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Introduction

The New Lean Standard in AP

For years, Accounts Payable has been treated as a
quiet back-office function, essential, but rarely viewed
as strategic.

It receives invoices, validates
details, nudges approvals along
and pays suppliers. When it works,
nobody notices. When it breaks,
everyone does!

But today, AP is struggling to keep
up with new challenges:

@ Volatile cash cycles

Escalating fraud attempts

[& Stricter audit demands
%8 Multi-system complexity

@) Rising pressure for real-time
reporting

Under this pressure, old-school AP—
manual, fragmented, and dependent
on inbox workflows—is too slow and
unsafe for your organization.


https://www.getyooz.com/accounts-payable-fraud
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You see the cracks
hiding in plain sight:
Invoices sitting in inboxes with i

no visibility or owner

& Matching tasks done through
side-spreadsheets and VLOOKUPs

| Exceptions turning into @
20-message chains

Bank detail changes approved
on trust instead of controls

Liability positions unknown until

month-end

Discounts missed simply because

approvals were slow

AP has become a black box with cost, accuracy, and cash signals trapped inside.

To survive this new environment with modern expectations, AP must evolve.

To thrive, AP must become Lean.

Lean AP replaces waste with fitness, restores flow so invoices move cleanly

end-to-end, builds continuous improvement into the process, and gives

CFOs real-time visibility and control.

And this shift isn't optional.

In today’s financial environment, fit, fast and fraud-proof is the new

Lean standard.

This blueprint shows how finance teams can redesign AP into a high-

performance system powered by:

= &3 0Q >
oQ
Expert Al Flexible Operational Secure
knowledge workflows transparency financial
operations
. DN DN A
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Section 2

Where AP Waste Hides

(and How Lean Eliminates It)

AP is full of waste, but most of it hides
beneath the surface. It rarely announces
itself loudly; instead it spreads through small
inefficiencies that compound into delays,
errors and rework.

Some waste appears right at the door, in the
variety of formats AP receives. PDFs, scans,
portal exports and email attachments all
arrive differently, forcing teams to normalize
data manually. Other waste comes from

the data itself: fields extracted incorrectly,
vendors mis-coded, or POs missing

key metadata.

Matching is another hotspot: three-way and
four-way match checks often break because
receipts aren't logged, units don't match or
delivery quantities have changed.

Fraud grows in the cracks

Fraud rarely enters through the front
door, it enters through gaps.

Unverified vendor changes, duplicate
invoices, forged documents and
approvals without audit trails are all
invitations. When processes rely on
inboxes, trust and manual oversight,
the cracks widen. Lean AP closes
them with automated validation,
anomaly detection and clean policy-
driven approvals.

Routing creates further friction when invoices
are forwarded around manually, approvals
stall and no one can see who has the ball.
And when exceptions appear, they often
trigger sprawling, unstructured email chains
that drag on for days.

Reconciliation introduces its own challenges.
Liabilities remain unclear until month-end
because late postings, local spreadsheets and
siloed ERPs prevent a single version of truth.

And in the shadows of all this manual work,
fraud risk grows, particularly around bank-
detail changes, duplicate invoices and
informal approval chains.

Lean AP
removes these
friction points.

Al drastically reduces defects at intake.
Flexible workflows fix routing bottlenecks.
Transparency replaces black-box
reconciliation with real visibility. And secure
operations close the fraud loopholes that
manual processes leave open.



UOOZ The Lean AP Automation Blueprint For Finance Teams

U=
Waste Discovery Map

This map is designed to help your team pinpoint the specific types of waste
undermining speed, accuracy and cash visibility in your organization.

a N 7 N 7

1 2 3

Work through the AP flow For each area, record known Circle the top three wastes
step-by-step waste, root cause to prioritize
and impact

AP Stage Waste observed What triggers it? Frequency Cost + Impact

Intake

Data extraction

Matching

Routing

Exceptions

Reconcilliations

Fraud risk
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Section 3

Designing Lean AP Flow to be
Fit and Fast

Traditional AP flow is disjointed,a stop-start journey between inboxes, spreadsheets, shared
drives, and ERPs. Lean AP replaces this fragmentation with a clean, structured flow that
strengthens as it moves from step to step.

A purchase Capture turns Validation Approvals Payments Reporting is a
request gives documents— automatically route instantly happen live operational
Finance early whatever the checks vendors to the right on time, view because
visibility. e format—into e and POs - e person, with e consistently. e each step
structured data. Match confirms reminders generates real-
everything and escalation time status.
lines up. paths built in.

When flow works, everything downstream gets easier. Matching becomes smoother.
Approvals come faster. Supplier relationships strengthen because payments are predictable.
Cash positions become clearer.

And flow only works when each Lean pillar reinforces it:
Al ensures accuracy on entry, flexible workflows keep AP aligned to how the organization

actually operates, transparency removes unclear handoffs, and built-in security ensures no
fraudulent invoice slips through.

Why flexibility matters

AP isn't linear; it branches

by department, invoice value,
category, substitute approver,
and more. Tools that force
rigid workflows inevitably
create workarounds,
bottlenecks, and shadow
processes. Lean AP builds
workflows that adapt
naturally to your structure,
not the other way around.
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For a CFO, operational flow is a
performance multiplier.

When AP moves cleanly end-to-end, productivity
scales without adding more resources, early-
payment discounts become reliably attainable,
liabilities stay visible in real time and month-end
stops being a scramble.

Cash forecasts sharpen because fewer invoices
are late, stuck or mis-coded. And with fewer
defects and exceptions, teams spend less time
troubleshooting and more time supporting
strategic decisions.

In short: lean flow reduces operational drag and
converts AP from a cost center into a source of
cash discipline and financial control
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Map Your AP Flow

This exercise helps your teams see the real end-to-end journey of an invoice and
identify where latency, manual work, and risk accumulates within your process.

1 2 3

Diagram your current state Mark where work becomes Compare it to the Lean AP
from Request to Pay manual, invisible or risky flow above

What Who owns Systems Manual U1 gy Risks

happens? it? used touchpoints Meé:;r?\%ow) introduced

Step

1: (e.g. Purchase
request)

2: (e.g. Invoice
capture)

3:(e.g.
Validation)

4: (e.q.
Approval)

5: (e.g.
Payments)

6: (e.g.
Reporting)




gooz | The Lean AP Automation Blueprint For Finance Teams

Section 4

Continuous Improvement

with Al

(The “Perfecting” Phase)

Instead of a static workflow, Lean AP
becomes a self-improving system
that learns from every invoice.

Here are the four improvement
loops that can help make AP your
superpower:

Defect Prevention Loop

By flagging anomalies before
invoices enter workflow, Al
prevents downstream rework.

For example:

* Amount deviations

+ Suspicious metadata

« Misatched vendor information
* Duplicated invoice numbers

Exception Reduction Loop

This is where Al uncovers
recurring exception causes
and recommends fixes.

For example:

* Supplier data issues
(units of measure, tax
schema, missing fields)

« Specific mismatches

« PO discipline problems

This reduces exceptions over time,
which is a core Lean principle.

10
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olz.  Flow Optimization Loop

Here, Al identifies bottlenecks and
stuck approvals.

For example:

« Approver delays

« Policy routing issues
* Overloaded queues

This allows teams to rebalance and hit SLAs.

(L. Fraud Defense Loop

Al detects fraud signals and routes them
into a controlled exception bucket.

For example:

« Forged invoices

+ Duplicate submissions

« Anomalous bank-detail changes
« Impersonated vendors

This embeds fraud control into the process itself.

Together, these loops form the backbone Every month, defects shrink, exception rates
of continuous improvement. Al keeps data fall, cycle times shorten and fraud detection
clean, workflows adaptable, hotspots visible, sharpens without requiring more people or
and fraud contained, all core principles of more oversight.
what a Lean AP process must be.
For a CFO, this creates a compounding
Al-driven improvement means your AP advantage: lower operational risk, cleaner
process keeps getting better on its own. upstream data for forecasting, fewer
surprises at month-end, and more time
for finance to support strategic initiatives.

11


https://www.getyooz.com/blog/machine-learning-duplicate-data
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CO

Build Your Al Feedback Loops

This table is to see where Al can prevent errors, reduce exceptions, accelerate flow,
and filter out fraud to add layers of protection to your organization.

a N 7 N N

1 2 3 4

List your most common Identify what causes Define what “better” Map each issue to one
recurring issues. them and which data looks like after of the four feedback

points Al could use. automation. loops.

o _/

Recurring issue Root cause peif il el Desired outcome Feedback loop

analyse (from above loops)

AI |OOp bUllder CO Answer for each loop:

. Defect Prevention Loop . Exception Shrink Loop

What defective invoices show What exceptions occur most
up repeatedly? by supplier or category?

What patterns could Al flag What upstream fix would
before intake? remove them?

How will this reduce rework?

. Flow Optimization Loop . Fraud Defense Loop

Where do approvals Which fraud signals have
consistently stall? appeared in the past?

What policy or routing change What metadata or document
would rebalance the workflow? behaviour could Al use to flag risk?
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Section 5

Operational Transparency &
CFO Control

(Strategic Heart of Lean AP)

| Lean AP sheds light on your finance flow blindspots.

CFOs today need real-time insight I
into liabilities, cash exposure, supplier Wh | C h m ea n S soe

health, and operational bottlenecks, but

most AP environments still hide crucial

information inside: * Invoices in flight are
hard to see.

£ Inboxes ® Cycle times vary unpredictably.
Liability positions only emerge

|8 Spreadsheets at month-end.

* Discount windows close

Nt Fragmented ERPs without warning because
approvals got stuck.

D Shared drives * Fraud risks stay hidden
until after the fact.

&2 Email-based approval chains e And multi-entity

©, Manual GRN trackers TR IEE NS ¢l R

- complex—often operate with
completely different workflows,
making consolidation slow and
error-prone.
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Why Visibility Gaps become

Financial Risks

Working capital decisions rely on stale
data

il Cash forecasts become guesswork

(O Late fees accumulate

Together, these blind spots quietly erode
margin, weaken cash discipline and limit

a company's ability to invest, grow, and
respond to volatility. When visibility breaks,
financial performance drops.

Lean AP solves this by creating a single
operational source of truth. Every invoice,
approval, exception and payment becomes
visible in real time. CFOs can see exactly

where cash is committed, which departments

are creating delays, where policy compliance
is breaking down and where risk is rising.
Predictive inputs improve forecast accuracy.

© Discounts disappear silently
¢ Fraud escapes manual detection

oy Leader§h|p operates in
“rear-view mode”

Fraud alerts provide early warning.
Performance analytics reveal supplier
and category patterns that were
previously invisible.

Al provides clean data. Transparency makes
it visible. Security makes it trustworthy.
Flexibility ensures this visibility works
across every business unit.

Lean AP gives CFOs something rare:
an always-on cockpit for payables,
risk, and cash.

14
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[

CFO Visibility Checklist

This checklist is designed to expose blind spots, reliance on manual data and areas
where visibility is fragile, so Lean AP can restore real-time control.

a N

|

For each metric, record
where the data is
pulled from.

a I

2

Note whether it
updates in real time or
requires manual effort.

N _/

a N

3

Identify which metrics
are most vulnerable to
delays or errors.

S~

A

Give each metric a
fragility score from 1-5
(5 being the

most fragile).

Where does

it currently

Is it real time?

come from?

Invoices in flight

Average cycle
times

Exceptions by
category

Discount capture

Cash forecast
inputs

Manual steps
required

Reliability
(High/Low)

Fragility score
(1-5)
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Section 6

The Lean AP Payoftf
(The Net Net)

| When AP becomes Lean, results compound quickly.

Waste falls, and with it, defects and cost per invoice drops.

Flow returns, accelerating approvals, and reducing late fees while increasing
discount capture.

Clean data improves cash forecasting and strengthens working-capital decisions.

Teams shift from manual work to exception-focused work (the meaningful, high-value kind).
Fraud attempts are caught early.

And because visibility increases across every entity and workflow, CFOs shift from reactive
problem-solving to proactive control.

At scale, AP stops being a cost center and becomes a strategic asset. It's now an
operationally resilient, insight-driven engine that supports every corner of the business.

Yooz makes this transformation both
achievable and scalable:

@ Expert Al document understanding Built-in fraud defense
o2 Workflows that match real E2 Audit trails that eliminate blind spots
organizational structures
s>y Deep ERP integrations that enable

[E] Full transparency across every invoice Lean transformation without
and entity disruption.

This is the new standard: fit, fast, and fraud-proof.

This is Lean AP: the operational engine of Lean Financial Operations™.

16


https://www.getyooz.com/blog/digital-audit-trail
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]

Action Plan—90 day path to
Lean AP

This is your 90-day action plan to help finance teams structure a realistic Lean rollout
with clear goals, owners, and timelines.

Phase 1 — Weeks 1-2: Pilot setup

Task

Select pilot location,
vendor group or
category

Baseline KPIs
(cost/invoice, cycle
time, exceptions,
discount capture)

Map current-state
AP flow

Identify high-impact
wastes to eliminate
first

Phase 2 — Weeks 3-6: Stand up the
Lean system

Task

Deploy capture and
Al extraction

Activate policy-based
routing

Enable 3-way
matching

Launch real-time
dashboards

Train pilot users
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Phase 3 — Weeks 7-12: Improve and scale

Task

Run Al improvement
loops

Shrink top exceptions

Tighten approval
thresholds

Implement fraud
controls

Produce rollout plan
for next entity

Reflection question:

After 90 days, what improved the most?
What still needs work?

18
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