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Just because you’ve automated parts of your

AP process doesn’t mean you’ve optimized it. 

Most AP modernization initiatives stop well short of the finish line.

You’ve reduced paper, automated workflows, and are making more digital payments. 

That’s cut costs, saved time, and strengthened financial controls.

But there is still a ton of inefficiency in your AP process. And it’s hurting the business:

Each issue might be manageable on its own, but together, they quietly consume time,

increase costs, and limit what finance can accomplish. They're the hidden inefficiencies

and impediments that remain after a lot of AP modernization initiatives.

This eBook explores five common hidden cost leaks and how eliminating them creates

more capacity for finance to support the business. You'll learn:

Why manual work still exists after AP automation

Why every organization needs a payment strategy, not just a payment process

How connected information enables better financial decisions

How a better supplier experience reduces work for finance 

Operationally: 

Manual work is still

required after invoices

are approved,

disconnected payment

processes slow cycle

time, and routine

supplier inquiries take

up valuable staff time.

Financially: 

Missed early-payment

discounts and avoidable

late-payment penalties

cost the business real

money.

Strategically: 

Limited visibility into

financial commitments

makes it difficult to

properly analyze

spending, predict cash

flow, and advise the

business.



Accounts payable is a lot more automatedÀ But thereÛs a lot more to doÀ

Manual work hasnÛt disappearedÀ ItÛs simply movedÀ And it comes with a high costÀ

Compared to highçperformance finance teamsÃ your business is likelyÂ

Processing invoices at a much higher cost

Dealing with a much higher rate of invoice and payment exceptions

Chasing down information on a higher volume of suppliersÛ 

       paymentçrelated inquiries

Manually reconciling payment information because itÛs disconnected

Those tasks accumulateÀ A few minutes investigating an exceptionÀ Several more 

confirming payment statusÀ A manual reconciliation hereÀ An email requesting 

additional information thereÀ All pulling the finance team away from higherçvalue workÀ

That leaves less time to improve cash visibilityÃ analyze spendingÃ address strategic supplier

relationshipsÃ and support the businessÀ

The next phase of AP modernization needs to focus on the work that still shouldnÖt 

existÀ The goal isnÛt to just eliminate manual tasksÀ ItÛs to create more capacity for 

finance to apply their expertise where it matters mostÀ

Hidden cost leak #1
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Manual tasks that remain after invoice

approval quietly consume finance time

Where does manual work still exist in your 

AP process and what is it costing the business?



Hidden cost leak #1
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Top-performing AP

organizations process

invoices at a fraction of the

cost of lower performers,

demonstrating the

ongoing value of

eliminating manual work.

(Source: AQPC) 

Invoice exceptions 

can consume a

disproportionate share

of AP resources. Most

AP departments soend

80% of their time on just

20% of their invoices.

(Source: IOFM) 

World-class finance

organizations continue

shifting staff time away

from transaction

processing toward

analysis and business

support. (Source: 

The Hackett Group)

By the numbers

Questions to consider

Which activities in your AP process still

require manual effort after invoices are

approved?

How much time does your team spend

investigating exceptions or confirming

payment status?

The biggest manual costs in AP today are the smaller,

persistent tasks that prevent finance from focusing their

time on higher-value activities for the business.

Key takeaway

Which manual tasks exist because

systems aren't fully connected?

If those activities were eliminated,

where could finance create more value?

https://www.apqc.org/resources/blog/how-organizations-can-reduce-accounts-payable-costs
https://www.iofm.com/ap/process-improvement/invoice-matching/seven-ways-ap-can-add-value-organization/
https://www.thehackettgroup.com/insights/level-up-with-gen-ai-insights-from-top-finance-performers/


Organizations that treat payments as a transaction rather than a strategic process miss

opportunities to reduce costsÃ improve cash flow and strengthen supplier relationshipsÀ

Once an invoice is approvedÃ another set of financial decisions beginÀ

When should payment be madeË Which payment method best balances costÃ speed and supplier

preferencesË Can earlyçpayment discounts be capturedË Does payment timing support broader

cash flow objectivesË

Too oftenÃ those questions are not consideredÀ The decisions are driven by habit rather 

than strategyÀ

A payment strategy shifts the conversation from how payments are processed to how payments

create business valueÀ

ChecksÃ ACHÃ virtual cardsÃ wiresÃ and emerging digital payment methods each serve different

purposesÀ They have different implications for processing costsÃ payment timingÃ visibilityÃ fraud

controls andÃ in some casesÃ even revenue through virtual card rebate programsÀ

Timing matters just as muchÀ

A thoughtful payment strategy helps organizations capture earlyçpayment discountsÃ avoid late

feesÃ and better align payment timing with working capital objectivesÀ 

It also recognizes that suppliers arenÖt all the sameÀ

Some prioritize speedÀ Others value transaction certaintyÃ visibilityÃ or specific payment methodsÀ

Providing flexibility where it makes sense strengthens supplier relationships while reducing

payment exceptions and routine inquiriesÀ

Hidden cost leak #2
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The cost of not having a payment strategy

Are your payments simply getting made, or are they

advancing your financial goals?

https://www.mineraltree.com/blog/early-payment-discounts/
https://www.mineraltree.com/what-is-an-ach-payment/
https://www.mineraltree.com/solutions/virtual-cards/


Hidden cost leak #2

About one-third of U.S. B2B payments

are still made by check, despite the

availability of faster, lower-cost digital

alternatives. This highlights the

continued opportunity to modernize

payment strategies. (Source: Federal

Reserve Payments Study)

Organizations continue to cite capturing early-

payment discounts and improving working

capital as two of the primary business benefits

of modernizing B2B payments.

(Source: Association for Financial Professionals

(AFP) Payments Survey)

By the numbers

Does your organization have a documented

payment strategy or simply established

payment processesË

Are payment methods selected intentionally

or by defaultË

How often are earlyçpayment discounts

captured or missedË

Key takeaway

Could different payment methods reduce costs

while improving the supplier experienceË

Are payment decisions aligned with broader

cash management objectivesË

How much time does your finance team spend

responding to paymentçrelated supplier

inquiriesË
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Organizations with a defined payment strategy also gain greater control over riskÀ Standardized

policiesÃ stronger approval controlsÃ and better visibility into payment activity help reduce fraud

exposure while simplifying compliance and audit readinessÀ

Taken togetherÃ these decisions create value well beyond accounts payableÀ Payments become a lever

for improving working capitalÃ reducing operating costsÃ and strengthening supplier relationshipsÀ

For organizations looking to maximize the return on their AP modernization investmentsÃ developing 

a payment strategy is often the next logical stepÀ

Questions to consider

Organizations that manage payments strategically reduce costs,

improve working capital, strengthen supplier relationships, and

maximize the value of their AP modernization investments.

https://fedpaymentsimprovement.org/wp-content/uploads/b2b-white-paper-011426.pdf
https://fedpaymentsimprovement.org/wp-content/uploads/b2b-white-paper-011426.pdf
https://www.afponline.org/
https://www.afponline.org/


That becomes difficult when payment and financial information is scattered across 

multiple systemsÀ

Invoice status resides in one applicationÀ Payment activity in anotherÀ Banking information

somewhere else entirelyÀ

The problem isnÖt a lack of dataÀ ItÖs a lack of connected informationÀ

Without a complete view across the payment lifecycleÃ answering even routine questions

becomes a manual exerciseÂ

Which invoices are ready for paymentË

Which payments have settledË

What discounts were capturedË

Where are payment exceptions occurringË

How much cash is committed over the next two weeksË

Too oftenÃ those answers require finance to pull information from multiple systems or

spreadsheetsÀ That slows decisionsÃ limits visibilityÃ and reduces confidence in the dataÀ

Without timely insightÃ organizations struggle to forecast cash flow accuratelyÃ optimize 

payment timingÃ or identify opportunities to reduce payment costsÀ

Visibility isnÖt simply about reportingÀ ItÖs about giving finance the information needed to 

make better decisions fasterÀ

Hidden cost leak #3
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Disconnected payment and financial
data make timely financial decisions
more difficult

Can your finance team quickly answer the questions

that matter most?



Hidden cost leak #3

When payment and financial information are connected, finance spends less time gathering data

and more time acting on it. Forecasts improve. Cash management becomes more proactive.

Finance leaders gain the confidence to respond more quickly as business conditions change.

For organizations that have already modernized invoice processing and developed a more

intentional payment strategy, connected information transforms efficient processes into better

business decisions.

Real-time visibility into cash flow remains

one of the highest priorities for finance

leaders, driven by growing expectations

for faster, more informed decision-making.

(Source: Deloitte CFO Signals / Global

Finance research)

APQC benchmarking shows that top-

performing organizations process invoices

faster, with fewer errors and lower costs than

their peers—outcomes that depend on

connected processes and timely information.

(Source: APQC Accounts Payable Benchmark)

By the numbers

How quickly can finance answer questions

about payment status, cash commitments,  

or supplier activity?

How many systems are required to

understand the complete payment lifecycle?

How much time is spent gathering information

rather than analyzing it?

Can leadership easily measure the

effectiveness of its payment strategy?
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Questions to consider

Key takeaway

Connected financial information gives finance the visibility to

improve decision-making, strengthen cash management, and

continuously optimize payment performance.

https://www.mineraltree.com/blog/cash-flow-management/
https://www.deloitte.com/us/en/programs/chief-financial-officer/articles/cfo-signals-quarterly-survey.html
https://www.deloitte.com/us/en/programs/chief-financial-officer/articles/cfo-signals-quarterly-survey.html
https://www.apqc.org/resource-library/resource-collection/accounts-payable-key-benchmarks


Every payment process has two participantsÂ payer and supplierÀ

TraditionallyÃ AP has measured success through internal metricsÀ How many invoices were

processedË How quickly were payments issuedË How much manual work was eliminatedË

How much did processing costs declineË

Those are all important measures of operational performanceÀ

But they donÖt tell the whole storyÀ

For suppliersÃ the payment experience begins long before funds arriveÀ It starts with

onboarding and continues through payment preferencesÃ remittance informationÃ payment

statusÃ and issue resolutionÀ Every interaction shapes how easyÃ or difficultÃ it is to do

business with your organizationÀ

When that experience creates unnecessary frictionÃ finance feels the impactÀ

Suppliers call to check invoice and payment statusÀ Emails are exchanged to update

banking informationÀ Remittance advice must be reçsentÀ Questions are routed through AP

because payment information isnÖt readily availableÀ Exceptions take longer to resolve

because information is spread across multiple systemsÀ

None of these activities is especially complexÀ TogetherÃ they consume valuable time for

suppliers and finance teamsÀ

Hidden cost leak #4
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Supplier friction creates unnecessary
work for finance and suppliers

How easy is your organization to do business with?



Hidden cost leak #4

The real issue isnÖt responding to supplier questionsÀ ItÖs that many of those questions 

shouldnÖt need to be asked in the first placeÀ

Organizations that continue modernizing AP increasingly view supplier experience as an

operational capabilityÃ not simply a service issueÀ

The goal isnÖt to eliminate supplier communicationÀ ItÖs to make routine interactions fasterÃ

easierÃ and more transparent for both sidesÀ

That starts by giving suppliers greater visibility into the payment processÃ offering

payment options that align with their preferencesÃ delivering clear remittance informationÃ

and making it easier to resolve issues when they ariseÀ

    The result is more than happier suppliers. Finance spends less time

    responding to routine inquiries. Digital payment adoption improves. 

    Supplier relationships become stronger and more collaborative.

Whether building supply chain resilienceÃ negotiating favorable payment termsÃ or

ensuring continuity of operationsÃ organizations depend on suppliers that trust theyÖll be

paid accurately and on timeÀ

The payment experience helps build that trustÀ

Viewed through that lensÃ reducing supplier friction isnÖt simply an operational

improvementÀ ItÖs another way AP modernization creates value across the businessÀ
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https://www.mineraltree.com/blog/getting-your-payment-mix-right-a-key-lever-in-modern-ap/


Hidden cost leak #4

Roughly half of AP teams spend 

6+ hours per month responding to

supplier payment inquiries. Following

up on invoice statuses remains the #1

vendor pain point, driving teams away

from strategic work to resolve manual

bottlenecks. (Source: MineralTree –

9th Annual State of AP Report) 

Organizations that expand electronic

payment adoption reduce supplier

inquiries while lowering processing costs

and improving payment transparency.

(Source: NACHA – Payments Innovation

Alliance)

By the numbers

How easy is it for suppliers to determine

payment status without contacting AP?

How often does your team respond to

routine payment or remittance inquiries?

Key takeaway

Are suppliers offered payment options that

align with their preferences?

Does your payment experience strengthen

supplier relationships or create unnecessary

work for both sides?

Questions to consider

The most effective AP organizations don't measure success

solely by internal efficiency.

They also measure how easy they are to do business with.

Reducing supplier friction strengthens relationships, reduces

operational work, and creates value well beyond the 

payment itself.
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https://www.mineraltree.com/resources/whitepapers/state-of-ap-report/
https://www.mineraltree.com/resources/whitepapers/state-of-ap-report/
https://www.nacha.org/
https://www.nacha.org/


The biggest hidden cost in AP isnÖt processing timeÀ ItÖs capacityÀ

YouÛve gained efficiencies from your AP automation effortsÀ NowÃ itÛs essential to build on

those effortsÄ by eliminating unnecessary manual workÃ optimizing payment decisionsÃ

connecting information systemsÃ and reducing supplier frictionÀ 

Every hour spent investigating exceptionsÃ answering supplier questionsÃ reconciling

paymentsÃ or moving information between systems is time that canÖt be invested in work

that creates more meaningful business valueÀ 

As organizations growÃ these hidden costs become harder to absorbÀ

Transaction volumes increaseÀ Supplier networks expandÀ Payment complexity growsÀ

Business leaders expect faster insight into cash flowÃ working capitalÃ and 

financial performanceÀ

Finance organizations are also expected to support that growth without adding headcount

at the same paceÀ

That changes the objectiveÀ

The first wave of AP modernization focused on digitizing paperçbased processes and

eliminating obvious manual workÀ  

Hidden cost leak #5

Hidden operational inefficiencies
limit finance's ability to scale 
with the business

What could your finance team accomplish if it spent

less time managing AP transactions?
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Hidden cost leak #5

The next phase builds on the efficiencies organizations have already achieved to

eliminate the hidden cost leaks that remain across the payment lifecycle. It brings

together invoice processing, payment execution, and supplier engagement as parts of a

single connected workflow.

The focus shifts from processing transactions more efficiently to creating the capacity

for finance professionals to apply their expertise where it creates the greatest business

value by:

Analyzing spending trends instead of processing invoices

Improving cash forecasting instead of reconciling payment data

Strengthening supplier relationships instead of responding to routine inquiries

Supporting strategic initiatives instead of managing day-to-day operational work

     The result isn't simply a more efficient AP process. It's a finance 

     organization that's better equipped to support growth, adapt to

     change, and create strategic value across the business.

That's a competitive advantage that extends well beyond accounts payable.
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https://www.mineraltree.com/ap-invoicing/


Hidden cost leak #5

Nearly 70% of CFOs expect finance to

play a more strategic role in business

performance over the next several

years, even as organizations face

ongoing resource constraints. (Source:

Deloitte CFO Signals) 

World-class finance organizations operate

with significantly lower costs while

supporting more business activity per full-

time employee, reflecting the value of

automation and process maturity.

(Source: The Hackett Group)

By the numbers

If transaction volumes increased by 30«

next yearÃ could AP absorb the growth

without adding headcountË

Where does your finance team spend the

majority of its time todayË Where should it

be spending its timeË

Key takeaway

Which operational tasks continue to consume

resources despite previous automation

investmentsË

What additional business value could finance

create if those tasks were eliminatedË
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Questions to consider

The true return on AP modernization isn't measured solely by

faster processing or lower operating costs.

It's measured by the additional capacity it creates.

By eliminating the hidden cost leaks that remain across the

payment lifecycle, finance spends less time managing

transactions and more time supporting the decisions that drive

business performance.

https://www.deloitte.com/us/en/programs/chief-financial-officer/articles/cfo-signals-quarterly-survey.html
https://www.thehackettgroup.com/


Forge Biologics Supports
Explosive Business Growth
with MineralTree

READ CASE STUDY

For many organizations, the first wave of AP modernization delivered significant

gains by digitizing invoice processing and automating approvals.

The next opportunity is identifying and eliminating the unnecessary manual work

that still exists: manual tasks, disconnected processes, fragmented information,

and unnecessary supplier friction.

It’s not about creating a more efficient AP function. It’s about strengthening the

role finance plays across the business.

By reducing hidden cost leaks, finance gains the capacity to deliver better insight,

make more informed decisions, strengthen supplier relationships, and support

growth with greater confidence.

The next chapter of AP modernizationAP modernization

More resources to jumpstart your payment

automation efforts:

Calculate Your ROI From 
Payment Automation

 START NOW

https://www.mineraltree.com/resources/case-studies/forge-biologics/
https://www.mineraltree.com/roi/
https://www.mineraltree.com/roi/


About MineralTree, a Global Payments Company MineralTree, a Global Payments (NYSE: GPN)

company, provides modern, secure, easy-to-use accounts payable (AP) and payment automation

solutions. By uniting technology and passionate people, we make the process of business

payments easy, impactful, and profitable. Our solutions combine ease of use with robust

capabilities that drive meaningful insights, transforming the back office into a strategic partner of

the corner office. 

For more information, visit mineraltree.com and follow MineralTree on LinkedIn. 

About MineralTree, a Global Payments Company

http://mineraltree.com/
https://www.linkedin.com/company/mineraltree-inc-/posts/?feedView=all
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