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 + CFOs have a more dynamic set 
of responsibilities than ever before. 
The role has grown from strictly 
bookkeeping and traditional financial 
management, to having a key role 
in planning around market shifts, 
designing and executing digital 
strategies, managing cash flow, 
and cultivating top performing 
teams including transactional 
and strategic positions. 

 + Because of this, and the continuing 
impacts of the COVID-19 pandemic, 
CFOs are increasing their focus 
on improving working capital. 
Procurement, Accounts Payable, 
and Treasury need to align to effectively 
support the CFO in achieving the variety 
of organizational goals in their purview.

 + While the concept seems easy enough, 
we have found that it is not that simple. 
That’s because of major gaps caused 
by misconceptions about departmental 
and functional working relationships 
and competing priorities.  

 + This eBook will dispel these 
misconceptions and explain how 
to achieve alignment, effectively 
bridging the gaps between 
Procurement, AP, and Treasury 
to create a seamless end-to-end 
procurement transformation and 
attain CFO-level goals.

OPENING

When Procurement, Accounts 
Payable (AP), and Treasury 
departments are aligned around 
organizational goals and a focused 
strategy, companies experience a 
level of operational efficiency and 
connectivity that enables scaling. 
However, despite the immense 
value their collective efforts produce, 
departments often do not unite 
enough to achieve that potential. 
In fact, according to IOFM research 
only 35 percent of businesses report 
that their AP and procurement 
functions regularly collaborate.

Why? Because of the 
aforementioned misconceptions – 
gaps – that exist around competing 
priorities. Drawing on many years 
of experience across industries, 
Corcentric created this eBook 
to address some of these more 
common fallacies and explain why 
they are erroneous, and provide 
practical solutions and approaches 
to overcoming these unnecessary 
pitfalls by bridging the gaps 
between Procurement, Accounts 
Payable, and Treasury.

Preamble



Procurement, Accounts 
Payable, and Treasury 
can deliver value 
working in silos

Procurement and 
Accounts Payable 
serve different internal 
customers

Procurement, Accounts 
Payable, and Treasury 
manage separate processes 
and have different goals

Suppliers are not impacted 
by the disconnect among 
the three functions

Advanced technology solutions 
are the best place to start 
when you are growing fast and 
need to gain efficiency within 
Procurement and Finance

What’s Inside?
Click on the misconception to 
navigate through the guide.
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Payable, and Treasury 
can deliver value 
working in silos
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These three functions, 
regardless of reporting 
structure, have different 
priorities which results 
in a tendency to pursue 
diverging interests. Let’s 
look at these more closely:

 + Procurement: Ensures the organization 
makes optimal buying decisions, 
enables the business to obtain goods 
and services efficiently and compliantly, 
and handles supplier relations.

 + Accounts Payable: Completes 
the payments process and 
controls expenses.

 + Treasury: Responsible for managing 
the organization’s cash position 
and, as such, sets the terms 
and controls related risks. 

Each function has some element of controls 
they maintain, again related, but not in the 
same exact way.

The performance of each group is managed 
and measured differently, a key reason why 
unaligned departments cannot produce 
value collectively:

 + Procurement: Performance includes 
tracking spend under management 
(SUM), cost savings, and cost avoidance.

 + Accounts Payable: Performance is 
typically evaluated by tracking on-time 
payment percent, as well as invoice 
and payment cycle times.

 + Treasury: Performance is often 
evaluated against net working capital 
and achievement of cash conversion 
cycle targets. 

Reality
 
To optimize value, these groups must 
be in alignment working towards common 
goals, albeit with different responsibilities 
measured by separate metrics. 

Lack of alignment between these three 
groups results in:

 + Disparate processes that increase 
cycle times and create a host of 
inefficiencies

 + Failure to achieve individual objectives 
and make organizational progress 

 + Damaged internal stakeholder 
and supplier relationships

Solution
 
Each function plays a critical role in 
the source-to-settle lifecycle. Creating 
alignment requires collaboration and 
coordination, and this must be achieved 
early and then sustained. 

Corcentric works with Procurement 
and Finance departments individually 
to understand each of their target business 
outcomes, and then collectively to create 
alliances across the groups. This process 
is performed at the start of a transformation 
because these groups will be impacted 
directly by the results of the change, but 
also at the start of any major projects 
where they play a part. Both departments 
need to see each other as allies from the 
very beginning, so that critical decisions 
are made as a collective group rather than 
in a hierarchical or approval workflow.

MISCONCEPTION 1: PROCUREMENT, ACCOUNTS PAYABLE, AND TREASURY CAN DELIVER VALUE WORKING IN SILOS
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MISCONCEPTION 1: PROCUREMENT, ACCOUNTS PAYABLE, AND TREASURY CAN DELIVER VALUE WORKING IN SILOS

Consider how much more efficient 
procurement policy design would be 
if these groups met together in a 
coordinated manner and agreed on such 
critical areas like payment term compliance 
measures, sourcing and purchasing 
thresholds, and supplier onboarding 
requirements. Instead of taking weeks 
to gain agreement, it could be completed 
in days or even hours. Corcentric works 
diligently during the transformation 
assessment phase to solicit all relevant 
parties and get them to the table at the 
right time.

Here are some examples of how these 
groups can support each other and 
achieve alignment through metrics 
during a transformation:

PO and Invoice 
Management

Supplier 
Contracting

When Procurement owns validating 
accuracy and completion of all PO 
details, this removes the burden from 
Accounts Payable. In turn, the reduction 
of time spent coordinating with buyers 
results in:

 + Shorter average invoice 
management cycle times

 + Shorter invoice cycle times enables 
Accounts Payable to improve 
on-time payment % and manage 
Days Payable Outstanding (DPO)

 + Better control over DPO then leads 
to improved working capital 
and control over cash conversation 
metrics

When businesses continually pay 
their suppliers on time, suppliers 
are more likely to reward them, 
such as these examples:

 + Extending payment terms – 
improving DPO 

 + Holding excess safety for customers 
or accepting long-term blanket 
orders that enable customers to 
lock-in bulk quantity discounts. 
Both concessions allow businesses 
to carry lower inventory balances 
at lesser risk – reducing Days 
Inventory Outstanding (DIO)

 + Better management of DIO and DPO 
in turn increases net working capital 
and reduces the length of the cash 
conversion cycle, allowing Treasury 
to better manage supply chain-
related financial risks
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Procurement and 
Accounts Payable 
serve different 
internal customers
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Just as performance 
measurement varies 
by department, stakeholder 
disparity (real or perceived) 
can also throw up roadblocks 
to alignment:

 + Procurement serves all BU 

stakeholders by sourcing goods/

services needed at best value.

 + AP serves Finance by managing 
supplier payments in coordination 

with terms dictated by Treasury. 

Reality

Both AP and Procurement serve Finance 
and business unit stakeholders, while 
Treasury also plays an important role 
by supporting those stakeholders.

Solution
 
AP and Procurement must work with 
Treasury in order to align with higher 
level Finance strategies, because:

 + Procurement negotiates supplier 
contract terms in accordance with 
DPO strategy, while AP executes on 
behalf of the payment process; and,

 + AP must pay suppliers in accordance 
with payment terms and resolve 
issues when necessary with suppliers 
to ensure on-time payment.

Procurement and AP also both need 
to work with stakeholders to validate 
approval, receipt of goods/services, etc. 
All of this plays a role in supplier relationship 
management. When suppliers are paid late, 
they may put a hold on deliveries, increase 
prices, or charge additional fees. This can 
prevent stakeholders from receiving the 
goods/services they need and impact their 
budget consumption. At the same time, 
Treasury remains mindful of the risk tied 

to ensuring the organization has sufficient 
cash on hand and that the day-to-day 
activities carried out by Procurement 
and AP do not create any long-term 
risks for the organization’s financials.

That’s why Procurement, Accounts Payable, 
and Treasury need to align around working 
capital and supplier relationship strategies. 
The development of related policies and 
processes should be collaborative and 
include short- and long-term considerations 
for the business. At Corcentric, our 
approach brings together stakeholders 
in AP, Procurement, and Treasury – along 
with other critical decision makers – to 
ensure a synchronized strategy around the 
achievement of business outcomes.

We work with customers to map out 
current state processes across the source-
to-settle continuum, identify pain-points 
related to policy and procedure, help 
establish target business outcomes, 
and design future-state processes 
to achieve those outcomes sustainably.

MISCONCEPTION 2: PROCUREMENT AND ACCOUNTS PAYABLE SERVE DIFFERENT INTERNAL CUSTOMERS
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Procurement, when positioned 
and empowered, delivers value 
to stakeholders through:

MISCONCEPTION 2: PROCUREMENT AND ACCOUNTS PAYABLE SERVE DIFFERENT INTERNAL CUSTOMERS

Invoice Management - As 
mentioned earlier, a well-functioning 
AP department operates under highly 
efficient processes that result in 
accelerated processing of supplier 
invoices and payments. This gives 
Treasury more control over cash 
conversion cycle targets.

Strategic sourcing - Development 
of purchasing channels and 
consolidation of organization spend 
to lower costs and minimize supply risk. 
This can impact both DPO and DIO.

Negotiations and Contracting - 
During contracting Procurement 
is tasked with negotiating favorable 
service level agreements (SLA), such 
as payment terms. Extending payment 
terms allows for increased DPO and thus 
shortening the cash conversion cycle.

Purchasing Compliance / Spend 
Under Management - Ensuring 
organization spend occurs both 
through preferred suppliers and 
according to established policies and 
procedures maximizes organizational 
savings, increases financial visibility and 
accuracy, improves an organization’s 
ability to accurately forecast.

Cost Savings - Highly efficient AP 
teams take advantage of early payment 
discounts savings, the cumulative 
effect of which can free up a notable 
percentage of payables – according 
to IOFM, a 2% discount on Net 10 would 
be the equivalent of a 36.7% annual rate 
of return.

Cost Avoidance - Through invoice 
audits Accounts Payable can ensure 
suppliers invoice the business according 
to contracted pricing, and any invoice 
errors or discrepancies are accounted 
for and resolved.

Treasury plays a strategic advisor role 
to Procurement and the stakeholder 
community by providing valuable 
insights ahead of major decisions, 
such as when and how to implement 
a supply chain finance strategy 
and how that impacts the cash 
conversion cycle. In this example, 
the various stakeholder groups will 
be impacted in different ways which 
Treasury can help navigate by connecting 
the dots to how much flexibility they 
have around credit risk and cash flows.

Accounts Payable delivers value in 
their own right, both by complementing 
Procurement’s activities and driving 
working capital outcomes through 
the processes they own.
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Procurement, Accounts 
Payable, and Treasury 
manage separate 
processes and have 
different goals
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Even though Procurement 
and AP have a shared role 
in many processes across 
source-to-pay, the two 
functions often view each 
other as burdensome, and 
do not carry the same 
internal customer mindset 
when servicing other 
stakeholders. When 
Procurement and AP do not 
work together, this creates 
inefficiencies and adds cost 
to existing processes.

Reality
 
While it is true these departments 
are typically considered the owners 
of separate processes, there is a great 
deal of overlap and coordination 
between these groups is required 
to achieve optimization.  

Solution
 
A Procurement transformation can act 
as a powerful vehicle to achieving this 
coordination by performing a thorough 
assessment of processes that impact 
the three groups. Even within organizations 
that have mature Procurement, AP, 
and Treasury groups, it is rare that 
policies and processes are aligned 
cross-functionally. Achieving that 
alignment requires giving departments 
full visibility into how and where they 
intersect and operate among each other 
through well-documented policies and 
procedures, and a clear indication 
of roles and responsibilities.

MISCONCEPTION 3: PROCUREMENT, ACCOUNTS PAYABLE, AND TREASURY MANAGE SEPARATE PROCESSES AND HAVE DIFFERENT GOALS.

For example:

 + Supplier Onboarding - Since 
Procurement plays a key role in new 
supplier onboarding, they can support 
AP efficiency and reduce redundancies 
by ensuring AP has all required data 
and documentation during the 
sourcing and contracting phases.

 + PO Accuracy - Because Procurement 
has responsibility for the purchasing 
process, they should ensure purchase 
orders (PO) contain accurate data 
so that invoices are more likely to 
be correct downstream. The further 
upstream that processes and data 
can be verified, the more likely 
downstream activities will run 
smoothly and accurately.

 + Payment Discrepancies - Since 
AP is involved in the operational side 
of supplier management during 
the payment cycle, they can play 
an active role in communicating 
to Procurement issues like repeated 
errors on supplier invoices that 
impact the ability to pay on time. 
This way Procurement is aware 
of any relationship struggles during 
the next contract renewal or 
sourcing engagement.
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MISCONCEPTION 3: PROCUREMENT, ACCOUNTS PAYABLE, AND TREASURY MANAGE SEPARATE PROCESSES AND HAVE DIFFERENT GOALS.

Establishing metrics and KPIs for shared 
processes to evaluate the performance 
of both functions is another excellent 
way to use data as a method to keep 
each other in sync and on track:

Key metrics should be defined 
collaboratively and then built into 
a dashboard that is reviewed together 
at least on a monthly basis. When 
the two groups have the opportunity 
to assess positive and negative trends 
in the metrics, they can be more 
proactive in their approach to coming 
up with solutions to manage 
independent operations.

Supplier Onboarding
Cycle Time

# of PO and Invoice 
Discrepancies

Payment Cycle 
Times

# of Change 
Orders
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Suppliers are not 
impacted by the 
disconnect among 
the three functions

BRIDGING THE GAP BETWEEN PROCUREMENT, AP, AND TREASURY • 13 

04
MISCONCEPTION



BRIDGING THE GAP BETWEEN PROCUREMENT, AP, AND TREASURY • 14 

MISCONCEPTION 4 – SUPPLIERS ARE NOT IMPACTED BY THE DISCONNECT AMONG THE THREE FUNCTIONS.

Lack of departmental 
alignment is viewed almost 
exclusively through an 
internal lens in an 
organization, but the ripple 
effects of inefficiency 
and lack of integration 
often have external 
impacts as well:

 + Procurement has the most interaction 
with suppliers throughout their 
lifecycle with the company — from 
initial engagement during sourcing 
through the contracting process 
and implementation, and then in 
supporting business stakeholders 
to manage the relationship.

 + Accounts Payable plays a key role in 
supplier setup and data management, 
addressing inquiries and discrepancies, 
and following up on payment timing.

 + Treasury often plays a more indirect 
role with suppliers, such as supporting 
decisions around financial viability 
of critical suppliers. 

Reality
 
Suppliers are heavily impacted when 
Procurement, AP, and Treasury are not 
aligned. If Procurement is not aligned 
with Treasury around flexibility in payment 
timing, terms, and even currencies, 
Treasury will be the one to have to mitigate 
the negative impact to cash position 
long after negotiations have ended. 

When AP is not aligned with Procurement, 
suppliers may get hit up for payment term 
extensions during the contract lifecycle, 
creating discrepancies between negotiated 
terms and actuals. If Procurement does 
not communicate with AP around supplier 
setup, two potential negative effects can 
occur; 1) Suppliers are put through long, 
arduous qualification and onboarding 
processes after an RFP was already run, 
and 2) they may not get paid to the agreed-
upon terms. This in turn sets off a chain 
of events where suppliers raise prices 
because they are not getting paid 
in a reasonable time. 

Solution
 
A procurement transformation can 
be an opportunity to bridge these gaps 
and avoid instigating or prolonging 
any of the many potential scenarios that 
negatively impact supplier relationships 
when functions are not aligned in their 
3rd-party management approach.

During a transformation, Corcentric 
leverages robust change management 
strategies to shift the mentality of these 
three functions, with an approach that 
considers AP and Treasury as partners 
to Procurement, rather than stakeholders 
or end users. This strategy deliberately 
starts to change the perception of how 
the groups interact, and is designed 
to put them in a collaborative mindset. 
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MISCONCEPTION 4 – SUPPLIERS ARE NOT IMPACTED BY THE DISCONNECT AMONG THE THREE FUNCTIONS.

With these three groups in lockstep, 
the partnership can enhance 
supplier relations:

 + Treasury can provide strategic leverage 
to Procurement ahead of negotiations 
that will help manage supply chainrisk 
by advising on optimal payment timing 
options.

 + With a clean and thorough handoff 
from Procurement to AP, AP’s 
interactions with suppliers can be 
efficient, focused, and effective.

 + When Accounts Payable has the right 
information to maintain an accurate 
supplier master and all contracted 
payment data in the system is correct, 
the payment process can run quite 
smoothly. And what supplier would not 
be happy about getting paid on time 
and in the correct amount?
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Advanced technology 
solutions are the best 
place to start when you 
are growing fast and need 
to gain efficiency within 
Procurement and Finance
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MISCONCEPTION 5 – ADVANCED TECHNOLOGY SOLUTIONS ARE THE BEST PLACE TO START WHEN YOU ARE GROWING FAST AND NEED 

TO GAIN EFFICIENCY WITHIN PROCUREMENT AND FINANCE.

In an age of digital 
transformation, many 
companies still have an 
incomplete vision when 
strategizing about how 
to scale their organizations. 
Business leaders often resort 
to the latest and greatest 
technology trends without 
first determining what 
business outcomes they need 
to achieve, and then aligning 
on how to achieve them.

Reality
 
While technology adds speed and 
visibility, automating broken processes 
only amplifies the underlying issues that 
might be holding the organization back 
from optimal growth.  

Business leaders are inundated with 
information touting the benefits of 
emerging technologies like machine 
learning (ML), artificial intelligence (AI), 
and robotic process automation (RPA). 
The message is clear: These are the 
solutions of the future, which means 
they should be implemented yesterday. 
There is no disputing that these 
advancements are changing the way 
we do business and have a great deal 
of value. However, if you are in an 
organization that is still manually typing 
in invoices and sending physical checks, 
there is a good chance that the first step 
in bridging the gaps in your departments 
is not RPA.

Technology alone cannot eliminate 
pain-points and support target 
business outcomes. This is especially 
true when it comes to Procurement, 
Accounts Payable, and Treasury. 

When you embark on a change journey 
where technology is a clear advantage, 
it is easy to get lost in an idealistic picture 
of best practices and world-class KPIs. 
That’s why, in any growth-focused 
initiative, Corcentric recommends 
organizations start with a crystal clear 
understanding of where they are today, 
and then design a “walk before you run” 
plan. This does not mean that you are 
light years away from aligning your 
internal departments, or aligning with 
competitors in your industry that are 
further along in their technology journey, 
it just means you are considerate of 
the efforts needed to get there. It will 
make the process much more rewarding 
and efficient.
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MISCONCEPTION 5 – ADVANCED TECHNOLOGY SOLUTIONS ARE THE BEST PLACE TO START WHEN YOU ARE GROWING FAST AND NEED 

TO GAIN EFFICIENCY WITHIN PROCUREMENT AND FINANCE.

Solution
 
While we have established there 
are three primary strategies to scale 
a business, determining the best solution 
or correct balance is not an easy task. 

If the primary goal is to create efficiency 
without adding significant cost, there 
are a lot of options to grow into an 
advanced technology strategy. Start 
by establishing a plan with a clear 
understanding of the processes and 
teams that will be impacted by the 
change and ensure they are included 
in the planning process. Enable yourself 
with a subject matter expert in the 
specific field of technology that you 
are evaluating to gain the insights that 
you cannot find from independent 
research, and leverage those insights 
to bridge the gap between business 
needs and technology requirements.

Corcentric offers a consultative approach to technology selection 
and implementation that takes into consideration the pace that your 
organization can move, along with the end-state vision. 

As you progress along the path to enhanced solutions, outsourcing to Managed 
Services Providers (MSPs) is a great way to scale your business. In the past, 
outsourcing typically meant a “lift and shift” of current processes to take advantage 
of lower labor costs. 

In today’s business environment, MSPs are bringing a broad array of strategic 
capabilities and technology-based solutions to optimize customer operations. 
Outsourcing basic AP functions like data entry and invoice matching, as well supplier 
management can empower your AP team to focus on how and when to pay 
suppliers to optimize cash flow.
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CONCLUSION

Conclusion
Integration and alignment across 
Treasury, AP, and Procurement is one 
of the determining factors that separates 
leading organizations from laggards. 
That’s because the benefits of seamless 
synchronization include higher efficiency, 
improved spend control and savings, 
better compliance and risk management, 
and improved cash flow and working 
capital management. 

As Corcentric has learned during our 
many years of working with mid-market 
and Fortune 1000 customers, these three 
departments have more in common 
than is often recognized, as they all 
work to ultimately improve the health 
and strength of their organization’s 
cash flow and bottom line. There come 
a number of points when departments 
and processes intersect, creating 
instances of natural synchronization. 

All three groups can expect to deliver – 
and receive – substantial benefits 
by bridging existing gaps and aligning 
their priorities and mindsets through 
a holistic and carefully planned integration 
initiative. Many of these are associated 
with workflow — e.g., shortening the time 
and steps across purchasing, invoicing, 
and payment lifecycles through a 
combination of managed services, 
technology automation, and advisory 
to deliver lower costs and higher savings.

To achieve those benefits, Corcentric 
works with customers to formulate and 
implement a strategy of departmental 
alignment and collaboration, integrating 
technology to speed processes and 
eliminate redundant activities. For instance, 
straight-through processing can save 80% 
on invoice costs while processing them 
74% faster, according to Ardent Partners 

– and that’s on top of savings from early 
payment discount capture. Alignment 
also helps with gaining full visibility into 
spend and employee activity, which inturn 
empowers businesses to identify maverick 
spend, fraudulent activity, or purchasing 
inefficiencies from noncompetitive 
or outdated vendor contracts.

The upshot is, by bridging the gap between 
Treasury, AP, and Procurement and seeing 
them as unique but complementary parts 
of one whole, organizations can increase 
their control over spend, lower their costs, 
and improve their competitive advantage.
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