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Do you need NASBA CPE credits?

• Navigate to website: iofm.cnf.io

 or scan the QR code →

• Check-in and check-out of your sessions to track 
your attendance for NASBA CPEs

• Certified with IOFM? No need to check-in and 
out of sessions. Self-report CEUs on IOFM.com 
instead after the event!
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How we’ll spend the next 50 minutes

You’ll walk out of the room ready to build a 2027 roadmap.

1

Frame the problem
Why your instincts are likely 
wrong. And why that’s risky.

2

Learn IOFM’s model
Six dimensions, four 
assessment levels.

3

See peer data
Where your AP 

performance compares.

4

Score your team
A quick self-assessment, 

done in the room.

5

Interpret your profile
Which dimensions should 

you focus?
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Operational instincts are inaccurate 2/3 of the time 

There’s a sizable risk either way.

‘Gut Check’ Management is Risky
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2027 Coming Whether You’re Ready or Not

• Compliance Changes
• Fraud and Other Risks
• Performance Improvement
• Use of AI & Next Wave Automation
• Talent Challenges
• C-Suite Expectations
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Wrong instincts = wrong investment decisions

… Above average: … Below average:

You’ll postpone fixing what’s 
actually broken.

You’ll invest in things that don’t 
need to be fixed.

Either Way:

You’ve lost credibility with the c-suite and board by asking for what you don’t need.

If you wrongly assume you’re …
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How AP leaders think they compare to their peers
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How AP leaders think they compare to their peers
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Note: ‘Gut Check’ benchmarking is worst for the metrics you’d use to track after automating, arguably when tracking performance is most important.
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Metric formulas
Metric What it measures How it's calculated

Invoices per FTE
Invoice volume handled per full-time-equivalent AP 
employee. The core measure of team productivity.

Invoices processed ÷ AP FTEs

Cost per invoice
Fully loaded cost to process one invoice from receipt 
through payment, including labor, technology and 
allocated overhead.

Total AP processing cost ÷ Invoices processed

Invoice cycle time
Average elapsed time from invoice receipt to approval for 
payment.

Total days from receipt to approval ÷ Invoices processed

Touchless share
Share of invoices that move from receipt to payment 
approval with no manual intervention.

(Invoices with no manual touch ÷ Invoices processed) × 100

Three-way match automation
Share of PO-based invoices the system matches to the 
purchase order and receipt without human review.

(Invoices auto-matched ÷ Invoices requiring a three-way match) × 100

Exception rate
Share of invoices that fall out of straight-through 
processing and require manual research or rework.

(Exception invoices ÷ Invoices processed) × 100

Duplicate payment rate
Share of payments issued more than once against the 
same obligation.

(Duplicate payments ÷ Payments issued) × 100

Early pay capture
Share of available early-payment discounts the team 
captures.

(Discount dollars captured ÷ Discount dollars offered) × 100
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Are you as fast as your peers?
Efficiency KPIs Automation level

Below average performance Average performance Above average performance

Result Share of segment Result Share of segment Result Share of segment

Invoices per FTE

No Automation

<250

27%

250-999

45%

>1,000

27%

Minimally Automated — — —

Partially Automated 35% 35% 29%

Fully Automated 31% 38% 31%

Cost per invoice

No Automation

>$10

41%

$5-$10

22%

<$5

37%

Minimally Automated 39% 32% 29%

Partially Automated 38% 30% 32%

Fully Automated 33% 24% 43%

Invoice cycle time

No Automation

4 days or more

81%

—

—

3 days or fewer

19%

Minimally Automated 83% — 17%

Partially Automated 54% — 46%

Fully Automated 81% — 19%

Touchless share

No Automation

<25%

83%

25-50%

3%

>50%

13%

Minimally Automated 90% 5% 5%

Partially Automated 66% 15% 19%

Fully Automated 50% 16% 33%

Three-way match automation

No Automation

<55%

66%

55-75%

18%

>75%

16%

Minimally Automated — — —

Partially Automated 53% 34% 13%

Fully Automated 46% 41% 14%
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Are your controls as strong as your peers?

Effectiveness KPIs Automation stage
Below average performance Average performance Above average performance

Result Share of segment Result Share of segment Result Share of segment

Exception rate

No Automation

>15%

39%

5-15%

27%

<5%

34%

Minimally Automated 43% 17% 39%

Partially Automated 16% 50% 34%

Fully Automated 44% 30% 26%

Duplicate payment rate

No Automation

>1%

6%

0.4-1%

8%

<0.4%

87%

Minimally Automated — — —

Partially Automated 5% 11% 84%

Fully Automated 3% 32% 66%

Early pay capture

No Automation

<25%

76%

25-50%

7%

>50%

17%

Minimally Automated 74% 5% 21%

Partially Automated 70% 6% 24%

Fully Automated 65% 8% 27%
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Where you trail peers points to the dimension that requires help

Check each metric where you trail peers. The dimension with the most checks is where to look first.

1  Intake & Capture

☐ Invoice cycle time

☐ Touchless share

☐ Exception rate

2  Process & Controls

☐ Three-way match automation

☐ Exception rate

☐ Invoice cycle time

☐ Duplicate payment rate

☐ Early pay capture

3  Technology & Automation

☐ Cost per invoice

☐ Touchless share

☐ Invoices per FTE

☐ Three-way match automation

4  Data & Visibility

☐ Early pay capture

5  People & Capacity

☐ Invoices per FTE

☐ Cost per invoice

6  Supplier & Compliance Risk

☐ Duplicate payment rate
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Maturity, Readiness and Risk Assessments Coming Soon

What’s inhibiting your team from improving performance?

Coming in 2027…
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The assessment scale: four levels

Every dimension is assessed on this 1-4 scale.

What separates the levels is whether the process is documented, applied everywhere, and measured.

1

Ad Hoc

No documented process. The 
outcome depends on who handles 
the invoice.

2

Inconsistent

A process exists on paper. 
Practice varies by site, team or 
approver.

3

Standardized

One documented process, applied 
everywhere, with a named owner.

4

Optimized

Measured against targets and 
improved on evidence, not 
complaints.

Everyone doing their own thing. Everyone doing the right thing.Everyone doing the same thing.Everyone doing the wrong thing.
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Six dimensions. Score each one separately.

Averaging them hides the gap that are hurting you. The low-water marks matter more than the total.

1  Intake & Capture
How invoices arrive, and how 
much of that arrival is already 
structured data.

2  Process & Controls
Approval routing, matching 
discipline, and segregation of 
duties.

3  Technology & Automation
Platform coverage across the 
cycle — and what actually runs 
untouched.

4  Data & Visibility
Whether you can produce your 
own numbers without a special 
project.

5  People & Capacity
Roles, skills, workload per head, 
and who can cover a departure.

6  Supplier & Compliance Risk
Onboarding checks, fraud 
controls, mandate readiness.
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How the assessment works

Six dimensions, one level each. Six answers is the whole assessment.

1
Read the four statements per domain
Decide which best describes your current state — not 
what should be or ought to be.

2
Assess on evidence
Choose the level you could defend with a document, a 
report or a number.

3
Identify your weakest dimensions
Those dimensions you score lowest today are what you 
need to prioritize (and work on in my next session).

Sample completed assessment

Consider your maturity goals
Identify the minimum level of maturity to accomplish your 
goals; don’t overly improve every process.

4
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Read across each row and pick the description you could evidence today — that is your level for that dimension.

✓   Check the cell where you are today.     ★   Star the cell where you aspire to be. Ask: What’s the minimum level of maturity you need to accomplish your next goal?)

Dimension Ad Hoc Inconsistent Standardized Optimized

Intake & capture Email and paper, keyed by hand Some capture tools; varies by supplier One intake channel, one rule set Structured data validated at source

Process & controls Routing by memory; matching is 
manual

Workflow exists; approvers improvise Rules-based routing, documented 
authority

Exceptions are the only human touch

Technology & automation Point tools, partial coverage Platform in place, adoption uneven One platform, end to end Touchless rate measured and rising

Data & visibility Numbers take a week and a 
spreadsheet

Reports exist; definitions differ Agreed KPIs on a monthly cadence Live dashboard; answers in the meeting

People & capacity Volume per head unknown; no 
backup

Roles written down; cover is informal Defined roles, cross-trained cover Capacity modelled against volume

Supplier & compliance risk Onboarding by trust; mandates 
unmapped

Checks done but not consistently logged Verified onboarding, controls tested Monitored controls, mandate roadmap

Quick assessment, dimension by dimension
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Read across each row and pick the description you could evidence today — that is your level for that dimension.

✓   Check the cell where you are today.     ★   Star the cell where you aspire to be. Ask: What’s the minimum level of maturity you need to accomplish your next goal?)

Dimension Ad Hoc Inconsistent Standardized Optimized

Intake & capture Email and paper, keyed by hand Some capture tools; varies by supplier One intake channel, one rule set Structured data validated at source

Process & controls Routing by memory; matching is 
manual

Workflow exists; approvers improvise Rules-based routing, documented 
authority

Exceptions are the only human touch

Technology & automation Point tools, partial coverage Platform in place, adoption uneven One platform, end to end Touchless rate measured and rising

Data & visibility Numbers take a week and a 
spreadsheet
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backup
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Your lowest scores show where to start

What a score of “Ad Hoc” or “Inconsistent” usually looks like in each dimension, and the first fix.

1  Intake & Capture

Looks like: PDFs and paper keyed by 
hand

First fix: One intake channel for top 
suppliers

2  Process & Controls

Looks like: Email approvals; matching 
varies

First fix: Approval rules enforced in 
workflow

3  Technology & Automation

Looks like: Point tools, many manual 
touches

First fix: Automate the highest-volume 
touch

4  Data & Visibility

Looks like: Every KPI is a spreadsheet 
project

First fix: Five core KPIs, one monthly 
report

5  People & Capacity

Looks like: One person holds the 
knowledge

First fix: Document roles; cross-train 
cover

6  Supplier & Compliance Risk

Looks like: Bank changes accepted by 
email

First fix: Verify every new vendor and 
bank change
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Each 2027 challenge sets a minimum level to reach

Don’t overengineer. Aim for the level each challenge needs, not everything needs to be “optimized”.

2027 challenge Dimension it depends on Minimum level Why

E-invoicing mandates 1. Intake & Capture 3 Standardized Structured e-invoices need one intake channel

Fraud and other risks 2. Process & Controls 3 Standardized Controls that vary by approver leave gaps

AI and next-wave automation 3. Technology & Automation 3 Standardized Automation repeats inconsistency at scale

Performance improvement 4. Data & Visibility 4 Optimized Improving on evidence needs measured targets

C-suite expectations 4. Data & Visibility 3 Standardized Leaders expect numbers on request

Talent challenges 5. People & Capacity 3 Standardized Documented roles let you cover departures

Compliance changes 6. Supplier & Compliance Risk 3 Standardized Mandates need one documented process
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Actionable takeaways 

1. You know where your performance stands relative to your actual peers.

2. You know what’s inhibiting improvement today.

3. You’re ready to build a roadmap to address your specific needs.

The final session in this track (tomorrow, 2:15pm, in this room) will help you prioritize a 90-day plan.
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QUESTIONS?

Jess Scheer

IOFM Senior Content Manager

Jscheer@Divcom.com

404-791-1489

REMINDER!
If you checked in for NASBA CPE credit, check out at iofm.cnf.io

mailto:Jscheer@Divcom.com
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