Q1 2017 Chapter Meeting Review

Inaugural Chapter Meeting Recap
Best Practices and Lessons Learned
from the Front Lines
In the first quarter of 2016, IOFM launched
nine local chapters — and heard stories like
this from nearly 100 AP practitioners across
more than 50 organizations.
Attendees shared their common challenges
and best practices for overcoming these
obstacles. Common discussion questions
included:
 Are you using metrics and benchmarking
to improve performance?
 Are you working effectively with
procurement, treasury, accounting, tax,
etc.?
 Are you utilizing automation tools to help
reduce costs and streamline processes?
 How successful are you at capturing
vendor discounts?
 What challenges are you facing and how
are you working to overcome them?
The meetings provide a safe place for
practitioners to share their common
challenges and encourage each other with
best practice ideas for consideration. Below is
a summary of what was discussed across the
country and additional resources available to
IOFM members.

All Too Familiar: AP Hero to Zero
While processing an invoice, an AP manager
identified a vendor that was paying through a
third party, incurring an unnecessary expense.
With her AP director’s backing, she went to
Purchasing to see if the supplier could save
money by being paid directly through the vendor
portal.
The appreciative vendor split the difference in
what was previously being spent to receive
payments, resulting in adding $1.1 million
annually to her company’s bottom line.
She has continued to identify similar
opportunities and is on pace to add almost $2
million annually to her company’s profits this
year.
The results?



This story illustrates two universal realities
facing AP practitioners:




Not a member? Click here to join today.

Leadership recognized Purchasing’s efforts
with a $1,000 gift card for each employee.
AP was rewarded with a pizza party.

We are far more than the bill payers. AP is a
profit center that can also identify and
mitigate financial risk. We manage the
company’s cash, serve as the last line of
defense for catching fraud and abuse, and
all while remaining up to date on everchanging tax laws and other regulations
(which can vary by state and country).
AP professionals are also woefully underappreciated for our expertise.
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Practitioner Questions and Best Practices
METRICS
Are you using metrics and benchmarking to improve performance?
It is helpful to have the right tools for reporting. Not being fully automated inhibits an organization's
ability to report properly on metrics and makes the process very time-consuming.
Also, when AP is so overloaded and overcome with manual processing, there is no time for addedvalue work.
Best Practice: Regarding reporting, push for automation that will enable better tracking and reporting.
This is critical to bringing AP forward. Using dashboard reporting, KPIs, and forecasting to demonstrate
the effect on the bottom line definitely gets the attention of senior management.
Be prepared, however, for the possibility that management may want to downsize after an automation
implementation. Find ways to empower employees early on to get them working at a higher level—
before you automate. Train them, have them tackle projects, encourage them to speak/present at
meetings, get them certified, demonstrate that they are skilled in numerous areas, and showcase their
talents performing tasks and reporting. The goal is to get management accustomed to the outcomes
and capacities, so they can't live without them. Still, it can be an uphill battle to fight against
downsizing, particularly when it is a heavily staffed department.
When it comes to measuring, it was also recommended that you choose your metrics wisely. Make
sure they make sense. Throw out metrics that have no real value. Establish a benchmark that is
reasonable and attainable for your department and industry. Continuously improve by measuring
internally against your own benchmark. As you progress, set more rigorous benchmarks to achieve
continuous improvement.

IOFM Member Resources:
• How to Use Metrics and Benchmarking Effectively—
Part I
• How to Use Metrics and Benchmarking Effectively—
Part II
• How to Use Metrics and Benchmarking Effectively—
Part III
• How to Use Metrics & Benchmarking Effectively—
Part IV
• Determining Your Cost to Process an Invoice: What
Should Be Included in the Calculation?
Driving
Success in P2P Operations Using KPIs
•
• Accounts Payable Benchmark Report eBook

• Which Metrics Count Most in Measuring

Performance?
• Use Benchmarking to Achieve Continuous
Improvement

• Setting, Tracking, and Improving Performance Metrics
• Temple University Benchmarks to Success
• Telecare Corporation uses Benchmarking to Balance
Workloads
• Memorial Healthcare System Improves Invoice
Processing With ECM
• Benchmarking Data Entry: Time Equals Money
• Accounts Payable Operational Metrics
• Measure Accounts Payable Management Performance
with Days Payable Outstanding
Input
Quality and Input Timeliness: Two Metrics Every
•
AP Department Should Use
• If You Are Not Measuring Your AP Processes, How Can
You Manage Them?
• Metrics—Building Blocks for Better Processes
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Practitioner Questions and Best Practices
CROSS-FUNCTIONAL TEAM BUILDING
Are you working effectively with procurement, treasury, accounting, tax, legal, etc.? Most of the
people in the group work extensively (but not always successfully) among all the groups.
Friction between AP and Procurement is common and often exacerbated by conflicting performance
goals, significant differences in compensation ($20,000 pay gaps, in one case), and perceived respect
inside organizations. One attendee shared; “we only have visibility into what they want us to know.”
Best practice: It helps when all these departments are overseen by one senior management leader.
Another thing that helps is having the departments adjacent to each other. Some people have made
the effort to reach out—particularly to Procurement—because it just makes good sense. Plus, it makes
the payment process work better and facilitates such things as capturing vendor discounts.
Job rotations are also helpful to help understand each other’s roles. One organization recently “lost”
one AP professional to the company’s procurement department. The result was an ally in Purchasing
that has helped build informal bridges between both groups.
Cross-team communication is key. Everyone in the company should be on the same page regarding
policies and procedures. For example, if Treasury establishes extended payments, everyone should be
informed—AP, Procurement, Accounting, Sales, and Vendors.
Working cross-functionally enables AP to align DPO to a company’s DSO. If your company is cash
heavy, you should make every effort to tap into available vendor discounts. If your company is getting
paid slowly, then your treasury may establish a "slow pay" or "extended payment" strategy to enable
you to hold onto needed cash.

IOFM Member Resources:
• P2P Success Clearly Counts on Communication
• Procurement and AP: A View from the Other Side
• Promoting Process Alignment and Cooperation
Between AP and Purchasing
• For P2P Success, Close the Gaps Between AP and
Procurement
• Best-Practice P2P Creates Positive Culture Change
for AP
• Team Up With Purchasing and Achieve Top P2P
Performance

• Communicate With Purchasing to Stay on Top of
Contractual Changes & Expiration
• P2P: Close the Purchasing/AP Divide
• AP and Procurement: Best Friends Forever
• Seeing Purchasing From the Other Side of the Fence
• Pair with the ‘Purchasing’ Side of P2P
• AP and Purchasing: Time to Coordinate Priorities
• P2P: Purchasing and AP: Together (At Last!) Under
One Roof
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Practitioner Questions and Best Practices
AUTOMATION
Are you utilizing automation tools to help reduce costs and streamline processes? This question
elicited a lot of discussion. One practitioner had a completely paper-based system—without even the
ability to scan invoices. Another AP professional had been fully automated in his previous company and
was specifically brought into his current company to improve processes and initiate automation
implementations, yet he was dealing with management's mistrust of cloud-based solutions. Other
practitioners were either fully automated or on their way.
Best practice: Start somewhere and in any way possible. Cutting down on some paper is better than
being only paper. One individual is implementing a solution that cost her company only $6,000. It
doesn't do everything, but it is a small investment that has vastly improved the existing processes.
Many people first started their automation journey with a T&E solution (and most, interestingly,
included mobile capabilities).
Bottom line: Start whenever and wherever you can. If you can't get approval for a major project, find a
way to improve your workflow and establish more streamlined processes. There is a spectrum of
automation choices, and these choices are not necessarily linear. For example, many people start with
scanning and OCR, but it is conceivable to start with a vendor portal.
An investment in automation doesn’t end the need for additional efficiencies. Attending conferences
and finding out what is available can be challenging sometimes, because when the AP professional gets
back in the office and a case is made for implementation, it is difficult to get the funds to move ahead.
Leading organizations continue to educate themselves about all possible options. Use metrics and
reporting to help build a case for your implementation. Demonstrate the advantages of automation in
cost and time savings.

IOFM Member Resources:

Webinars
• 2017 T&E Expense Management Trends:
Eliminating inefficiency, controlling costs
7
• Trends that Will Reshape AP and P2P in 2017
• Revealed: 3 Secrets for Securing C-suite Approval
for AP Automation
White Papers
• How Accounts Payable Automation Delivers
Benefits Across the Corporate Enterprise
• The 5 Enterprise Benefits of Migrating to
Electronic B2B Payments
• 6 Critical Components of a Successful Purchase-toPay Initiative
• 3 Ways Accounts Payable Automation Delivers
Value in a Postmodern ERP Environment

• Show Them the Money: The Payback on Accounts
Payable Automation
Four
Ways Shared Services Organizations Can
•
Extend the Value of their ERP Investments with
Accounts Payable Automation
• Selling the C-Suite on Accounts Payable
Automation
• SPECIAL REPORT: 3 Ways Transforming AP
Processing Delivers Strategic Value to the C-Suite
SPECIAL
REPORT: 5 Ways Accounts Payable
•
Automation Simplifies Complex Shared Services
Environments
• Business Networks Come of Age: How Technology
is Delivering Strategic Benefits Across the Procureto-Pay and Order-to-Cash Worlds
• SPECIAL REPORT: 3 Ways Mobile Solutions
Address Today’s Top Accounts Payable Challenges
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Practitioner Questions and Best Practices
DISCOUNT CAPTURING
How successful are you at capturing vendor discounts? Vendor agreements enable your company to
receive a discount on the cost of goods if they are paid on time. Then it’s up to the payment process to
capture those term discounts. But it’s often easier said than done.
Best practice: Top performers in the chapter meetings shared they tend to capture between 94% and
98% of the available discounts. The most typical “best practice” process is to track separately those
payments that offer discounts — and do it daily. The potential savings can serve as great motivation to
expedite approvals and other bottlenecks outside of AP.
The savings can be significant: upwards of $2 million is common among these top performers —
though the amount of savings is largely dependent on a company’s total spend.
Vendor recovery audits are also a great way to make sure you’re capturing every penny owed to your
organization. Use these audits to learn where your processes need improvement. Be open, even
though it may be tough to see you need improvement in certain areas, such as your master vendor file.
This will help direct your focus, make improvements, and make work easier for you down the road.

IOFM Member Resources:
Articles

Tools and Templates

• Are You Taking Full Advantage of Vendor
Discounts?

• Average Annual Effective Rate on Vendor
Discount Terms

• The Keys to Capturing Discounts

• Value of a Cash Discount Calculation

• Defining Dynamic Discounting

• Vendor Discount Average Rate of Return
Template
• Vendor Discount Guide
• Vendor Discount Calculator
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Practitioner Questions and Best Practices
INTERNAL REPUTATION
What challenges are you facing and how are you working to overcome them? One issue that
came up was navigating a world where AP is considered the "stepchild," and raising the stature of
the department.
Best practice: Groom employees to break out of old habits and routines. Plan for succession
planning for longtime workers who will soon be retiring. Start on day one to create a different
mindset and perspective among newer employees.
Another chapter attendee is working to improve the image of Accounts Payable to those inside an
organization; an attendee to our North Carolina chapter shared that her department is
undergoing a rebranding.
Internal customers avoided Accounts Payable because AP was seen as the ones who told them
they were missing a form, filled out the wrong form, or completed the form incorrectly.
AP is re-selling itself to its internal customers in two ways:
Externally, AP repositioned itself as a trusted advisor, helping staff with common payment
challenges. Classes entitled “What You Need to Know Before You Go” changed the conversation
and made AP more approachable.
Internally, AP changed its attitude. They went from thinking that “we don’t have time for calls,” to
making the time to understand where internal customers needed help. Part of that education was
learning how every department is organized, including who approves receipt of goods. “It is up to
us to figure out what their processes are and adapt to it, rather than force them to do things our
way.”
Other strategies include:
• Exception processing: Most AP departments spend 80% of their time on 20% of their invoices.
With extra staff capacity, could you identify ways to reduce the time-consuming outliers and
make processing more efficient? There’s a hard cost (your labor!) to processing every invoice.
Every time you speed up a process, you’re saving hard dollars now — and in perpetuity.
• Internal consulting: Educate the lines of business on what AP does to enable the company to
buy and spend smarter.
• Dynamic discounting: Focus on those vendors that are offering discounts and capture as much
as possible. How many FTEs could you justify if you could reduce total spend by 1%?
(continued next page)
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Practitioner Questions and Best Practices
INTERNAL REPUTATION (CONTINUED)
• Perform deep data dives: Invoices are treasure troves of information. You own them. You
understand them best. Analyze them in aggregate to understand your company’s spending
trends and then suggest steps to save the company money.
• Train vendors: With limited resources, vendors tend to onboard quickly, and whatever bad
invoicing habits they have initially are only exacerbated over time. Flip the script: invest time in
talking with your vendors to understand how best to work with them.
• Join procurement in vendor negotiations: Working with a vendor from the start of a relationship
can pay dividends for years to come — realistic terms can be set from the start. And having a
real contact to call if there’s an issue with an invoice is invaluable.
• Cash forecasting: Customers are increasingly asking for longer payment terms, forcing Treasury
to become more reliant on cash going in and out through the Purchase-To-Pay and Order-toCash processes. Enabling Treasury to set longer term limits can give your company a new
competitive advantage and raise the profile of AP.
• Gain visibility: Standing out and gaining respect among leadership isn’t easy. But the most
effective ways include: attending and speaking at industry conferences, getting certified, sharing
and learning from IOFM members, and joining an editorial advisory panel.

IOFM Member Resources:
•

Eight Secrets for Successful Self-Organization

•

Five Ways to Add Value to Your AP Position

•

The AP Professional’s Motivation and Performance Toolkit

•

What Specific Duties Do Today’s AP Departments Handle?

•

Motivation Tools That Work
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IOFM Chapter Attendees
350.org

Discover

Pace University

Ace Hardware

Enbridge Energy

PGA Tour

AECOM

Encompass Digital Media

Randstad

Arthur J Gallagher

Enterprise Products Co.

Repsol Oil & Gas USA

Atlanta Public Schools

Heidrick & Struggles

RLJ Entertainment

BNY Mellon

Illini Precast

Roosevelt University

Cameron

Johns Hopkins

Schriber Foods

Kapstone Paper

Sears Hometown Outlets

Lazard and Freres

Splunk

Lockheed Martin

SunTrust Bank

Lukoil Int’l Upstream West

Ted’s Montana Grill

Maamech Inc.

The Related Companies

Cliffs Natural Resources

Marek Brothers Systems,
Inc.

Tibco Software Inc.

Crown Castle

MDC

CUNY

Netflix Inc.

Customers Bank

NFDA

University of Maryland
Medical System

David Yurman Enterprises

Oncology Nursing Society

Wake Forest University

Career Builder
Carter’s OshKosh B’Gosh
Centier Bank
Chamberlain
CharterBank

True Value
UNC Charlotte
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Common Challenges and Discussion Topics
for Future Chapter Meetings:
• Identifying fraud and abuse (especially in T&E)
• Managing off-shore partners
• Managing P-card programs
• Onboarding new vendors
• Switching payment terms without notice (Net60 becoming the new Net30)
• Formulating processes and procedures and setting up vendor processes and procedures
• Transitioning and maintaining the vendor master file
• Coping with manual processes and moving away from paper invoices
• Dealing with a long-time and aging team that is resistant to change
• Training and retraining staff
• Obtaining metrics from invoice processing systems
• Presenting to management and getting heard
• Raising the profile of AP

IOFM, and our sponsor, TCS — providers of the TAP P2P
solution — would like to thank all of those that help to
make our chapter meetings valuable.
And we welcome AP and P2P practitioners to join us next
quarter.
IOFM is scheduled to host 15 chapter meetings in the
second quarter. We hope to carry on these discussions
and continue learning together. To learn more about
upcoming chapter meetings, click here.

