facets which gives an in-depth view of an organization’s performance. It 
involves complex processes of gathering, converting and supplying information to stakeholders who want to 
know if their expectations have been met. 

Regulatory bodies and analysts expect organizations to review their account books in less than a week and 
release their earnings statements within a month. Industry-specific regulations and the ever-increasing financial 
reporting has put a huge burden on an organization’s reporting efforts requiring the need for integrated P2P and 
R2R processes. When fewer days are devoted to month-end close activities, more time can be spent performing 
analytics and addressing finance and accounting processes along with other business process improvements. 

The R2R process starts with the Transaction Accumulation, Reconciliation, and Sub-ledger Close (1.) process 
component and is pictured in the diagram below. It focuses on recording and reporting accounting transactions 
during a specific and defined period – monthly, quarterly and annually. All activities that comprise the financial 
close are driven by cutoff dates that ensure financial results are accurately reported as part of the Close and 
Consolidation (2.) process. 

The Corporate Close and Consolidation component is considered part of the financial close and consolidation 
process and includes the close of business units and the completion of the adjusted trial balance, and the first 
pass of consolidated financial statements. The “Final Mile” of the process is the Analysis and Reporting (3.) cycle.

Key Point: If the activity in the Transaction Accumulation phase is correct and processed by established monthly 
cut-offs, the “Final Mile” will be seamless with accurate and timely results. This is why the accuracy of 
transactions with the P2P cycle is so critical. 

2.3. What is the Record-to-Report (R2R) Process?

Transaction 
Accumulation, 
Reconciliation 

and Sub 
Ledger Close

1. 2. 3.

Corporate 
Close and 

Consolidation
Analysis and 

Reporting

Close and Consolidation The Final Mile
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Accounting processes can differ slightly from one business to another, based on the complexity of the chart of 
accounts, revenue and expense recognition, and cost center breakdown. Despite these differences, the overall 
monthly closing process is basically the same. Using the same standards and procedures to close the books 
each month will help ensure consistent and accurate reporting. Here are some basic processes that add 
discipline to the financial close. These processes will also help to expedite your financial close.  

1. Establish a Closing Date: Establish a closing date by which all expenses and revenue must be posted. 
 Communicate the closing date to everyone who has access to modify the ledger. Close the books for the 
 month as of the date communicated, prohibiting any further changes to the ledger for the period.

2. Trial Balance Report: Start the closing cycle with a trial balance report. Review the balances to identify 
 any anomalies from what is expected. Review the transaction details for any accounts you are uncertain  
 of and note any adjustments that need to be made.

3. Adjusting Entries: Create the adjusting entries to recognize prepaid expenses, accrue outstanding invoices, 
 relieve accruals that have been paid, and recognize depreciation and other amortizations. Post adjusting 
 entries to correct the current balance of any ledger account that reflects expense postings in error.

4. Adjusted Trial Balance: Generate an adjusted trial balance report to review the final balances in the 
 ledger. Verify that the trial balance matches on the debit and credit side. Verify that the balances are 
 accurate, checking the account activity if needed. Trial balances will vary from the initial report due to the 
 adjusting entries. This helps you identify any entries that posted incorrectly.

5. “The Final Mile”: Create reporting to show the final expense activity for the period and year-to-date. 
 Include documentation of the balance sheet, income statement and depreciation schedules. Be prepared 
 to provide detailed analysis which often requires knowledge of supplier spend analytics. 

2.4. An Overview of the Financial Close Best Practices 

“In accounting, the cut-off date is the point in time that delineates when additional business transactions are to 
be recorded in the following reporting period. For example, January 31 is the cut-off date for all transactions 
that will be recorded in the month of January. All transactions occurring after this date will be recorded in 
February or later months.”      

The financial year (FY or fiscal year) is usually the primary accounting year for a company, organization, or 
government. The financial year serves as the organizing basis for economic measurement, metrics and 
establishes the deadline for the financial close process and the preparation of financial statements. The 
financial year is usually one year in length, composed of four financial quarters. The financial year may or may 
not always correspond to the calendar year or to a company’s tax year.

Key Point: “Cut-off” dates apply to all company processes that impact the R2R process, including 
Procure-to-Pay (P2P), Supply Chain, Order-to-Cash (O2C), and Hire-to-Retire (H2C).

2.5  What are “cut-off” dates? 



05

Although there are different reporting requirements and levels of complexity for each 
financial close process, closings are very similar regardless of industry or company size.  
Here are some of the common challenges that continue to place the financial close in the 
corporate spotlight. Understanding these key pains points and bottlenecks will help 
identify the areas of focus when implementing process and business partner 
improvements to achieve a faster close.  The following questions will help you determine 
if your financial close needs attention. 

3.  Bottlenecks and Fraud Prevention 

Financial statement fraud, commonly referred to as "cooking the books," involves deliberately overstating 
assets, revenues, and profits and/or understating liabilities, expenses, and losses. A business that engages in 
such a practice stands to lose a tremendous amount of money when penalties and fines, legal costs, the loss of 
investor confidence, and reputational damage are taken into account. 

“Red” flags are events, conditions, situational pressures, opportunities or personal characteristics that may 
cause management to commit fraud on behalf of the company or for personal gain. They can be used as an 
early warning system by both auditors and other stakeholders to assess the risk of fiscal statement fraud.  
Although red flags may not necessarily indicate the presence of fraud, they are conditions believed to be 
commonly present in the event of fraudulent activities and may warrant concern and additional investigation. 

In the past, red flags were addressed from the perspective of the auditors. The problem is that the red flags 
identified by auditors are not necessarily relevant to lenders and investors. Lenders and investors require red 
flags that are appropriate to their particular interests and their access to information on the company and its 
management. Lenders and investors may take legal action against auditors and management based on their 
perception of negligence in respect of fiscal statement fraud.  

3.1 Where are the risks within the financial close? 

1. Every financial close event results in chaos, delays and unexpected 
 results. As a result, your financial close is completed later than 5-10 
 days after the period end.

2. There is no formal management review of the financial reports when 
 completed. Executives are not “pushing” to get the results as soon as 
 possible each month. Financial statements are not integral to the 
 company’s forecasting system.

3. The driving force behind completing the financial reports is an 
 external reason; bank covenant reporting, tax payments, 
 government reporting, etc.; rather than a sincere belief it is a key 
 management tool.

4. The Accounting and Finance team is focused on past shortcomings, 
 not getting the most out of the company’s future potential. The 
 financial and accounting team does not connect with other business 
 partners.



General Record-to-Report (R2R) Red Flags

Finance and Accounting Managers know that red flags can signal events, conditions, situational pressures, 
opportunities or personal characteristics that may concern about a possible fraudulent activity. They can be used as 
an early warning system by controllers, their staff, auditors, and internal control experts to assess the risk of fiscal 
statement fraud.  

When an auditor, internal controls expert, fraud investigator, or forensic accountant investigates fiscal statement 
fraud, he or she looks for red flags or accounting warning signs. A good controller should also be aware of these flags. 
General red flags that indicate suspect business accounting practices include:

1. Secretive or distinctly evasive attitude regarding critical financial information.
2. The entity is heavily dependent on one or a few products, customers or suppliers.
3. Declining demand for products.
4. Key executives are feeling undue family, peer, or community pressure to succeed.
5. The company is facing adverse political, social, or environmental impact.
6. The company has had frequent turnover at the controller and CFO levels. 
7. Complex or unstable organizational structure.    
8. Unusually intricate or confusing fiscal transactions with third-party entities.
9. Sudden or gradual increase in gross margin compared with the company’s prior performance, 
 and with industry averages.
10. Negative cash flow for the first three quarters and suddenly positive for the fourth quarter - not by just a 
 little, but by more than all losses to date. 
 Key Point: This scenario is exactly what happened at Enron. It is why Sharron Watkins said, after the 
 company’s demise, that if anyone had been paying attention to the cash flow they would have known that 
 Enron's statements were suspicious.
11. Significant sales to companies or individuals whose identity and business track record are questionable.
12. Sudden above-average profits for specific quarters.
13. Executives or board members have direct personal dependence on the company’s performance or 
 conspicuously lax board oversight of top management.
14. Lack of “Tone at the Top” and overly domineering, disrespectful or abusive management style vis-à-vis 
 subordinates. 
 Key Point: As in the WorldCom case, accountants were coerced to book incorrect entries by Financial 
 Executives. To hide its falling profitability, WorldCom inflated net income and cash flow by recording 
 expenses as investments. By capitalizing expenses, it exaggerated profits by around $3 billion in 2001 and 
 $797 million in Q1 2002, reporting a profit of $1.4 billion instead of a net loss.
15. Actively “steering” internal and external auditors away from financial reports that could reveal the fraud.
16. Aggressive revenue recognition practices, such as recognizing revenue in earlier periods than when the  
 product was sold, or the service was delivered. This practice may be evidenced by product left on the shipping 
 dock or in trailers after revenue cut-off periods.
17. Unusually high revenues and low expenses at period end that cannot be attributed to seasonality trends.
18. Significant growth in inventory that does not correlate with the company’s growth in sales.
19. Improper capitalization or accounting treatment of expenses in excess of industry norms and standards.
20. Reported earnings that are positive and growing but declining operating cash flow.
21. Growth in revenues that is far greater than growth in other companies in the same industry or peer group.
22. Gross margin or operating margins out of line with peer companies.
23. Extensive use of off-balance sheet entities that are not considered standard in the industry.
24. Sudden increases in gross margin or cash flow as compared with the company's prior performance and 
 with industry averages.
25. Unusual increases in the book value of assets such as inventory and receivables.
26. Disclosure notes so complex that it is impossible to determine the actual nature of the transaction.
27. Accounts payable invoices that go unrecorded in the company's fiscal books and accruals that are not 
 properly booked.
28. Loans to executives or other related parties that are written off.
29. Pressure is exerted on accounting personnel to complete financial statements in an unusually short time 
 period - as reflected by approval date of financial statements.
30. Unusually long business cycles to complete the fiscal close compared to previous periods.
31. Several “post close” journal entries approved outside of normal closing cycle time.
32. Rapid expansion into new product lines that may not fit the company’s business model.
33. Extensive borrowing with limited collateral available.
34. The company has a significant investment in an industry or product line noted for rapid change.
35. Poor interpersonal relationships among executives, the controller, and CFO.

3.2 Use Red Flags to Detect Financial Statement Fraud
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The “red flags” noted above can indicate trouble in the R2R process that requires additional information gathering. 
Financial statement fraud is grouped into five distinct categories. Each fraud category has a unique red flag, detection 
and prevention method.

1. Revenue Recognition or Timing Schemes (also known as Improper Treatment of Sales): 
 This fraud category is possibly the most common form of fiscal statement fraud, usually employed when 
 management seeks to conceal the real numbers for a weak quarter or two.  If a sale is legitimate, but is posted 
 prematurely, the fraud flag would be a GAAP violation by early recording of the sale. Similarly, channel stuffing, 
 where sales are recorded before they’ve actually been made, would be indicated by an excessive number of 
 subsequent period returns of merchandise, accompanied by an unusual jump in credits.

 2. Fictitious Revenue: 
 This is one of the oldest fiscal statement schemes around and involves posting sales that simply never occurred. 
 Fraud flags include:
  Unusual increase in assets - the other side of the entry to mask fictitious revenues.
  “Customer” records are missing key data such as physical address and phone number.
  Unusual changes in ratio patterns - such as a spike in revenues with no commensurate increase in accounts 
  receivable.

 3. Concealed Liabilities (Improper or Under-reporting of Expenses and Other Liabilities): 
 By shifting expenses from one entity to another or reclassifying liabilities as assets - which is what got WorldCom 
 into trouble when it improperly reported $3.8 billion in expenses as capital expenditures - management can make 
 the company’s fiscal condition appear much rosier than it is. Fraud flags include: 
  Use of different audit firms for different subsidiaries or business entities.
  Recurring negative cash flows from operations or an inability to generate cash flows from operations while 
  reporting earnings growth.
  Invoices and other liabilities go unrecorded in the company’s fiscal records. 
  Writing off loans to executives or other parties.
  Failure to record warranty-related liabilities.

4. Inadequate disclosures: 
 This tactic is used after a fiscal statement fraud has occurred as indicated by the following fraud flags:
  Disclosure notes are so complex that it is impossible to determine the actual nature of the event or 
  transaction.
  Discovery of undisclosed legal contingencies.

5. Improper asset valuation: 
 Fraudulently inflating asset valuations is a common form of profit manipulation as described by the following 
 fraud flags.
  Unusual or unexplained increases in the book value of assets such as inventory, receivables, long-term 
  assets, etc.
  Odd patterns in relationships of assets to other components of the fiscal report, such as sudden changes in 
  the ratio of receivables to revenues.
  GAAP violations in recording expenses as assets.

3.3 Categories of Financial Statement Fraud

Key Point: “Of these general indicators, top management personality and character are by far the most 
compelling aspects with regard to fiscal statement fraud. Typically, a Senior Executive who is inclined to “cook 
the books” possesses low ethical standards, though this trait may often be difficult to detect prior to the 
commission of a crime. However, most executives with ethical weaknesses also exhibit very noticeable signs of 
aggressiveness in almost everything they do - including making critical fiscal decisions. 
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As previously outlined, the financial close is a critical company process that is impacted by 
correct and timely P2P transactions. If a supplier is brought onboard using established 
company policies and procedures, the transactions associated with each supplier will 
most likely be correct - avoiding reconciliation issues and management adjustments. 
Ultimately, the reporting and analysis that occurs during the “Final Mile” phase will be 
accurate and can be used as a good decision-making tool. The table below outlines the 
P2P process drivers that impact all three phases of the R2R process. 

4.  P2P Process Drivers that 
 Impact the R2R Process

R2R Process P2P Process Drivers

Closing Period Cut-offs

Accruals

Cost Center Spend Data

Cash Forecasting

P2P Operational Metrics

Supplier Service Level Agreements (SLAs)

Supplier Level Management (SLM)

Spend Analytics
- Tail Spend 
- Supplier Spend 
- Category Spend
- Item Spend 
- Payment Term
- Contract

1. Transaction Accumulation, 
 Reconciliation, and 
 Sub-ledger Close

Supplier Onboarding

Supplier Selection and Management

Supplier Master

Supplier Data Validation 

Contracts 

Purchase Orders

Invoice Processing 

GL Coding and Matching 

AP Sub-Ledger Reconciliations

AP Clearing Account Reconciliations

Payment Processes

P2P Risk Management and Internal Controls 

2. Corporate Close 
 and Consolidation

3. Reporting and Analytics 
 (Final Mile)
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As efforts are made to reduce friction between finance and P2P processes with best 
practices, automation and stronger business partnerships, several organizations are 
tackling the issues between suppliers and buyers. This table provides a detailed look at:
1. P2P Process Pain Points
2. What’s Needed, and
3. Why?

5.  Drilling Down – 
 Reducing Supplier and Buyer Friction 

P2P Process Pain Points What’s Needed Why?

Customer and supplier 
information is difficult to find 
and keep current.

Unsure of accuracy of supplier 
data.

Answering day-to-day 
questions and calls and 
inquiries from suppliers.

Duplicate suppliers often 
cause duplicate invoices. 

An annual supplier master file 
“clean up” process is too costly.

Local tax requirements are 
challenging.

Incorrect payment file formats 
can cause payment delays.

Need to reduce payment fraud.

Answering inquiries from 
suppliers.

Reworking errors in a timely 
manner.

Paying the correct supplier 
“once and only once”. 

Limited budget and resources.

Length of system development 
and implementation can have 
lengthy cycle times.

Managing sensitive bank info 
provided by suppliers.

Strategic view of supplier base 
(Efficiency, cost, risk, and 
leverage for negotiation).

Complicated supplier 
onboarding and information 
management.

Simplify compliance 
management and supplier 
master file management.

Fewer process steps are 
needed to accommodate a 
reduction in cost and cycle 
time.

Reduce the risk of 
non-compliance which may 
mean damage to company 
reputation and payment of 
fines. 

Simplify bank relationships.

No need to duplicate several 
files across multiple systems. 

Easy access to payment status 
by suppliers.

Updated and trusted source of 
supplier credentials and 
information. 

Current and correct payment 
file formats.

Easy to deploy and maintain.

Fewer payment files. 

Integrate sensitive info from 
ERP system (and auto update).

Don’t need to build and 
maintain payment file formats.

Fewer accruals. 

Simplified supplier 
management.

A reduction in supplier risk 
and internal control issues.

The world is getting more 
complex, supplier 
management doesn’t have to 
add to the complexity.

As your supplier base grows; 
your risk shouldn’t.

As your supplier relationships 
get more complex; the 
management of your AP and 
AR process management 
should be easier.

Globalization brings 
opportunity and risk, turn 
your supply management into 
a competitive advantage.
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6.  Addressing the Drivers for Change: 
 The P2P Automation Journey 

Conclusion
This paper has outlined the justification for your business case for “How P2P Automation 
Reduces Friction in the Financial Close.” An effective business case is a multi-purpose 
document that generates the support, participation and leadership commitment required 
to transform an idea into reality. A business case identifies an idea, problem, or 
opportunity. It provides context and content around the problem and equally illustrates 
the desired objectives and outcomes. The goal of the project and desired outcomes are 
normally defined and described in terms of the business. Remember that communication, 
change management and the use of a scorecard are crucial to the success of your 
automation journey. 
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1. A Template for Presenting your Business Case
2. Ten Benefits of P2P Automation
3. The Dependencies and Interdependencies of the P2P Process
4. Ten Automation Strategies for P2P Professionals
5. Your P2P Automation Scorecard
6. How the Top Ten P2P Automation Solutions Can Mitigate Risk
7. Your P2P Process Flow
8. The Record to Record (R2R) Process Flow

We know that the drivers for change are:
1. Manual Processes
2. Complexity Caused by Isolated Solutions
3. The Compliance and Controls Required by Globalization

And as we know these drivers for change are often addressed in a temporary manner by disconnected third party 
solutions since a quick remedy is often implemented. Many companies haven’t identified or addressed their P2P pain 
points and continue to live with process risks and R2R issues.  
P2P process leaders often have challenges in deciding what to do and what gets prioritized. They look to a low cost, 
low risk initiative with a quick payback.  But with any implementation effort, there are key factors for the 
implementation to be a success within the following roadmap steps. 
1. A business case is a recommended starting point for any implementation initiative. 
2. Identify the business process, cost impacts, and future opportunities. 
3. A cross-functional team is needed to confirm and test user access roles.
4. There may be some involvement with your IT Team but usually with low integration and development costs. 
5. As the use of process automation matures, there will positive improvements in the P2P process resulting in 
 increased collaboration and transparency between buyers, supplier and financial closing processes. 
6. Change management and communication is an important component of the implementation process. 
7. Use a scorecard to measure your success. 



11

 

“How-to” 
best practices



A Template for Presenting your Business Case

The Business Template

A business case captures the reasoning for initiating an investment for the organization. 
It is often presented in a well-structured written document, but may also sometimes come 
in the form of a short verbal argument or presentation. Some organizations may require 
the business case as a component of their capital budgeting process. 

Business cases can range from comprehensive and highly structured, as required by formal project 
management methodologies, to informal and brief. Information included in a formal business case is the 
background of the project, the expected business benefits, the options considered, the expected costs of the 
project, a gap analysis and the expected risks. 

Consideration should also be given to the option of doing nothing including the costs and risks of inactivity. 
From this information, the justification for the project is derived. Note that it is not the job of the project 
manager to build the business case; this task is usually the responsibility of the controller, the project sponsor, 
and stakeholder.

An effective business case is a multi-purpose document that generates the support, participation and 
leadership commitment required to transform an idea into reality. A business case identifies an idea, problem, 
or opportunity. It provides context and content around the problem and equally illustrates the desired 
objectives and outcomes. The problem and desired outcomes are normally defined and described in terms of 
the business.

This section should provide general information on the issues surrounding the business problem and the 
proposed project or initiative created to address it.  Usually, this section is completed last after all other sections 
of the business case have been written.  This is because the executive summary is exactly that, a summary of the 
detail that is provided in subsequent sections of the document. 

1.1. Issue
 This section should briefly describe the business problem that the proposed project will address.  
 This section should not describe how the problem will be addressed; only what the problem is.

1.2. Anticipated Outcomes
 This section should describe the anticipated outcome if the proposed project or initiative is implemented.    
 It should include how the project will benefit the business and describe what the end state of the project 
 should be.

1.3. Recommendation
 This section summarizes the approach for how the project will address the business problem.  This 
 section should also describe how desirable results will be achieved by moving forward with the project.

1.4. Justification
 This section justifies why the recommended project should be implemented and why it was selected over 
 other alternatives.  Where applicable, quantitative support should be provided and the impact of not 
 implementing the project should also be stated.

1. Executive Summary
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2. Business Case Analysis Team

3. Problem Definition

This section describes the roles of the team members who developed the business case.  It is imperative that 
participants and roles are clearly defined for the business case as well as throughout the life of the project.

Role Description Name/Title

Executive Sponsor

Technology Support

Controller

Process Improvement

Project Manager

Software Support

Provide executive support for 
the project

Provides all technology 
support for the project

Provide financial  analysis and 
internal controls support

Advises team on process 
improvement techniques

Manages the business case 
and project team

Provides all software support 
for the project

3.1. Problem Statement
 This section describes the business problem that this project was created to address.  The problem may be 
 process, technology, or product/service oriented.  This section should not include any discussion related to 
 the solution.

3.2. Organizational Impact
 This section describes how the proposed project will modify or affect the organizational processes, tools, 
 hardware, and/or software.  It should also explain any new roles which would be created or how existing 
 roles may change as a result of the project.

3.3. Technology Migration
 This section provides a high-level overview of how the new technology will be implemented and how data 
 from the legacy technology will be migrated.  This section should also explain any outstanding technical 
 requirements and obstacles which need to be addressed.  

4. Project Overview
This section describes high-level information about the project to include a description, goals and objectives, 
performance criteria, assumptions, constraints, and milestones.  This section consolidates all project-specific 
information into one chapter and allows for an easy understanding of the project since the baseline business 
problem, impacts, and recommendations have already been established.

4.1. Project Description
 This section describes the approach the project will use to address the business problem(s).  This includes 
 what the project will consist of, a general description of how it will be executed, and the purpose of it.

4.2. Goals and Objectives
 This section lists the business goals and objectives which are supported by the project and how the project 
 will address them. 

4.3. Project Performance
 This section describes the measures that will be used to gauge the project’s performance and outcomes as 
 they relate to key resources, processes, or services.  

4.4. Project Assumptions
 This section lists the preliminary assumptions for the proposed project.  As the project is selected and moves 
 into detailed project planning, the list of assumptions will most likely grow as the project plan is developed.  
 However, for the business case there should be at least a preliminary list from which to build.
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5. Strategic Alignment

Strategic Plan Goals/Objectives Relationship to Project

Milestones/Deliverables  Target Date

Project Charter

Project Plan Review and Completion

Project Kickoff

Phase I Complete

Phase II Complete

Phase III Complete

Phase IV Complete

Phase V Complete

Closeout/Project Completion

4.5. Project Constraints
 This section lists the preliminary constraints for the proposed project.  As the project is selected and moves 
 into detailed project planning, the list of constraints will most likely grow as the project plan is developed.  
 However, for the business case there should be at least a preliminary list from which to build.

4.6. Major Project Milestones
 This section lists the major project milestones and their target completion dates. Since this is the business 
 case, these milestones and target dates are general and in no way final.  It is important to note that as the 
 project planning moves forward, a base-lined schedule including all milestones will be completed. 

All projects should support the organization’s strategy and strategic plans in order to add value and maintain 
executive and organizational support.  This section provides an overview of the organizational strategic plans that 
are related to the project.  This includes the strategic plan, what the plan calls for, and how the project supports the 
strategic plan.  

6. Cost Benefit Analysis

Action

Net First year Savings

Action Type First Year CostsDescription

Many consider this one of the most important parts of a business case as it is often the costs or savings a project 
yields which win final approval to go forward.  It is important to quantify the financial benefits of the project as 
much as possible in the business case.  This is usually done in the form of a cost benefit analysis.  The purpose of 
this is to illustrate the costs of the project and compare them with the benefits and savings to determine if the 
project is worth pursuing.

(- indicates 
anticipated savings)
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7. Alternative Analysis
All business problems may be addressed by any number of alternative projects.  While the business case is the 
result of having selected one such option, a brief summary of considered alternatives should also be 
included—one of which should be the status quo, or doing nothing.  The reasons for not selecting the alternatives 
should also be included.

8. Approval
The business case is a document with which approval is granted or denied to move forward with the creation of 
a project.  Therefore, the document should receive approval or disapproval from its executive review board

No Project (Status Quo) Reasons For Not Selecting AlternativeReasons For Not Selecting Alternative

Approver Name Title Date

1. Better identification of sourcing opportunities and thereby, increase savings.

2. Improved contract compliance and a reduction in maverick spend.

3. Visibility and management of the company’s spend.

4. Greater automation and as result greater visibility and control across the three major AP phases – 
 Receive Process and Pay.

5. Reduction of exceptions and errors and thereby significant improvement in processing efficiency 
 and invoice cycle time.

6. Improvement in supplier relationships by being able to pay suppliers on time (or early) and 
 more accurately, having fewer inquiries and improving response times.

7. The ability to track supplier performance and thereby improve it.

8. The ability to measure and improve departmental performance and customer service.

9. The elevation of AP from a back-office function to a strategic component of the enterprises financial
 operations.

10. Optimization of working capital across the P2P process by developing proactive payment strategies 
 and pursuing dynamic discounting opportunities.

Ten Benefits of P2P Automation

Signature

President and COO

Controller

Executive VP

Ten Benefits of P2P Automation 
Purchase-to-Pay is a seamless process when enabled by technology. It speeds up the 
process of purchasing from point of order to payment, and completely automates the full 
cycle of procurement. 
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The Dependencies and Interdependencies 
of the P2P Process
The table below outlines the dependencies and interdependencies for the P2P process by 
three components: Procurement, Receiving, and Accounts Payable.  

Accounts PayableReceivingProcurement

Dependency

Interdependency

Receipt

ERS

Purchase Order

Supplier Master

Contract

Purchase Order

Supplier Master

Supplier Master

eInvoice

Check Request

Check Disbursement

ACH

P-Cards

Supplier Portal

Blocked Invoice

Debit Balance

Credit Memo

PO Flip

Purchase Order

Supplier Master

Business Need for 
Goods or Services

Proposal, RFI, RFP

Contract

Purchase Order 
Receipt

ERS

Purchase Order

Supplier Master

Other Factors

Internal Controls 
and Compliance

ERP Systems

P2P Automation

Internal Controls 
and Compliance

ERP Systems 

P2P Automation

Internal Controls 
and Compliance

ERP Systems

P2P Automation



17

Ten Automation Strategies for P2P 
Professionals
As you develop your business case for P2P automation, take a strategic look at your 
current P2P process and its challenges. This approach can help set the direction of your 
automation journey and help you to establish a solid understanding of the current 
process. 

1. Why do we need it and how much does it cost?

2. What business challenge are you trying to solve?
 a. The Problem Statement
 b. The Impact to the Organization

3. What process improvements have you already attempted? 
 a. Process Redesign
 b. Staff Realignment
 c. Explored Current ERP Solutions

4. Have you fully identified all potential workarounds?

5. What alternatives have you identified to address the business challenge?

6. Who are the potential solution providers that can help?

7. Can your company leverage the solution in other processes as part of a larger Business 
 Process Automation (BPA) initiative?

8. Will operational metrics be improved when the solution is implemented?
 a. Cycle Time
 b. Cost per Invoice
 c. Number of Internal Control Issues

9. How will working capital be impacted after implementation?

10. How will the project impact my organization during the implementation phases?
 a. Who is on the project team?
 b. What’s the project timeline?
 c. How will I measure success?

Ten Automation Strategies for P2P Professionals
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Your P2P Automation Scorecard
This scorecard provides an approach for how to measure the success of your P2P 
automation initiatives. As the process is automated, your company should realize a 
reduction in cost and cycle time in the areas of procurement, suppliers, internal controls 
and accounts payable. 

Accounts Payable

Numbers of Purchase Orders 
Processed Per FTE Cost Per PO

Cost Per Invoice

Cost Per Invoice Line Item

Cycle Time for Requisition to 
Order (in Days)

Invoice Exception Rate
(Match Rate)

Cycle Time (In Days)

Percentage of On-Time 
Payment Performance

Days Payable Outstanding (DPO)

Percentage of E-invoices vs. 
Manual Invoices

Percentage of Captured 
Discounts

Number of Manual Checks

Value/Percentage of 
Manual Checks

Number of Duplicate Payments

Invoices Processed Per FTE

Percentage of Manual 
Purchase Orders

Procurement

Number of Self-Audits 
Performed

Number of Control and 
Compliance Issues

Internal Controls

Percentage of E-invoice 
Enabled Suppliers

Percentage of Spend 
Under Management

Percentage of Discount 
Program Enabled Suppliers

Number of Supplier 
Onboarding Issues

Suppliers
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eInvoicing make the process of handling supplier invoices easier, faster and more productive.  eInvoicing is one 
of the key enablers of a fully automated accounts payable function. Companies around the world are 
adopting eInvoicing to streamline operations, eliminate waste, and unlock the working capital value of 
innovative payment strategies.

Risks Mitigated: 
 eInvoicing eliminates the risk of processing a duplicate invoice, paying an incorrect amount, or paying the 
 invoice to an incorrect supplier. 

 Removes possible financial exposure for the company since invoices are paid more accurately.

 Also reduces the risk of fraud and builds in Segregation of Duties (SoD) controls.

The eProcurement solution includes the ability to issue Purchase Order Requests and Purchase Orders and 
build a corresponding approval chain digitally.  This eliminates the extra work of needing to manually circulate 
a PO from one approver to the other.  With an eProcurement solution that is integrated with an enterprise 
resource planning (ERP) system, the master supplier master file, chart of accounts and other variables are used 
to support the three-way matching process within the accounting module. This facilitates greater 
accountability and reconciliation of orders, invoices and highs organizational and supplier spend for accurate 
and timely decision making. 

Risks Mitigated :
 Requisitions and Purchase Orders are created electronically, removing the risk of errors made in the 
 manual data entry process.

 Direct integration with an ERP system supports the three-way matching process and removes the risk of 
 any clearing account reconciliation issues. 

Supplier portals can be used to validate supplier information before it is entered into the supplier master file.  
Supplier information can be validated against the Office of Foreign Asset Control (OFAC), Office of Inspector 
General (OIG), and other compliance lists.  Using a secure portal, a supplier can provide key tax documents 
such as the W8 and W9 which can be validated with the IRS (US Internal Revenue Service) and other tax 
authorities. The W8 form is the Certificate of Foreign Status of Beneficial Owner for United States Tax 
Withholding and Reporting (Individuals) and the W9 form is the Request for Taxpayer Identification Number 
and Certification. Lastly, a P2P professional can request additional records to support the validity of the 
supplier and the supplier management process. 

Risks Mitigated: 
 Suppliers are automatically validated before they are entered into the supplier master file.

 “Scam” and “at risk” suppliers can be spotted with validation rules contained in Supplier Portals. 

 Compliance checks, and W8 and W9 validation reduce the risk of fines and incorrect tax information 
 which could result in penalties. 

 A sound upfront supplier validation process reduces the risk of an employee intending to act as a supplier. 

 Documentation supporting the validation of the supplier is obtained within the onboarding process. 
 Besides tax forms, insurance forms, ePayment information, diversity, and supplier profile information can 
 be gathered in a single process. 

How the Top Ten P2P Automation 
Solutions Can Mitigate Risk
There are ten P2P automation solutions that may be implemented to improve internal 
controls, meet regulatory compliance requirements and mitigate risk. As additional 
benefits, these automation solutions greatly improve the P2P process which can reduce 
cost, provide “real time” access to supplier data and reduce buyer and supplier friction. 
These are summarized in the following paragraphs.

1. Supplier Portals Solution 

2. eProcurement Solution 

3. eInvoicing Solution 



A document management system is used to track and store electronic documents and/or images of paper 
documents. It is usually also capable of keeping track of the different versions modified by different users. The 
term has some overlap with the concepts of content management systems. It is often viewed as a component 
of enterprise content management (ECM) systems. 

Risks Mitigated: 
 Eliminates the risk of processing a duplicate invoice, paying an incorrect amount, or paying the invoice to 
 an incorrect supplier. 

 This automation solution also reduces the risk of fraud and builds in Segregation of Duties (SoD) controls.

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 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 in the approval list to approve invoices online. For example, you can define a rule so invoices over 
$100,000 (or a specific amount designated in your DoA policy) require CFO approval and then CEO approval.  

Risks Mitigated:
 An automated workflow can be linked to the employee master file in which approval levels are 
 automatically updated when an approval moves to another department and is promoted.

 Reduces the risk of fraud since there is no opportunity for manual manipulation. 

 Escalation processes can be built into the workflow to link to the Delegation of Authority (DoA) policy 
 and tables. 
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Automated three-way matching provides an immediate match of the invoice, purchase order, and receipt 
when using related accounts payable automation solution. The user establishes specific business rules for the 
matching process and reviews resulting audit trails to ensure the process is working. The user is also 
responsible for resolving any exceptions that may occur to determine if business rules need to be addressed. 

Risks Mitigated: 
 Automated matching performs the three-way with no human intervention reducing the risk of error and 
 improper matches. 

 Reduces the risk of paying an erroneous or duplicate payment. 

 Improves the invoice cycle time process and reduces processing costs.

 Provides data accuracy based on user defined matching rules. 

This 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 organization. The resulting invoice will be a 
duplicate of the original purchase order.  

Risks Mitigated: 
 Eliminates the risk of processing a duplicate invoice, paying an incorrect amount, or paying the invoice to 
 an incorrect supplier. 

 This automation solution also reduces the risk of fraud and builds in Segregation of Duties (SoD) controls.

 Speeds up the approval time and can improve working capital management since there are now more 
 opportunities for early payment discount.  

 Lastly, the approval status of an invoice can be shared with a supplier as part of this automation solution. 
 This alleviates the need for supplier inquires and can improve supplier satisfaction.

4. PO (Purchase Order) to Invoice Conversion Solution

5. Document Management, Invoice Scan and Data Capture Solution

6. Automated Matching Solution 

7. Automated Workflow Solution 
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The goal of any accounts payable department is to pay a supplier “once and only once.”  Rather than have a third 
party or external audit firm identify a control weakness, many companies have worked with a solution provider to 
implement a self-assessment process that identifies a possible duplicate payment before the payment is initiated. 
This software considers “fuzzy” logic algorithms that flag a potential duplicate or erroneous payment. 

Risks Mitigated:
 Duplicate and erroneous payments are prevented before the cash is disbursed improving the company’s 
 working capital and cash flow position. 

 Process improvements and improvements to internal control programs can be made in a real-time 
 environment. 

Systems Access Verification tools can provide real-time monitoring and proactive enforcement to Segregation of 
Duties (SoD) policies. Such tools can anticipate a system access conflict before it arises and can even prevent an 
assignment of a role within an application that could comprise the P2P comprise or put the company at risk. 

Risks Mitigated:
 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.

If your company is paying more than 50% of invoices by check, it’s way too many. I suggest paying your invoices 
by ACH, or P-Card. Consider the cost of issuing the check, postage fees, resource fees, reconciliation costs, and 
the risk of check fraud.  The ePayment process also includes the use of ACH supplier remittances rather than 
issue a separate manual remittance for an invoice payment. Additionally, if your accounts payable department 
is faced with ongoing escheatment issues due to uncashed suppler checks, besides looking into ACH and 
P-Cards for your payment process, consider outsourcing your payments process to a third party. 

Risks Mitigated:
 The ePayment process reduces risk and enhances internal control for the P2P process.

 The use of e-Payment reduces check fraud, check reconciliation issues, and escheatment process challenges

 The use of ACH remittance in the P2P process ensures that that the invoice details are properly applied.

 Besides obtaining significant rebates as more suppliers settle with P-Cards, one of the advantages to using 
 a P-Card is that the buyer is making a deferred payment. 

 Accounts payable can pay their supplier using a P-Card at any point during the payment term and settle 
 with the card issuer 30 to 60 days later.

8. ePayment Solution 

9. System Access Verification Tools Solution 

10. Accounts Payable Self-Audit Tools Solution 
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How the Top Ten P2P Automation 
Solutions Can Mitigate Risk
The following diagram was developed to show the end-to-end P2P process flow. 
This diagram includes a look at the P2P process from supplier selection and 
management to reporting, analytics and metrics.

P2P Automation Solutions

ERP Systems

Internal Controls and Compliance

Procurement Receiving Accounts Payable

Reporting, 
Analytics 

and Metrics

Supplier 
Selection and 
Management

Contract 
Management

Purchasing 
and Ordering Receiving

Supplier 
Master 
Process

Invoice 
Processing

P-Card 
Process T&E Process

Payment 
Process

Accounting 
Processes Customers

The need for 
Goods & 

Services is 
identified

RFI

RFP

P-Card 
Processing

P-Card 
Administration 
and Controls

Reporting 
Analytics & 

Metrics

Payments 
Approval

ACH Check, 
P-Card 

and Wire

Auto 
Payments
• Recurring 
Payment

• DPO & Other 
AP Metrics

P-Card 
Processing

P-Card 
Administration 
and Controls

Reporting 
Analytics & 

Metrics

Terms & 
Conditions

Contract

Requistions

Purchase 
Orders

Produce 
Spend 

Reports and 
Analytics

Track Results 
and Trends

Goods & 
Services 
Received

Receipt is 
Processed

Obtain 
W-9 or W-8

Perform TIN 
Matching or 

VAT 
Validation

Supplier 
Validation & 
Compliance 
Screening

Perform Periodic 
Supplier 

Validation & 
Screening

Receipt 
(ERS)

eInvoice or 
Manual 
Invoice

3 Way Match

PO Flip

T&E 
Processing

Payment 
Processing

T&E Audit 
and Control 

Process

Reporting, 
Metrics and 

Analytics

Accruals and 
the Final 

Close

General 
Ledger

Clearing 
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Management
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The Record-to-Record (R2R) Process Flow
The financial closing cycle is also referred to as the Record-to-Report (R2R) process. 
R2R forms an important aspect of the finance and accounting process. It provides the 
necessary insights on the strategic, operational and fiscal facets which gives an 
in-depth idea of an organization’s performance. It involves complex processes of 
gathering, converting and supplying information to stakeholders who want to know 
if their expectations have been met.

Transaction 
Accumulation, 
Reconciliation 

and Sub 
Ledger Close

1. 2. 3.

Corporate 
Close and 

Consolidation
Analysis and 

Reporting

Close and Consolidation The Final Mile

Code of Conduct and “Tone at the Top”

Financial Transactions and General Ledger

Internal Controls and Compliance

Close and Consolidation The Final Mile

4. Analysis and Reporting

Determine if “Post Close” 
Adjustment are Needed

Review and Analyze 
Financial Results

Prepare Financial 
Statements for the 

Fiscal Period

Announce Earnings

3. Corporate Close 
 and Consolidation

Prepare Preliminary 
Financial Statements

Consolidate Financial 
Results

Review Results and 
Process Adjustments 

if Needed

2. Sub-Ledger Close

Review Intercompany 
Results and PPV 

Variances

Close Sub-Ledgers

Review Results and 
Process Adjustments 

if Needed

1. Transaction Accumulation   
 and Reconciliation

Finalize Accurals and 
Transactions per the 

Established Fiscal Close 
Deadline

Accumulate Financial 
Transactions for the 

Fiscal Period

Reconcile General Ledger 
Accounts and Resolve 

Variances
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