
A Guide to  
Controlling AP Costs
How to reduce costs and overpayments, 
compliance, and fraud risks in your 
Procure-to-Pay cycle

www.fiscaltec.com | smarter@fiscaltec.com

EXECUTIVE BRIEFING



Where to Start?
The first step towards long-term cost reduction is to perform a  
fact-finding review. From here, you will have a roadmap for  
plugging any leaks in your working capital and reducing  
operational costs and risks.

As well as highlighting the prominent bottlenecks and lengthy 
processes in your invoice-to-pay work, issues within your master 
supplier file will be identified – such as duplicate suppliers and 
suppliers with no or low transaction volumes – vital, as these are 
the source of many issues that will only become visible later, when 
invoices are being processed.

Before implementing your ongoing cost and risk management 
solution, a thorough one-off examination of historical transactions is 
your final housekeeping task. With this done, continuous checking 
keeps your AP risk protection to a short amount of time each day.
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MOVE FROM REACTIVE TO PROACTIVE
Nobody would deny that a preventative approach to risk is better 
than reacting to something after it has happened – take healthcare 
and road safety for example, we work hard to take out the sources 
of risks. And it is no less important in Procure-to-Pay (P2P) 
processing. Risks that manifest themselves in your Accounts Payable 
(AP) team’s invoice processing will be hard to spot and expensive to 
resolve after they have occurred.

Whether reducing costs through identifying and redesigning 
inefficient processes or by preventing the payment of duplicate 
supplier invoices, protecting working capital and reducing overall AP 
costs are high priorities for most Finance teams.

Often thought to be too complex or expensive, a solution that 
provides forensic-level, continuous, and proactive risk protection 
for your P2P and AP processing is now well within reach, and is 
considered by many to be a standard best practice.

Protecting 
working capital 
and reducing 
overall AP 
costs are high 
priorities for 
most Finance 
teams

 

go



The Scale of the  
 Overpayments Problem
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There are many ways in which duplicate invoices 
can evade standard detection. With technology 
creating new routes for invoices into AP, the 
sources of duplicate invoices keeps growing. 

Existing controls such as 3-way matching are 
no longer sufficient; there are over 20 areas of 
weakness in 3-way matching, at least 5 of them 
are critical. These allow unmatched, non-PO, and 
erroneous invoices to proceed through your P2P 
cycle and AP processing and on to payment.

FISCAL estimate that between 0.5% and 1% of 
supplier invoices typically have an incorrect 
amount or are duplicates before our solution 
is implemented. Figures from the American 
Productivity & Quality Center (APQC) suggest 
even higher error rates:

To add insult to injury, organisations will need to 
spend more time and money investigating and 
resolving these issues when they’re found after 
payment has been made. Typically, organisations 
either undertake ad hoc recovery exercises or 
simply write off duplicate payments as a cost of 
doing business.

Taking a proactive, preventative approach to 
overpayments prevents time from being wasted 
on the original processing and subsequent 
identification, investigation, and recovery of 
duplicate invoices. 

Too many organisations consider the risk to be 
low, as many duplicate invoices fall below their 
audit value threshold. Ignoring the sheer volume 
of P2P errors can cost you millions within just a 
few years.

Source: APQC 
www.cfo.com/payments/2020/03/metric-of-the-month-
detect-and-prevent-duplicate-or-erroneous-payments/

Between a half and one 
percent of transactions 
are paid multiple times 
or incorrectly in our 
experience - slightly lower 
than the APQC survey 
results of 2020. 

FISCAL’s Risk Review 
will find the actual value 
of overpayments in your 
supplier payment history.
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Process Inefficiency
AP automation is increasing but organisations aren’t getting the 
full benefit if their automated processes are still inefficient. Over 
£88,000 in the UK and $170,000 in the US is wasted by inefficient 
processes every year, by each organisation surveyed - an average of 
125 hours per week*. Activities such as requesting purchase order 
numbers, responding to suppliers’ payment queries, and manually 
checking for similar - but not identical invoices that are duplicates 
will all consume valuable time.

As well as the monetary cost of inefficient processes, there is also 
the opportunity cost of the higher-value analytical work the team 
is not performing, and the effects on motivation – repeatedly 
doing mundane tasks does not inspire people to achieve their full 
potential.

To fix the problem, inefficiencies must first be identified. FISCAL’s 
AP-specific analysis that performs this will find activities within your 
workflow that repeatedly take longer than they should. With the 
inefficient processes and their root causes identified, updating the 
process becomes quick and easy.
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Procurement fraud rose 

Alleged frauds conducted by 
employees, including those in 
management positions, were 
found to account for half of the 
cases [in one region]

KPMG Fraud Barometer January 2021

200%

Activities such as requesting 
purchase order numbers, 
responding to suppliers’ 
payment queries, and manually 
checking for similar - but not 
identical invoices that are 
duplicates will all consume 
valuable time

* Average cost per business, per year in dealing with P2P issues. Tungsten Network and IOFM global study



of time overruns in ERP 
projects are due to 

DATA 
ISSUES
second only to organisational 
issues at 27%

Panorama Consulting, 2021 ERP Report

Both of these risks can be 
prevented with FISCAL’s 
proactive approach.

Digital Transformation Risks

Fraud Risk

One of the most common reasons for ERP migration project delays 
is data issues. When large-scale projects run over, not only are you 
missing out on the anticipated benefits, but the project costs will 
skyrocket, leading to awkward review sessions.

In addition to project costs, during any period of parallel running, 
the difficulty in identifying unscrupulous supplier behaviour, 
duplicate invoices, purchase order abuse, and other risks such as 
overbilling will increase dramatically. These will have a direct impact 
on working capital when unnecessary payments are being made. 

Without a preventative solution in place, at best, these 
overpayments can be recovered (for a fee) at a later date. Most 
often, they and their audit trail are lost forever once an ERP upgrade, 
migration or integration project completes.

ERP, P2P, and AP systems are introduced to achieve efficiencies 
but they also have vulnerabilities that lay them open to fraud. 
Whether from internal or external actors, fraud poses a significant 
risk – to reputations as well as your bottom line.

It is vital to monitor for the indicators of fraud, such as a 
breakdown in segregation of duties, within your P2P cycle, or 
unusual patterns in the value of items ordered from sundry 
suppliers. And if, after investigation, these irregularities are not 
fraudulent, they are typically an indication of weak controls that 
need attention to prevent the repetition of the risk.

Continuous monitoring for potential fraud is essential. Research 
from the ACFE shows that after 18 months, only 10-15% of fraud is 
recoverable.

20%

When large-scale 
projects run over, 
not only are you 
missing out on 
the anticipated 
benefits, but the 
project costs will 
skyrocket
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Summary
When we total up the value of all the ways in which costs can be 
reduced and working capital protected from unnecessary leakage, 
the sum always proves to be considerably larger than our customers 
anticipated. When we add a 3-year historical recovery audit, the 
value of protection increases considerably.

Longer-term value is generated from the insights gained from 
your initial fact-finding review and ongoing workflow analysis 
and reporting. With these insights, you will be able to implement 
changes that plug the holes - where risks are entering your P2P 
cycle, proactively preventing further inefficient processing costs and 
cash leakage.

A SELF-FUNDING SOLUTION
Most organisations experience an unexpected bonus when 
performing their initial review of historical transactions. They find 
a significant number of overpayments that were previously made, 
many of which can be recovered from suppliers.

With our experience of customers uncovering millions 
of pounds of overpayments previously made, we 
urge all organisations to work with FISCAL to 
conduct an initial Risk Review. From this no-
cost exercise, we can accurately estimate 
the value of overpayments previously 
made and the financial impact of 
ongoing inefficient processes and 
out-of-date controls.
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“An ounce of 
prevention is 

worth a pound 
of cure.”

Benjamin Franklin

Contact FISCAL to 
find out how a Risk Review 

will provide your business case 
for a continuous, preventative 

risk protection solution.

E: smarter@fiscaltec.com
W: www.fiscaltec.com/contact 

T: 0845 680 1905



Why FISCAL Technologies?
FISCAL Technologies has been working with enterprise AP teams for over 17 years. We have seen 
many changes and have helped customers through numerous challenges.

Protect supplier spend
Through proactive and continuous monitoring 
of 100% of their suppliers and transactions, 
customers receive alerts to a wide range of risks 
prior to suppliers being paid. Alerts include 
duplicates, unexpected amounts, supplier bank 
detail changes and other anomalies.

Finance’s digital transformation
Safeguard supplier payments during 
transformation programmes. Our customers 
have reduced the risk of loss during new system 
implementation or process change and retain 
their transaction history to identify future 
exceptions.

Identify and resolve process issues
Transaction analysis identifies process and 
compliance issues. Our customers review high 
frequencies of credits and poor supplier invoicing 
to stop duplicate invoices before payments are 
made. They use workflow analysis to identify and 
stop errors from re-occurring. 

Reduce the cost of running AP
Remove repeated errors and corrective action. 
Our clients have reduced the resources needed 
to manage AP, eradicating payment errors and 
credit note management. Reducing the need for 
resource-heavy audits and recovery projects..

T: +44 (0) 845 680 1905
E: smarter@fiscaltec.com 

www.fiscaltec.com

FISCAL Technologies is a world-leading provider of forensic solutions and services that empower 
Procure-to-Pay teams across the globe to protect organisational spend.

Incorporating unique technology to reduce risk in the supply chain, FISCAL Technologies’ award-
winning, cloud-based risk management solution is used on a continuous, preventative basis to 
protect supplier spend, defend against fraud, increase profitability and drive process improvement.

Since 2003, FISCAL’s solutions have processed over 1 billion transactions with a value of over £5 
trillion in spend, and are now relied on by over 250 leading private and public sector organisations.

© 2021 FISCAL Technologies. All rights reserved. 
The FISCAL Technologies, AP Forensics and NXG Forensics names, logos and taglines are 
trademarks of FISCAL Technologies. Document ID: Controlling AP Costs Exec Briefing UK 2021 06

Forensically protect your Procure-to-Pay cycle
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Risk Management and oversight of the P2P cycle directs 
everything we do; protecting cash, reducing costs and 
creating the insights that drive root cause analysis and 
process improvements.

Transaction Risks identified in P2P data ensures protection 
from costly mistakes before payments are made.

Supplier Risk Profiling identifies exceptions in supplier 
details and their invoicing, protecting your spend and 
improving processing efficiency.

Reporting & Dashboards ensure that you benefit from 
complex data analysis with easy to understand information.

Fraud Testing provides insight into potential fraud from 
multiple sources and methods, protecting your working 
capital and reputation.




