
11 Insights On How 
To Optimise Your 
Procurement 
Function From 
The Experts



Did you know that Coupa is 
capable of bringing 88% of 
spend under management –
how is your S2P system 
delivering against your business 
case objectives? Implementing 
a Source to Pay solution like 
Coupa should capture savings, 
reduce risk and increase 
efficiencies. But keeping project 
momentum going post go-live 
can be a real challenge, and so 
often we see organisations that 
are not fully optimising their 
procurement function.

At Accenture we have helped 1,000s of 
companies to gain the best value from 
their S2P implementations. We do this 
using XoomTune, an optimisation service 
that we provide from 6 months after go-
live to assess how well you are delivering 
against your business goals and provide 
recommendations on where improvement 
can be made. It gives organisations expert 
insight and shows them how to maximise 
the benefits from their systems.

This e-book gives you 11 insights into some 
of the trends we have found from our deep 
experience to show you ‘what good’ looks 
like. We also provide suggestions on how 
to improve your e-procurement processes 
so you can transform your procurement 
into a valuable corporate asset.

Introduction:
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11 Insights 
into your 
e-procurement 
implementation
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1. Number of 
Active Users

Comparing the number of active and inactive users 
on your S2P system is a useful measure for 
revealing how many of your licenses are actually in 
use and how you assign / re-assign licenses. Your 
original business case usually lists the number of 
proposed active users for your S2P system, but if 
this figure is actually lower then it may be for a 
number of reasons.

1. There may be some specific 
challenges around implementation 
or there may be a requirement for 
additional user training following 
a roll-out

2. It gives you an insight into staff 
turnover, as it shows active users 
becoming inactive users or users 
that were never made active.

Optimising your number of licences and associated 
active users will be greatly supported by the right 
kind of training and user support. However, training 
materials that are most likely to have been created 
at go live and since then may have gone out of

date. These can be expensive to produce and 
maintain on a continuous basis, so consider other 
cost-effective options such as self-service, bite-
sized videos, etc.

Training and rollout support is key to ensuring 
you achieve your business goals and the best 
ROI from your business case and is an area that 
we can help with.

Accenture insight:
One in three users licensed to use 
Coupa have not activated their licence.
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2. Volume of PO lines 
sent electronically

One of the key features of Coupa or other P2P 
systems, is that once you create a PO 
electronically it is automatically and instantly 
issued to the supplier. Once the supplier has 
received the PO electronically, either via the 
Coupa Supplier Portal (CSP), or via Supplier 
Actionable Notifications (SAN) that allows them 
to act on POs directly from email notifications, 
the supplier can flip the PO into an invoice. This 
form of electronic invoicing not only reduces 
errors and improves accuracy it ensures the PO 
goes to the right person and helps to process 
the invoice quickly and efficiently resulting in 
cost savings.

However, there are 3 main reasons why we find 
clients don’t use the electronic PO process:

1. No active supplier enablement plan in place and 
never considered enriching their supplier data

2. Supplier data may never have been cleansed 
as part of a maintenance process so there are 
gaps in their master data

3. Some clients prefer to control the 
data that gets sent to suppliers, 
particularly around pricing or 
timing, where the category buyer 
wants to control when the supplier 
receives the PO.

Things to consider that address 
these challenges:

1. Create a Supplier Enablement plan 
to analyse spend behaviours so 
that data can be tiered, cleansed, and enriched

2. Ensure you have a regular maintenance 
process in place to manage supplier data, 
including cleansing, enriching (where gaps 
exists), regularly checking quality, for example 
checking for duplicated or internal domain 
names, to help ensure your PO is sent to the 
right person

3. Consider whether leveraging functionality, 
such as Coupa’s “ ‘hide price’ function, which is 
particularly useful in the situation where the

client doesn’t want the supplier contact to see 
the full PO price which they could potentially 
invoice against.

If your average volume of PO lines sent 
electronically is below 40%, there is scope to 
improve this. It is worth considering using 
XoomTune to ensure you are delivering against 
your business case and get recommendations on 
where improvements can be made.
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Accenture insight: Average 
volume of 81% of PO lines 
are sent electronically.
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3. Payment Terms: Supplier Records vs 
Transactional Documents

Comparing payment terms on your supplier records 
with your transactional documents helps to identify 
where cash flow improvements could be made.

Often companies will focus on individual 
suppliers when it comes to applying payment 
terms, rather than how it fits in with their spend 
management as a whole, and how it will impact 
their cash flow position.

The correct integration of your data should mean 
that suppliers are paid against the payment terms 
on the Master supplier record. This assumes that 
the payment terms are synced into your ERP as 
part of the integration of the supplier record 
import and the ‘OK to Pay’ export process.

Accenture insight: Supplier record payment terms 
can range from 7% - 99% for terms of 30+ days; 
averaging out around 60%, however, actual terms for 
which Invoices are paid against can differ significantly.
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Additionally, if the Requisitioner has the ability 
to change the defaulted Payment Terms from 
the Standard or Supplier defined Payment 
Terms this can have an impact.

However, if either of these points haven’t been 
fully considered there may be anomalies with 
non-standard payment terms resulting in lack of 
compliant controls and missed cost saving 
opportunities.

As well as a huge number of invoices with, for 
example, “30-day following month of Invoice” 
payment terms that would be paid on average 
at 42 days, there is a considerable number that 
are paid on shorter terms than the agreed 
payment terms. Both scenarios present an 
impact on cash flow.

Where suppliers are regularly paying earlier 
than their agreed payment terms, controls and 
measures should be aligned and it is also worth 
considering offering the supplier early payment 
discounting terms.

As a set-up configuration option, Coupa 
allows for roles and permissions to switch 
payment terms on and off at a global level. 
This allows you to decide who can change 
payment terms and should be considered at 
the implementation and design process of 
your S2P system. We recommend that only 
buyers and the accounts payable 
communities may change payment terms, 
not the purchase requisitioner.
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4. Percentage of 
free form PR lines

Assessing where the purchase requisition has 
been sourced from is an important aspect of 
driving compliance on spend under contract. 
Supplier and Content enablement when done 
correctly should give requisitioners the options 
of pre-defined catalogues, order lists or web 
forms to use for their purchase requests.

Often overlooked in the implementation process of 
a S2P however, is that many companies actually 
experience large numbers of ‘free form’ purchase 
requisitioning. This is where the requisitioner 
cannot find what they are looking for and searches 
for an item using free form text. This is not

considered good practice because as a company 
you will not benefit from negotiated supplier 
rates or content under management.

Supplier enablement is about getting suppliers 
onboarded so that the procurement process is 
seamless and becomes a valuable corporate asset. 
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With automated POs and invoicing via the CSP, 
it helps to ease the workload of the Accounts 
Payable team. The associated content 
enablement ensures that spend under 
management is efficient and effective.

The content enablement element goes further 
than onboarding suppliers but about the 
specific and negotiated content correctly 
associated with the supplier record, allowing 
the digitisation of the supplier’s catalogue and 
making it easily available to users so that they 
can choose from the approved set of items.

The more relevant content that you create, the 
less free form requisitioning you will encounter 
and as a result incur less maverick or off-
contract spend.

At the same time there will be an increase in 
buying under contract for items where prices 
have already been negotiated. To achieve 
this, content enablement must meet end

users’ expectations in terms of the quality and 
scope of supplier catalogues.

We recommend cleansing your data to ensure 
you have the right supplier email addresses 
and in the right format. If data is missing, then 
it should be enriched as part of a supplier 
enrichment process.

Accenture insight: The volume of Free Form 
PRs can range from 2% - 100%; averaging at 66%. 
The variance of these figures is directly related to 
the amount of effort invested in Content 
Enablement. This is not often seen as a priority 
during implementation where the clients focus may 
be on other business case objectives, such as 
change of processes and systems, compliance or a 
fixed project Go-Live date.
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5. Invoice Creation 
Channel

Coupa and other P2P systems let you automate 
the invoicing process and remove the workload 
from Accounts Payable so you can re-assign 
resources to more strategic work. There are a 
number of ways you can create invoices 
electronically, PO flips by the supplier on the 
CSP, PO flips by the supplier on the SAN if the 
supplier is not enabled on the CSP, and CXML.

With invoice handling, it is very much down to 
your supplier enablement strategy to define 
what your business goals and priorities are 
related to efficiency gains and compliance in 
deploying a P2P system.

If 80% or more invoice lines are created 
electronically, this is a good indicator of how 
automated your system is and how well you are 
harnessing the functionality and strategic value 
from your P2P system. Accenture insight:

An average of 41% of invoices 
are created electronically.
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6. Percentage of Retrospective 
Spend (Volume and Value)

Retrospective spend provides a useful indicator of 
how compliant your business is and how well your 
business processes are being adhered to by your 
user population. It is measured by looking at 
whether the invoice date is the same or older than 
the PO date. If the PO date is more recent, then it 
is assumed it was created after the invoice.

This is obviously not good business practice as it 
creates compliance issues and payment risks and 
exposes the whole procurement process. For 
example, both invoice and PO both contain their 
own terms and conditions, so there will be a 
question about which ones you are adhering to, 
which will have an impact on Payment Terms and 
potentially two different views on expectations.

If your content 
enablement is well set 
up and the percentage 
of spend under contract 
on pre-defined supplier 
catalogue items is 
within acceptable limits, 
then raising POs upfront 
should be easy and 
straight forward, 
helping to ensure you 
remain compliant.

Accenture insight: An average of 23% (or 1 in 5) of the 
volume of POs and average of 25% (or 1 in 4) of the value of 
POs that are non-compliant (i.e., created after the invoice).
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7. Average time to post invoice (Invoice Date 
to Creation Date)

Here we look at the time taken to process an 
invoice, from receipt to clearing payment.

If you have a 30-day payment term and you take 
14 days to internally process that invoice, maybe 
you have a backlog or it is a manual process, then 
you are already late in turning it around. You risk 
late payment charges and potential reputational 
damage, as well as supplier relationship 
breakdown.

There are efficiency gains to paying suppliers 
promptly, such as preferential terms, and this is 
made much easier with automate payment 
functionality in CSP.

Accenture insight:
14 to 20 days average time to 
post an invoice.
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8. Percentage of 
Evergreen Contracts

One of XoomTune’s Coupa quality checks is to 
look the percentage of evergreen contracts and 
which contracts have fixed price elements with a 
start and end date.

As evergreen contracts do not have an 
expiration date you do not capture some of the 
value or the functionality out of Coupa to remind 
you of the contract termination date or when you 
are reaching or have reached the total expected 
spend. In this case it is useful to assess whether 
you are harnessing the full benefits of Coupa’s 
contract functionality.

Notifications in Coupa enable the buyer to start 
the negotiation process for contract renewals. 
However, up to 80% of clients end up with a 
peak of contract renewals concentrated around 
one period of the year – usually at the end of 
December. This results in an extremely busy time 
for the negotiators, many of whom are on 
seasonal holidays. We always advise clients to 
spread out contract renewals and ease the 
workload across the year.

It is important to look at how you can improve 
your supplier contract management to drive 
compliance and optimisation into your spend 
under management. Evergreen contracts can

mean there is less information about the rates or 
purchase requisitions associated with the 
contract and no terminations dates, thus making 
it a challenge to understand your total spend.

Accenture insight: Less than 
1 in every 2 of contracts are fixed 
term and 3% are evergreen.
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9. Quality of Master Data 
(missing PO email address)

Maintaining supplier master data can be a 
mundane task, but it really does pay to manage 
your supplier information.

If you have a PO email address for your supplier, 
then it is more likely that you have other supplier 
contact details available. This can be a good 
measure to show how well you are maintaining 
your master data. Adding additional details and 
enriching, Supplier records increases what you 
can do within the system.

For example, you will need to have a PO email 
address to send POs via email (obviously) but 
you also need a “Contact Name” and “Contact 
email Address” on the Supplier record to invite 
that supplier to the Coupa Supplier Portal.

Having the PO email address makes the 
transmission of order details to the client 
quick and efficient. Having the supplier flip 
that PO into an invoice allows you to take 
those efficiencies and extend them to the 
AP processes. However, without the supplier 
linked to the CSP these cannot be fully
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realised. To do this, you will also need the 
Supplier linked to the CSP, which requires the 
“Contact Name” and the “Contact Email Address”.

Having the supplier flip them into invoices ensures 
the accuracy of the invoice data as it is based on 
the associated PO information.

Also, ensuring the correct “type” of PO email 
address is used is also important to ensure it 
reaches the correct person without errors or 
delay. A PO email address that directs the PO to a 
generic post-box or inbox is preferred as it avoids 
sending them to named individuals or the wrong 
person. It is also important to have a named 
contact at your supplier for supplier enablement 
activities. This is usually your account manager.

However, sometimes we see duplicate email 
addresses for POs and internal domains. This can 
indicate that POs are not reaching the supplier, or 
there are internal control purposes where the buyer 
wants to manually send when / if appropriate. 
This in turn means that the buyer can forward to

the appropriate person at the right time, but also 
means that the process is dependent on the 
buyer taking action. If this doesn’t happen as 
expected this can be seen as a failure point within 
the process. Consider, if the supplier does not 
receive the PO they will not be able to flip the PO 
into an invoice.

These issues should be agreed at the early stages 
of the system design and implementation. 
Accenture can offer supplier cleansing and 
enrichment services to help address these issues 
either as part of an implementation process or after

Go-Live depending on the overall Supplier and 
Content Enablement strategy.

It is also worth considering the SIM (Supplier 
Information Management) module within Coupa 
which enables your suppliers to update their own 
records, removing the burden of maintenance 
away from the procurement or the finance 
function within the business.
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Accenture insight:
Average of 64% (or 2 out 
of 3) PO emails are going 
to the right destination.
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10. Sourcing Events – Average Number 
of Suppliers Invited / Responses

Supplier sourcing events are a great way to attract 
new and existing suppliers to bid for your work. 
However, they are often not used in the most 
optimised way. Market research and due diligence 
is not always carried out thoroughly and the 
average number of suppliers can be low, resulting 
in more of a tick box activity. In addition, new 
suppliers are often not given enough notice to 
prepare and submit a bid in a potentially new 
system for them.

Looking at the number of suppliers that are invited 
to bid is only a rough indicator of how successful 
the sourcing event could be. Considering the 
amount of responses to that bid gives a very good 
indication on whether you have invited the right 
suppliers who are actually interested in winning 
your business and whether enough tome has been 
allowed with your event schedule.

The Sourcing Module in Coupa is an optional 
module that supports sourcing events. However, 
the preparation for the event, including appropriate

Supplier identification 
and selection, other 
market research 
required, and 
associated event 
timeframes are the 
responsibility of the 
buyer. Accenture can 
also provide sourcing 
event support, taking 
away some of the 
burden of organising 
them yourself.

Accenture insight:
Average number of suppliers 
invited is 3, with 1.5 suppliers 
responding to bids.
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11. Invoices per Accounts Payable 
Fulltime Equivalent (# FTEs)

One of the key benefits of using CSP is that 
there are no supplier fees associated with it, 
making it even easier to do supplier 
enablement and onboarding. Creating invoices 
from POs electronically creates a low-touch / 
no-touch environment and can make a huge 
difference to the efficiencies of your Accounts 
Payable team, freeing them up to focus on 
more strategic activities such as increasing 
further supplier enablement activities or 
negotiating early payment discounts.

One of our recommended measures is to look 
at how many FTE equivalents there are in your 
organisation transactionally processing 
invoices. To do this we take the volume of 
invoice headers (the number of documents that 
need processing) and divide that by the 
number of FTEs to give an overall number. 
The best-in-class figure is around 17k 
invoices per FTE, suggesting that the company 
has a high number of invoices to process. If 
those invoices are going through

the low-touch / no-touch environment of the 
CSP, then that invoice number can increase 
exponentially without increasing the number of 
FTEs required.

How successful an organisation is in achieving 
this is down to its supplier and content 
enablement strategy, how accurate its supplier 
master data is and how accurate its processes 

are. The larger and more detailed 
the invoices, the more lines they 
have and the more room for 
human error if the process is not 
running electronically. We suggest 
that you start improving the 
invoice accuracy by issuing as 
many outbound POs by email and 
increase supplier enablement.

Accenture insight:
Average of invoices processed 
per AP FTE is 7,000.
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The key message to our clients is that when it comes to getting the best 
value and ROI out of your S2P investment, you need to continuously improve 
your processes. Our 11 insights are not new, they are common issues in the 
procurement field that benefit from optimisation.
So often, clients make a considerable S2P investment but once 
implementation happens, effort stops. But in order to drive the best results it 
needs continuous improvement.
Our optimisation service XoomTune is designed to give you an 
understanding of where you can gain even more value from your S2P 
implementation. We usually suggesting waiting around 6 months post 
implementation so we can evaluate how well your system is delivering 
against your business case objectives. We also provide recommendations on 
where improvements can be made.

Summary
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For more information, please contact the team 
at business-solutions.group@accenture.com

mailto:business-solutions.group@accenture.com
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