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Executive Summary
Spend management and accounts payable have moved from 
back-office process improvement to a broader finance leadership 
agenda. The original case for change still holds: manual invoice 
processing creates delays, errors, fraud exposure, weak audit trails 
and poor visibility over committed spend. But the context has 
changed significantly. Finance teams are now facing a wider 
spend-control challenge that includes SaaS sprawl, AI 
consumption, embedded AI add-ons, cloud usage, subscription 
renewals and increasingly autonomous digital workflows.

This report therefore updates the Q1 2025 edition in two important 
ways. First, it reflects the rapid shift from workflow automation to 
AI-enabled and agentic operating models in AP, procurement and 
finance operations. Second, it extends the spend-management 
lens beyond supplier invoices and purchase orders to include the 
fast-growing cost categories of AI and SaaS. These are no longer 
peripheral technology issues. They are finance control issues.
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● AI agents are moving from experimentation into finance workflows
● Procurement is becoming more autonomous and intelligence-led
● AI spend is becoming variable, usage-based and difficult to forecast
● SaaS renewals and embedded AI features are creating hidden cost inflation
● CFOs need stronger governance, not just faster automation

What has changed since the Q1 2025 report

The opportunity is substantial, but the governance challenge is larger than it 
first appears. AP automation remains a strong starting point, but the real prize 
is a connected operating model that links procurement, AP, finance, IT and 
business users around visibility, control, optimization and measurable value.

What this means for finance leaders

Spend management is becoming the discipline through which finance 
leaders govern supplier spend, technology spend and AI-enabled operating 
costs together.

The new spend-management question is not simply “what did we spend?” It is “what have we committed to, who is consuming 
it, what value are we getting, what risks have we created, and how do we control the next dollar before it is spent?”
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What’s the 
problem

2



What’s the problem?

The original problem remains very familiar to finance teams. 
Invoices arrive by email, purchases are approved outside the 
system, supplier records are updated manually, budgets are 
checked after commitments have already been made, and AP 
teams spend too much time chasing approvals rather than 
controlling risk or improving working capital. These issues 
create cost, delay and uncertainty.

The newer problem is that the spend landscape has become 
more fragmented. A growing share of controllable cost now sits 
in subscriptions, usage-based platforms and software-enabled 
services. AI makes this more complex because costs can be 
triggered by usage, model choice, data volumes, automation 
frequency or embedded vendor features. Traditional AP reports 
often identify the invoice after the commitment has already 
been made.
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● Fraud exposure: supplier impersonation, payment redirection, 
duplicate invoices and weak vendor-master controls.

● Inefficient processes: manual capture, coding, approval chasing and 
exception handling.

● Limited visibility: poor line of sight over committed, contracted and 
consumed spend.

● Compliance and audit risk: inconsistent approvals, weak evidence and 
fragmented data.

● Supplier and stakeholder friction: late payments, disputed invoices 
and weak collaboration.

Five persistent AP and spend issues

● SaaS sprawl: duplicated tools, unused licences, departmental buying, 
auto-renewals and weak offboarding.

● AI cost leakage: pilots that become permanent, embedded AI 
charges, unpredictable usage, unclear ownership and insufficient 
measurement of realized value.

Two newer issues to add

The finance leader’s challenge is to move control upstream: from paying invoices accurately to shaping demand, 
approving commitments, monitoring consumption and proving value.
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The spend-control challenge has broadened



The five main issues in 
accounts payable and 
spend management

To address these issues, organizations should consider 
leveraging advanced technologies, such as AP automation, 
data analytics, and integrated spend management platforms. 
These have evolved rapidly. In the last year, most now 
incorporate substantial use of agentic AI.

These solutions can help enhance fraud prevention, improve 
process efficiency, increase spend visibility, and strengthen 
supplier relationships.

Accounts payable remains exposed to billing fraud, vendor fraud, payment redirection, 
duplicate invoices and internal control failures. AI-generated emails, synthetic 
documentation and deepfake-style authorization attempts increase the need for robust 
supplier validation and human approval at key control points.

Fraud prevention

The original issues still matter, but the scope is wider Manual workflows delay approval, increase data-entry error and make exception handling 
slow. Automation reduces cycle time, but the real benefit comes when processes are 
redesigned around clear policies, clean supplier data and structured approval logic.

Inefficient processes

Finance teams need visibility over invoices, open purchase orders, committed spend, 
contracted spend, renewal dates, license utilization and AI usage. Visibility is no longer only 
a reporting issue; it is a precondition for control.

Lack of spend visibility

Audit trails, segregation of duties, data-retention rules, tax compliance and AI governance must 
be built into the operating model. Automation that lacks control can simply move risk faster.

Compliance and risk management

Integrated AP and procurement processes improve supplier relationships, payment timing, 
cash forecasting and negotiation leverage. The same principles now apply to technology 
vendors and AI-enabled SaaS providers.

Supplier and stakeholder management
Technology helps most when it connects policy, 

approval, transaction data and supplier intelligence. 
Tools alone cannot solve poor ownership, unclear 

approval rules or weak data foundations.
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Manual AP processes still create unnecessary 
cost and risk

For many organizations, the strongest initial business case for AP 
automation is still operational. Manual invoice processing and 
approvals create avoidable friction at exactly the point where the 
business needs speed, accuracy and control. Invoices wait in inboxes, 
approvers are unclear, supporting documents are missing, and 
finance teams become the escalation point for every delay.

These problems are not merely administrative. They affect cash 
forecasting, supplier relationships, employee productivity and 
financial control. A delayed invoice may lead to a late payment 
penalty, a missed early-payment discount, a disputed supplier 
relationship or an understated liability. A duplicated invoice may be 
small in isolation but material when repeated across thousands of 
transactions.

The purpose of automation is therefore not simply to process 
invoices faster. It is to create a controlled digital pathway from 
purchase request to approval, receipt, invoice, payment and 
reporting. That pathway provides the audit trail, structured data and 
exception visibility needed for stronger financial management.

Automation remains the foundation of the business case

● Invoices arrive outside agreed 
channels

● Purchase orders are missing or 
incomplete

● Approvals depend on email chains
● Supplier-bank changes lack 

independent verification
● Exceptions are resolved manually 

and inconsistently
● Duplicate payment checks happen 

too late
● AP data is not available in time for 

spend analysis

Typical failure points

● Higher processing cost
● Poorer cash visibility
● Weak audit evidence
● Greater fraud exposure
● Lost discounts
● Supplier friction
● Less time for analysis and 

control improvement

Finance impact

Manual AP is not merely inefficient. It weakens the 
organization’s ability to see, challenge and control spend 

before cash leaves the business.
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Fraud prevention needs 
a stronger 2026 lens

Accounts payable teams have always been attractive targets for 
fraud because they control supplier records, payment runs and high 
volume transactions. Traditional controls such as three-way 
matching, duplicate payment checks, segregation of duties and 
bank detail verification remain essential. The difference now is that 
fraud attempts can be more convincing and easier to scale.

AI-generated correspondence can imitate a supplier’s tone, 
generate plausible explanations, create supporting documents and 
personalize social engineering attempts. Voice and video 
manipulation also make informal approval shortcuts more 
dangerous. The response is not to abandon automation, but to build 
stronger control points into digital workflows.

Vendor-master governance; independent call-back procedures for bank detail 
changes; approval thresholds for unusual payments; duplicate payment 
analytics; anomaly detection; segregation of duties; payment run review; 
role-based access; full audit logs; supplier risk screening.

Controls that become more important

AI improves detection, but also raises the threat level
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Modern tools can compare payment behavior against history, flag unusual 
invoice patterns, identify duplicate or near-duplicate invoices, detect 
supplier-data changes, monitor outlier payment terms and highlight policy 
breaches before the payment run.

AI-enabled detection opportunities

Fraud systems create alerts, not certainty. Finance teams still need to 
review context, contact known supplier representatives, challenge 
business users and intervene where urgency, authority pressure or 
unusual payment routes suggest heightened risk.

Human judgement remains vital

The control principle is simple: any change that affects who gets paid, how much is paid, or where money is sent needs 
independent verification, a clear audit trail and an escalation path for exceptions.



Spend visibility now needs to include 
commitments and consumption
A practical action plan for the next 90 days
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The original report rightly emphasized that organizations cannot optimize 
what they cannot see. That remains true, but the definition of spend 
visibility needs to expand. Traditional spend analysis often starts with 
supplier invoices and general ledger data. That view is useful, but it is 
retrospective. It tells finance what has already happened.

A more effective model connects four views of spend: contracted spend, 
committed spend, invoiced spend and consumed spend. This matters 
especially for SaaS and AI. A business may be committed to a multi-year 
software agreement, consuming only a fraction of the paid licences, and 
simultaneously triggering additional AI charges through usage-based 
features.

The finance team therefore needs a more integrated data model. 
Supplier, contract, procurement, AP, ERP, HR, IT asset, SaaS management 
and cloud/AI usage data all contribute to the same answer: are we 
buying the right things, at the right price, with the right controls, and are 
we using them well?

What have we legally committed to? Contract terms, 
renewal dates, minimum volumes, price escalators 
and termination rightsContracted

What has been approved but not yet invoiced? 
Purchase orders, subscriptions, project commitments 
and open approvals.Committed

1

2

What has arrived for payment? Invoice volumes, 
exceptions, duplicate risk, payment timing and 
coding accuracy.Invoiced

3

What has actually been used? License usage, API 
consumption, AI tokens, active users, cloud compute 
and business outcomes.Consumed
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Forrester’s IT spend-management model is useful here: visibility comes first, then control, then optimization. 
Without visibility, cost reduction quickly becomes guesswork.



How can 
technology 
help?
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The opportunity for automation 
remains substantial

AP automation remains one of the most practical entry points for finance 
transformation because the process is high-volume, rules-based and measurable. 
Invoice capture, coding, matching, approval routing, exception management and 
payment status reporting can all be improved with modern platforms. The benefits 
are immediate: lower manual effort, faster cycle times, fewer errors and better 
visibility.

The larger benefit is that automation creates structured, reliable process data. 
Once invoice and approval data are captured consistently, finance teams can 
analyze exception causes, identify supplier issues, improve purchasing 
compliance, detect anomalies and forecast cash more accurately. In other words, 
automation is not the end state; it is the platform for better control and insight.

The implementation lesson is to automate the process you want, not the process 
you currently tolerate. If approval rules are unclear, supplier records are duplicated 
or purchase orders are routinely bypassed, automation will expose those 
weaknesses. That is useful, but only if the project includes process redesign, 
ownership and data cleanup.

Invoice capture and validation; PO matching; approval routing; 
payment -status updates; duplicate invoice checks; exception 
queues; supplier queries; month-end close support; coding 
suggestions; supplier statement reconciliation.

Processes to automate first
AP automation creates the data foundation for more 
intelligent finance operations
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Processing cost per invoice; cycle time; touchless processing 
rate; exception rate; duplicate payments prevented; 
late-payment fees; early-payment discounts captured; 
approval ageing; supplier-query volumes; audit findings.

What to measure

Automation does not remove the need for human 
judgement. High-value payments, unusual vendors, tax 
anomalies, bank changes and policy exceptions still 
require clear accountability and escalation.

What not to ignore



Procure-to-pay connects 
control before and after 
the invoice

Invoice automation improves the end of the process, but spend control starts 
earlier. Procure-to-pay systems connect requisition, approval, purchase order, 
receipt, invoice and payment into a single controlled pathway. This matters 
because AP teams often see the problem only when the invoice arrives, by 
which time the supplier has already delivered, the business has already 
committed and the negotiation opportunity may have passed.

A well-designed P2P process gives finance a clearer view of committed spend, 
budget impact, supplier choice and approval status. It also gives procurement 
better data for category management and supplier performance. The result is 
a more proactive model: preventing off-policy spend rather than correcting it 
after the event.

Budget control before commitment; preferred supplier buying 
channels; purchase-order compliance; goods and services receipt; 
three-way matching; supplier collaboration; contract compliance; 
approval evidence; supplier performance data.

Where P2P adds value

AI improves detection, but also raises the threat level
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P2P data improves cash forecasting, strengthens accruals, 
reduces maverick spend, improves working-capital decisions, 
supports negotiation and reduces the risk of surprise invoices 
arriving after the budget has already been consumed.

Why CFOs should care

Make the approved buying route the easiest route. If controls 
slow the business down, users will find informal workarounds 
and spend visibility will deteriorate.

Design principle

The distinction is important: AP automation helps pay the right invoice efficiently. A strong P2P process helps 
ensure the right purchase was made in the first place.



From automation to agentic AI

The Q1 2025 report introduced AI, machine learning and AI agents. The update is that 
agentic AI is now becoming a serious operating model discussion for finance. Instead of 
merely suggesting a code or flagging an exception, an AI agent can monitor a queue, 
interpret documents, gather missing information, compare records, recommend a 
resolution and trigger the next workflow step subject to policy and approval rules.

This does not mean autonomous finance without controls. The best use cases are 
bounded, repeatable and evidence-based. In AP and procurement, agents are most 
useful where they can work across systems and documents: matching invoices to 
purchase orders, resolving supplier queries, checking policy compliance, preparing 
approval packs, identifying contract leakage or surfacing unusual spending patterns.

The operating model changes because people spend less time moving work through 
the process and more time designing the process, handling exceptions, managing 
suppliers, improving controls and challenging demand.

Supplier onboarding checks; invoice exception 
resolution; PO matching; contract comparison; spend 
classification; policy guidance; supplier risk monitoring; 
payment timing recommendations; renewal preparation; 
missing information requests.

Agentic AI can help with

The technology conversation has moved on from OCR and workflow alone
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Set policies; define escalation rules; approve high-risk 
actions; investigate exceptions; validate 
recommendations; manage suppliers; track value; tune 
processes; own governance and accountability.

The human role changes to

Bain describes the direction of travel as autonomous, intelligent procurement. PwC describes AI agents as part of a new finance 
operating model. Both point to the same conclusion: finance processes are becoming orchestrated, not merely automated.

Sources: Bain, “The Rise of Autonomous, Intelligent Procurement”; PwC, “How AI agents help drive a new finance operating model.”



High-value AI use cases 
in AP, procurement and 
spend management

AI value is strongest where there is enough transaction volume, enough data and 
a clear decision pattern. Finance teams should avoid treating AI as a 
general-purpose magic layer and instead identify specific workflows where the 
current process is slow, expensive, inconsistent or analytically difficult.

The best early use cases usually share four characteristics: the data already 
exists, the task is repeated often, the risk can be bounded, and the outcome can 
be measured. AP and procurement contain many such opportunities, but the 
highest-risk actions still need human review and clear segregation of duties.

Summarize the exception, gather missing documents, compare PO and 
invoice data, propose resolution and route to the right approver.

Invoice exceptions

Prioritize bounded workflows with clear evidence and 
measurable value

Monitor changes in supplier records, insurance, sanctions, bank details, 
payment patterns and performance signals.

Supplier risk

Classify spend, identify anomalies, detect supplier fragmentation, surface 
maverick spend and prepare category insights.

Spend analytics

Compare invoices and POs against negotiated terms, identify off-contract 
pricing and flag renewal or volume commitment issues.

Contract leakage

Combine contract terms, usage data, owner feedback and benchmark 
information into a renewal decision pack.

SaaS renewal reviews
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AI should be assessed using the same commercial discipline 
as any other finance transformation investment: baseline the 
current cost, define the target outcome, measure adoption 

and track realized benefit.
Track usage, allocate cost to owners, detect spikes, compare model 
choices and challenge underperforming pilots.

AI cost monitoring



Human intervention 
remains vital

The Q1 2025 report was right to emphasize the continuing role of human 
judgement. That point is even more important in an AI-enabled operating 
model. Technology can process, compare, classify, summarize, 
recommend and route. Humans still own policy, judgement, relationships, 
escalation, ethical choices and accountability.

As routine work is automated, AP and procurement roles should become 
more analytical and control-oriented. Teams need to understand 
exceptions, supplier behavior, system outputs, spend patterns and the 
limitations of AI recommendations. Training should therefore cover not 
only how to use new tools, but how to challenge them.

The organizations that capture the most value will not simply install 
software. They will redesign roles around exception management, 
supplier engagement, spend insight, policy ownership and continuous 
improvement.

Fraud investigation; supplier relationship management; policy 
design; complex approvals; disputed invoices; negotiation strategy; 
exception root-cause analysis; AI performance review; process 
improvement; value tracking.

Work that becomes more human, not less

Automation changes finance work; it does not 
remove accountability
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Data literacy; process thinking; vendor management; AI fluency; 
controls design; commercial analysis; change management; ability to 
interpret and challenge system recommendations.

Skills finance teams need

Finance leaders need to communicate that automation is not 
just a cost-reduction program. It is a shift in where finance 
creates value.

Leadership implication

Source: EY finance transformation commentary emphasizes combining accounting expertise with technology proficiency.



What finance leaders 
should do now

The best starting point is not a large technology program. It is a 
structured diagnostic that identifies where spend control is weakest and 
where technology can create measurable value. Finance leaders should 
look across AP, procurement, SaaS, AI and technology spend together 
because the boundaries between these areas are increasingly blurred.

A practical 90-day plan should combine visibility, governance and value 
selection. First, build the spend map. Second, identify the highest-friction 
workflows. Third, tighten renewal and approval controls. Fourth, select a 
small number of automation or AI use cases with clear baselines. Fifth, 
define the metrics that will prove whether the change has worked.

Supplier spend, AP volumes, SaaS apps, AI tools, 
contracts, renewals, usage and owners.

1. Map the landscape

A practical action plan for the next 90 days

Focus on high-volume, high-risk or high-cost areas: invoice 
exceptions, matching, approvals, SaaS renewals and AI usage.

2. Prioritize workflows

Vendor-master changes, payment approvals, AI actions, SaaS 
purchasing, renewal reviews and access management.

3. Strengthen controls

Track cycle time, exception rate, duplicate payments, 
license utilization, AI usage cost and realized savings.

4. Build the value scorecard

Move AP and procurement towards exception management, 
supplier insight, spend optimization and governance.

5. Redesign rolesThe aim is not to slow the business down. The aim is to make 
the approved route easier, the unapproved route visible, and 

the cost of technology-enabled work measurable.
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What are 
the 
benefits?
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Lower manual effort, fewer duplicate payments, reduced maverick 
spend, better license utilization and stronger renewal negotiations.

Cost savings

Faster invoice capture, routing, approval, matching, 
exception resolution and supplier query handling.

Efficiency

Real-time view of invoices, open commitments, SaaS usage, 
renewal dates, AI consumption and spend trends.

Visibility

Stronger controls, better audit trails, fraud detection, supplier 
validation and policy compliance.

Risk mitigation

Better spend analytics, supplier performance insight, demand 
management and working capital decisions.

Decision quality

Finance, AP and procurement teams spend less time chasing 
transactions and more time creating value.

Strategic capacity

Benefits of adopting 
new technologies

The benefits of AP automation and spend management platforms 
remain compelling: lower processing cost, faster approvals, fewer 
errors, better compliance and stronger supplier relationships. The 
update is that these benefits now extend into broader technology 
spend governance and AI-enabled operating models.

For CFOs, the value case should combine hard savings with control 
improvement and decision quality. Some benefits are visible in 
headcount capacity or lower invoice processing cost. Others show up 
through avoided duplicate payments, reduced late-payment 
penalties, improved cash forecasting, stronger negotiation positions, 
lower SaaS waste or better enforcement of purchasing policy.

The most mature organizations will use these technologies not only 
to process transactions but to continuously challenge demand, 
supplier performance, contract leakage, software usage and AI 
consumption.

The benefit case is broader than invoice 
processing efficiency

16



AI value is real, but 
ROI is not automatic

The last 12 months have made one point clear: AI investment is 
increasing, but returns are uneven. Many organizations are moving 
beyond pilots, yet measurable ROI depends less on the novelty of 
the tool and more on use-case selection, integration into 
workflows, data readiness, adoption and governance.

BCG’s finance research reported median AI ROI of only 10%, with 
around one-third of finance leaders seeing limited or no gains. 
Deloitte similarly describes a paradox of rising AI investment and 
elusive returns. KPMG’s AI Pulse research shows that leaders still 
expect to maintain or increase AI spending, which makes 
disciplined value tracking more important rather than less 
important.

For finance leaders, the lesson is not to slow down adoption 
indefinitely. It is to stop treating AI as an experiment with unclear 
economics. Every meaningful AI initiative should have a baseline, 
an owner, a cost model, a control model and a value hypothesis 
that can be tested.

The CFO needs to turn AI enthusiasm into 
measurable outcomes

● Time saved or capacity released

● Cycle time reduction

● Exception rate reduction

● Error or duplicate payment reduction

● Cash flow or working capital benefit

● Risk reduction or control improvement

● User adoption

● Ongoing AI run cost

● Net realized benefit

A practical AI value 
scorecard

What process is changing? 

What cost or risk is being 
removed? 

What human approval remains? 

What data does the AI need? 

What will the AI cost at full usage? 

What happens if the 
recommendation is wrong? 

Who owns performance after 
go-live?

Questions before 
scaling
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AI does not remove the need for a business case. It makes 
the business case more important because the cost base 

can scale with usage.

Sources: BCG, “How to Get ROI from AI in the Finance Function”; Deloitte, “AI ROI: The paradox of rising investment and elusive returns”; KPMG AI Quarterly Pulse.



Building the 
business case

The business case for AP automation and spend management should start with the current 
baseline. How many invoices are processed each month? How long does each take? What 
proportion requires manual intervention? How many approvals are late? How many supplier 
queries are raised? How much time is spent on rework, reconciliation and chasing 
information?

Direct labor savings are only part of the value. Many organizations choose not to reduce 
headcount, but to redeploy capacity into higher-value work such as supplier management, 
cash forecasting, controls improvement and spend analysis. That is still a genuine benefit if 
the organization can point to the work that is now being done and the outcomes it creates.

The newer business case should also include SaaS and AI governance. Reducing unused 
licenses, avoiding unnecessary AI add-ons, controlling usage-based costs and challenging 
renewals can generate savings that sit outside the traditional AP automation calculation.

Invoice volume; cost per invoice; cycle time; 
exception rate; duplicate payment incidents; 
late-payment fees; discount capture; approval 
ageing; number of suppliers; number of SaaS 
apps; paid versus active licenses; AI usage costs.

Baseline measures

Measure direct savings, avoided costs and capacity released
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Process efficiency; avoided errors; fraud prevention; 
working capital improvement; supplier negotiation; 
maverick-spend reduction; SaaS rationalization; AI 
cost control; audit and compliance improvement; 
capacity released for analysis.

Benefit categories

A strong business case does not promise vague transformation. It connects specific use cases to measurable 
operational, financial and control outcomes.



What about 
the cost of 
technology?
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Controlling the 
cost of AI

The most important addition to this report is the need to manage AI itself as a controllable 
spend category. Finance teams are used to reviewing software licenses and implementation 
projects. AI costs can behave differently. They may be subscription-based, usage-based, 
embedded in existing SaaS products, linked to model consumption, driven by data volumes or 
hidden inside consulting and implementation projects.

This creates a familiar pattern: the business starts with pilots, teams adopt different tools, 
vendors add AI features, consumption increases, and finance only sees the full cost after 
invoices arrive. The same pattern previously created SaaS sprawl; AI can amplify it because 
usage may grow automatically as workflows become embedded.

A sensible cost-control model does not block AI adoption. It makes AI spend visible, allocates 
ownership, connects usage to business value and creates guardrails before costs scale.

User licenses; embedded AI add-ons; API/model 
usage; token or inference costs; training and 
tuning; data storage; vector databases; workflow 
automation; monitoring tools; security and 
governance; implementation support; user training 
and change management.

Common AI cost components

AI is becoming a new spend category, not just a productivity tool
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AI tool register; business owner for each AI use 
case; usage dashboards; approval thresholds; 
cost allocation or showback; model/vendor 
rationalization; pilot stop/go criteria; security and 
data review; periodic value review; renewal 
discipline.

Controls to introduce

FinOps for AI focuses on cost complexity, spend unpredictability, policy, governance, allocation, forecasting and 
optimization decisions that align consumption with business value.

Source: FinOps Foundation, “FinOps for AI”.



FinOps for AI: a finance 
discipline for variable 
digital consumption

The FinOps discipline emerged around cloud cost management, but 
its principles are increasingly relevant to AI and SaaS. The reason is 
straightforward: modern digital costs are often variable, distributed and 
usage-driven. A traditional annual budget and monthly invoice review 
are too slow to control consumption that can change daily or even 
hourly.

For AI, the finance question is not only “what license have we bought?” 
but also “what workload is running, which model is being used, how 
often is it called, who benefits, what business outcome is created, and 
could the same result be achieved at lower cost or lower risk?”

A finance-led FinOps approach does not require the CFO to become a 
data engineer. It does require the CFO, CIO, CTO and functional leaders 
to agree how AI costs are tagged, allocated, forecast, governed and 
optimized.

From budgets and invoices to allocation, 
forecasting and optimization

21

Make consumption visible by 
owner, use case, vendor, 

model and business process

1. Inform

Assign costs to the 
teams or processes that 
create the consumption. 
Use showback first if 
chargeback would slow 
adoption.

2. Allocate

Model expected cost at 
production volumes, not 
just pilot volumes. Include 
governance, data and 
compliance costs.

3. Forecast

Review model choice, 
prompt/workflow design, 
caching, automation 
frequency and whether 
cheaper alternatives meet 
the business need.

4. Optimize

Set thresholds, 
escalation rules, 
approved tools, data 
rules and periodic 
value reviews

5. Govern

AI cost control should be designed before scale. Retrofitting cost 
governance after hundreds of workflows are already live is much harder.

Sources: FinOps Foundation, “FinOps for AI”; FinOps 2025 report 
on AI spending management.



Controlling SaaS 
spend

SaaS has brought speed and flexibility, but it has also created a new 
form of spend leakage. Tools are bought by individual teams, licenses 
remain active after people leave, overlapping platforms solve similar 
problems, renewal dates are missed and price increases become 
embedded through inertia. AI features now add a further layer of 
complexity because vendors can introduce premium add-ons, 
usage-based components or new pricing models inside existing 
software relationships.

This is not purely an IT issue. It affects cash, budgets, operating 
leverage, cyber risk, data protection and procurement discipline. 
Finance should therefore treat SaaS as a category requiring the same 
rigor as any major supplier category: ownership, contracts, usage data, 
renewal governance and value review.

Duplicate tools; unused licenses; weak offboarding; business-owned 
apps outside procurement; untracked renewals; escalating seat 
counts; unclear contract terms; no business owner; premium features 
switched on by default; inconsistent security review.

Typical signs of SaaS sprawl

SaaS sprawl is now a core spend-management issue
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Create a central application register; assign an owner; track renewal 
dates; connect license data to HR joiner/mover/leaver processes; 
require approval for new apps; benchmark usage; review duplication; 
manage AI add-ons explicitly.

Governance basics

Paid licenses versus active users; cost per active user; number of 
duplicate tools by function; renewal savings; avoided spend; AI add-on 
adoption; tools with no owner; subscriptions without current contract 
documentation.

Finance metrics

The most expensive software is not always the highest-priced system. It is often the tool that is paid for, lightly 
used, duplicated elsewhere and automatically renewed without challenge.



A practical SaaS 
renewal control model

Many SaaS savings are not found through dramatic vendor negotiations. They 
are found through basic commercial discipline applied consistently before 
renewal. The key is timing. By the time a renewal invoice arrives, the business 
has often lost leverage. By reviewing usage, ownership and alternatives 90 to 
120 days before renewal, finance and procurement can make better decisions.

A renewal review should combine contract information with real usage data and 
business judgment. Is the system critical? Are all licenses needed? Are there 
overlapping tools? Has the vendor added AI features that increase cost? Is 
pricing still competitive? Can seat counts, modules, support tiers or contract 
terms be changed?

The process needs to be light enough that teams use it, but disciplined enough 
to prevent automatic renewals becoming a source of invisible cost growth.

Renewal governance is where finance can capture quick wins

120 days 
before

renewal

Confirm owner, contract terms, notice period, current 
cost, renewal date and vendor contact

Review active usage, unused licenses, duplicate tools, 
security/data issues and AI add-on costs

Decide: renew, reduce, consolidate, renegotiate, 
replace or cancel. Prepare negotiation position

Finalize commercials, update budgets, communicate 
changes and remove unused access

Track savings, update application register and 
schedule the next review.

90 days 
before

renewal

60 days 
before

renewal

30 days 
before

renewal

AfteR
 renewal

The CFO question for every major SaaS renewal: “Would we buy this again today, at this price, for this number of 
users, knowing what we now know?”
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Selecting 
the Right 
Solution
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Selecting the 
right solution

The basic selection disciplines remain unchanged: be clear on 
requirements, understand integration needs, test vendor claims, 
involve users, review implementation support and check references. 
The update is that vendor selection now needs a much sharper view of 
AI capability, data governance, cost model and extensibility.

A good demo should show the messy reality of your process, not a 
perfect happy path. Ask vendors to demonstrate exceptions, missing 
POs, supplier-bank changes, duplicate invoices, budget breaches, SaaS 
renewal workflows and AI-generated recommendations. The more 
important the process, the more you should test explainability, audit 
trails and human override.

The right answer may not be a single platform. It may be a combination 
of ERP, AP automation, procurement, spend analytics, contract 
management, SaaS management and AI governance capabilities. The 
selection question is therefore not only “which tool is best?” but “which 
architecture gives us control, insight and flexibility?”

ERP/accounting integration; workflow flexibility; three-way matching; 
supplier management; audit trails; reporting; mobile approvals; 
tax/e-invoicing support; security and access controls; 
implementation support.

Core requirements

The 2026 selection process must test AI, SaaS and 
governance capabilities
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Explainability; configurable human approval; role and value limits; 
audit logs; data-retention rules; customer-data protection; 
model/vendor transparency; monitoring of accuracy; cost visibility; 
ability to disable or restrict AI features.

AI requirements

Transparent pricing; clear AI add-on costs; usage-based pricing 
controls; renewal terms; support tiers; implementation costs; API 
charges; exit rights; data export; ability to scale down as well as up.

Commercial requirements



Procurement is becoming 
more intelligence-led

The opportunity in procurement is larger than workflow efficiency. AI can 
support demand management, category strategy, supplier discovery, 
negotiation preparation, supplier risk monitoring and contract compliance. 
Bain argues that AI-enabled procurement can boost productivity and 
increase ROI substantially where it is deployed effectively. BCG also points 
to meaningful cost-reduction potential where GenAI is applied to 
procurement workflows and categories with discipline.

For mid-market and scaleup finance teams, the practical implication is not 
necessarily to build sophisticated AI procurement tools from scratch. 
Many organizations will adopt a hybrid approach: using embedded AI 
features within existing procurement or AP platforms, specialist tools for 
specific problems, and carefully governed AI assistants for analysis and 
decision support.

Demand shaping; supplier shortlisting; category insight; spend 
classification; contract analysis; supplier risk alerts; negotiation 
preparation; buying-channel guidance; policy advice; value leakage 
detection.

Where AI changes procurement

AI-enabled procurement goes beyond processing 
purchase requests
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Build gives the most control but highest cost and complexity. Buying 
specialist tools can accelerate deployment. Adopting embedded AI 
inside existing platforms may be the easiest route, but offers less 
differentiation and may create vendor lock-in.

Build, buy or adopt embedded AI?

Procurement becomes a partner in AI and SaaS governance: 
challenging demand, assessing vendors, reviewing terms, managing 
renewals and ensuring that promised value is reflected in measurable 
outcomes.

Procurement’s new role

The strategic shift is that procurement can help finance govern technology vendors, SaaS commitments and 
AI-enabled services, not just traditional goods and services suppliers.

Sources: Bain, “The Rise of Autonomous, Intelligent Procurement”; BCG procurement and GenAI commentary; Deloitte GenAI in procurement guidance.



ERP, best-of-breed or 
orchestration layer?

The Q1 2025 report compared ERP and best-of-breed P2P solutions. That 
comparison remains useful. ERP and accounting systems are strong at 
recording transactions and maintaining financial control. Specialist AP, 
procurement, expense, contract and SaaS-management tools can provide 
deeper workflow, supplier collaboration, analytics and user experience. 
But the next stage is not simply another system decision.

As AI agents mature, the architecture question becomes: which system 
holds the source of truth, which system owns the workflow, and what 
orchestration layer connects the work across systems? A finance agent 
may need to read a contract, query a procurement record, compare an 
invoice to a PO, check budget availability, assess supplier risk and prepare 
an approval recommendation. That requires integration and governance, 
not just isolated automation.

The old architecture question needs a 2026 update

ERP strengths
Financial control; 

accounting records; 
master data 
governance; 

compliance; reporting; 
standard transactions; 

auditability.

Best-of-breed 
strengths

Workflow depth; user 
experience; supplier 

collaboration; specialist 
analytics; rapid 

implementation; 
domain-specific AI 

features.

Orchestration 
layer role

Connect documents, 
data, policies and 

actions across systems 
while preserving 

approvals, audit trails 
and segregation of 

duties.

CFO design 
question

Where does control sit, 
where does intelligence 

sit, and how do we 
prevent automation 

from bypassing 
governance?

27

The emerging architecture is likely to be a controlled ecosystem: ERP as the financial system of record, 
specialist tools for workflow depth, and AI-enabled orchestration across processes with clear guardrails.



Controls and approvals 
remain vital in an 
AI-enabled model

The more work technology performs, the more important the control 
model becomes. A traditional approval workflow determines who can 
approve a transaction. An AI-enabled workflow may also classify the 
transaction, interpret documents, recommend action, route work, trigger 
follow-up requests and prepare evidence. Each of those actions needs 
rules, accountability and a reliable audit trail.

Finance leaders should avoid two extremes. One is to block useful 
automation because the control model has not evolved. The other is to 
allow AI-enabled tools to act across sensitive processes without clear 
boundaries. The right approach is controlled autonomy: allow technology 
to do repeatable work, but define precisely where human approval, 
escalation or independent verification is required.

What data is used by the AI? Is customer data retained or used for 
model improvement? Can AI actions be restricted by role, value and 
risk? Are recommendations explainable? Are audit logs complete? Can 
humans override decisions? How are false positives and false 
negatives monitored?

Governance questions for vendors

Automation increases the need for thoughtful governance
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Role-based access; approval thresholds; bank change verification; 
exception queues; audit logs of AI actions; human approval for 
payments; model/vendor risk review; data-retention controls; 
monitoring of AI performance; periodic access review.

Controls to require

AI may recommend. Policy decides. Humans remain accountable for 
risk appetite, approvals and exceptions.

Practical principle

Segregation of duties must be rethought for digital workflows. If an AI agent can read, recommend, route and trigger actions, the 
organization needs to know which actions are advisory, which are automated and which require human approval.

Sources: PwC responsible AI/AI agent commentary; EY finance technology transformation commentary.



Key factors to consider include:
Integration: Integrating AP automation software with existing accounting and ERP systems is critical, as most AP automation solutions 
are standalone and do not provide full accounting features. Seamless integration is required to streamline processes and data flow. 

Global requirements: E-invoicing and tax regulations vary by country and change regularly, so companies need to ensure the AP 
automation software can process fully compliant invoices across different jurisdictions. Understanding global requirements is key. 

Industry-specific needs: Many industries have unique sourcing, contracting, supplier management and purchasing practices that AP 
automation solutions need to accommodate. Finding a solution that fits the company's specific industry requirements is important. 

Onboarding and training: Proper implementation and training are crucial for AP automation to be effective. If not managed well, the 
transition from manual to automated processes can be challenging for employees. Seamless onboarding is essential. 

Vendor capabilities: The procure-to-pay (P2P) software market is relatively mature, but vendors may not have market-leading 
capabilities across the full suite. Compromises or supplemental solutions may be required to meet all the company's needs.

In summary, no single solution fits all requirements. Be clear about your needs, and choose systems that best match them.
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How to find the right solution for you

● Be clear on your requirements and what is important to you.

● Examine all the alternatives. Read reviews, ask for recommendations from fellow finance leaders.

● Software comparisons are available in a number of places. 
○ The reviews on G2 are particularly useful: 

■ https://www.g2.com/categories/accounts-payable-ap-and-spend-analysis
■ https://www.g2.com/categories/ap-automation

● Make a short list:
○ Ask vendors on your shortlist questions that will determine whether they meet your needs.
○ Consider whether a demo from the vendor would be useful, and don’t be afraid to ask the vendor to 

tailor the demo to show how their product specifically meets your key needs.
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https://www.g2.com/categories/accounts-payable-ap-and-spend-analysis
https://www.g2.com/categories/ap-automation


Vendor demo scorecard

Vendor demonstrations are most valuable when they are structured around your business scenarios rather than the vendor’s standard product tour. 
Give vendors realistic examples: a missing PO, a supplier-bank change, a duplicate invoice, an urgent payment request, an unused SaaS license 
pool, an AI add-on renewal or a policy exception. Then score how the system handles the work, evidence, controls and reporting.

The scorecard should be completed by finance, procurement, IT/security and business users. A solution that looks elegant to finance but is 
awkward for business users may drive workarounds. A solution that delights users but lacks auditability may create unacceptable risk.

Questions to use when assessing AP, spend, SaaS and AI-enabled solutions
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Does it handle real exceptions, approvals, 
supplier queries and purchasing workflows?

Process fit

Are approvals, segregation of duties, audit 
logs and bank-change controls robust?

Control strength

Does it provide useful spend, supplier, 
SaaS, AI and renewal analytics?

Insight

Does it connect cleanly with ERP, accounting, 
HR, procurement and identity systems?

Integration

Can Al recommendations be explained, 
restricted, audited and costed?

AI governance

Are implementation, support, API, Al usage 
and renewal costs transparent?

Commercial clarity

The best demo question is: “Show us exactly how this would work in our process, with our controls, our 
approval thresholds and our reporting needs.”



ExpenseIn - Smarter business 
spending, all in one place. 

ExpenseIn helps finance teams manage expenses, company card spend, 
approvals, supplier invoices and mileage in one connected system. With 
real-time visibility, policy-led controls, and cleaner reporting, finance 
leaders can stay closer to spend without adding more manual admin.

● Mobile expense capture, submission, and approval 

● Policy-led approvals before spend is posted 

● Real-time reporting by team, user, or project 

● Company cards with built-in spend controls

● OCR receipt scanning and digital receipt storage 

● Sync data to tools like AccountsIQ, Xero, and Sage

1m+
Expenses processed 

monthly

98%
Annual customer 

retention

50+
Countries around 

the world

Book a demo

Cards issued by Stripe.

https://www.expensein.com/
https://www.expensein.com/demo?utm_source=Grow_CFO_Report&utm_medium=digital&utm_campaign=Grow_CFO_Report


E-invoicing & 
Purchase-to-Pay Automation.
Yooz is a cloud-based P2P platform using AI & automation to capture, 
process and approve invoices, eliminating manual tasks and errors. It 
digitises workflows from purchase to payment, accelerating processing, 
improving visibility, strengthening controls and reducing costs—helping 
finance teams work smarter, scale easily and focus on strategic tasks.

If you could accomplish these five things and save time, save money, and 
dramatically improve your business processes, why wouldn’t you?

● Completely paperless AP
● Online real-time supplier relationship management
● Same day invoice approval
● Ability to capture cash back and available early payment discounts
● Mobile access: capture, edit, add attachments, approve, and view 

your documents from anywhere

80% Invoices automated without prior configuration

Book a Demo Today

Integrates with 250+ Financial Systems. 

Over 7,000 customers

400,000 companies

300 million documents processed  

© Yooz 2026 - Confidential / 2getyooz.com

https://www.getyooz.com/get-demo
https://www.getyooz.com/en-gb/
http://getyooz.com


FEATURED RESEARCHThe financial control layer 
for AI + Infrastructure.
TRUSTED BY

Cloud Capital is built for CFOs and CTOs running serious AWS and AI workloads, 

turning compute spend from an unpredictable line item into a managed margin lever. 

Shared visibility, accurate forecasts, aligned incentives.

Used by finance teams to:

● eparSate AI inference, training, and infrastructure costs
● Improve cloud COGS vs OpEx allocation and forecasting accuracy
● Give shared CFO × CTO visibility into infrastructure margin drivers
● Reduce cloud cost volatility through smarter commitment planning

PROOF Customers forecast cloud spend within ±3% and recover up to 38% of waste, with 5% cashback from day one.

Cost of Compute 2026
Our annual benchmark on how 100+ finance and 

engineering leaders are managing cloud and AI spend.

Get the report cloudcapital.co/the-cost-of-compute

CLOUDCAPITAL.CO

https://cloudcapital.co/the-cost-of-compute
https://www.cloudcapital.co/the-cost-of-compute
https://cloudcapital.co/the-cost-of-compute
http://cloudcapital.co


Cost Management Tech Showcase
Live demos from leading cost management solutions helping finance teams control 

spend, improve visibility, and drive smarter decisions.

Wednesday 24 June 2026  |  3:00 PM BST

FEATURING:

REGISTER NOW
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Conclusion

The case for AP automation and spend management has strengthened, not weakened. Manual processes still create cost, delay, risk and poor 
visibility. Procurement and AP still need to be connected. Finance still benefits from better controls, faster approvals, improved supplier 
relationships and more reliable data.

What has changed is the breadth of the opportunity and the risk. AI agents can accelerate finance operations and support procurement 
decision-making, but they also introduce new cost, governance and control questions. SaaS platforms can improve productivity, but they can also 
create sprawl, waste and hidden commitments. Technology spend is therefore becoming a mainstream finance issue.

The finance leaders who will gain the most will be those who combine innovation with discipline. They will automate where the business case is 
clear, use AI where it improves measurable outcomes, govern SaaS and AI spend as controlled categories, and redesign AP and procurement 
teams around insight, exception management and value creation.

Spend management is becoming a broader finance operating discipline
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The next version of spend 
management is not only about 
paying suppliers efficiently. It is 
about controlling commitments, 
consumption, technology-enabled 
work and business value across the 
organization.

Visibility first. Control second. 
Optimization third. Without that 
sequence, automation and AI risk 
accelerating the same weaknesses 
that manual processes created.

Final CFO message

Run a 90-day diagnostic across AP, 
procurement, SaaS and AI spend. 
Identify the top five process leaks, the 
top five renewal risks and the top five 
AI/SaaS cost-control opportunities.

Practical next step



Note: This report blends the Q1 2025 GrowCFO report with current external research and analyst commentary. It is written as practical guidance for CFOs and finance leaders 
rather than as a vendor ranking or product comparison.
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