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AT A GLANCE

 � Many buying organizations 
lack the audit trail to efficiently 
reconcile orders, invoices and 
shipments

 � Staff dedicated to invoice 
reconciliation must call or email 
buyers or suppliers to resolve 
discrepancies and inaccuracies

 � Despite their best efforts, many 
organizations overpay on invoices, 
or pay invoices late and miss out 
on early payment discounts

 � Automating data exchange 
with trading partners can have 
a multi-million dollar impact 
from efficiency gains, improved 
payment accuracy and recovering 
payment discounts

Additional data exchange
is needed to prevent the
remaining 30 percent of
errors from payment, 
quantity or pricing issues

Invoice automation
allows 70 percent

of invoices to be
error-free

Three-way matching, or reconciling goods ordered against goods received and invoiced, is 
the gold standard of accounts payable. Yet accurate invoice reconciliation can be elusive for 
buying organizations that use paper-based, manual or only partially automated processes.

Implementing electronic invoices with trading partners can automate approximately 70 
percent of the invoice process. However, without further automation of order and shipment 
data, approximately 30 percent of invoices will have issues related to payment terms, 
quantity or pricing. Automating the entire process eliminates the need for human intervention 
along with time-consuming and costly errors.

Trading partner data exchange enables hands-free invoice reconciliation
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WHY DO BUYING 
ORGANIZATIONS 

NEED BETTER DATA 
FROM TRADING 

PARTNERS?
Without the right data from trading 

partners, buying organizations can’t 

easily reconcile invoices without a 

significant amount of manual work. Here 

are some common challenges that arise 

as a result. 

The amount on an invoice rarely matches exactly what a trading partner 
shipped. Consequently, many organizations simply pay the invoice 
amount because it is too time-consuming to confirm all of the necessary 
details. 

An animal supply retailer had two full-time accounts 
payable staff processing 50 to 60 vendor shipments a 
day. The team audited less than 10 percent of orders 
and paid the remaining 90 percent of orders without 

validating the details because manual reconciliation 
was too difficult. The supply chain team’s ballpark 
estimates indicated they were overpaying invoices by 
approximately $500,000 per year.

Because of time-consuming reconciliation processes, many 
organizations have difficulty capturing payment discounts in a timely 
manner. With better trading partner data exchange, they can identify 
discrepancies more quickly and capture all discounts available for 
meeting payment terms.

A $2 billion distributor processed approximately 
145,000 invoices a year. However, their audit process 
delayed their ability to pay trading partners. Based 
on the terms of their trading partners’ invoices, the 

retailer was not getting the discounts they expected. 
By streamlining the reconciliation process, they 
had the potential to recover more than $2 million in 
payment discounts.

Many buying organizations have staff dedicated to tracking down and 
correcting issues when order, invoice or shipment data doesn’t match 
up. This typically involves contacting the buying team and/or trading 
partners to correct the exception before the invoice can be processed.

Refocusing Staff on More Strategic Tasks

INVOICE OVERPAYMENT

Paying Invoices without Validating Accuracy

Delayed Payments Lead to Lost Opportunity

A hardware retailer had 15 full-time employees 
who managed invoices for stores and warehouses. 
After adopting an automated three-way match, they 
redeployed two-thirds of the accounting staff to more 

strategic projects. In addition, the automation saved 
over $500,000 per year by reducing manual work and 
eliminating documentation errors.

MISSED PAYMENT DISCOUNTS

EXCESSIVE STAFFING EXPENSES

14 15 16

$
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WHAT TYPES 
OF DATA ARE 

NEEDED?
Fortunately, there are a number of 

strategies retailers, grocers and 

distributors can use to streamline the 

reconciliation process. These strategies 

start with automating information exchange 

with trading partners using data such as: 

4

Invoices
Electronic invoices provide an automated method 
for suppliers to request payment for products or 
services. They streamline the time required to 
reconcile the purchase order with the receipt of 
goods and the invoice by using exception-based 
processing. 

The combination of 
these three types 
of data allows 
buying organizations 
to automate 
the process of 
reconciling orders 
and payments.

Order acknowledgments 
In addition to allowing the buying organization 
to understand when the supplier plans on 
fulfilling items in the order, purchase order 
acknowledgements allow the buyer to understand 
if there are any data issues on the order itself. 
The most common failure points with the invoice 
matching to the purchase order are payment terms 
and price. 

Shipping Data
Shipping data, provided in the form of advance 
ship notices (ASNs), includes detailed information 
that lets the buying organization know what is being 
shipped from the supplier. There are two common 
failure points with inbound shipments matching the 
invoice: picking errors by the supplier and miscounts 
by the store or DC at the receipt of goods.
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WHAT ARE THE 
OPTIONS FOR 
GETTING THE 

DATA?

Buying organizations can use an in-house 

team or a full-service provider to plan and 

execute a data exchange program with 

their trading partner community.

Use an IN-HOUSE TEAM
Some buying organizations use their in-house 
staff to enable vendors to exchange item, 
shipping and other supply chain data. Often they 
underestimate the amount of time and resources 
required for this type of effort.

For an initiative with 250 trading partners, 
organizations can expect:

 � 750–1,250 attempts to find the right contact 
via phone or email (3–5 attempts per trading 
partner)

 � 2,500–3,000 communications to gain 
commitment to the initiative (10–12 
communications per trading partner) 

 � 2,500–3,000 communications to set up 
trading partners on requirements (10–12 
communications per trading partner) 

 � 175 trading partners (70%) will have a 
question or objection regarding timing, 
technology or cost 

 � 100–150 trading partners (40–60%) will need 
support in finding the right EDI solution 

 � 60 trading partners (25%) will never have 
done EDI before and require training to 
understand the value

Use a FULL-SERVICE PROVIDER
Other organizations choose to supplement their 
in-house team with a service provider such 
as SPS Commerce. SPS Commerce offers a 
full-service team that includes experts to plan 
the supply chain initiative, a team dedicated 
to vendor outreach, and technology experts to 
enable automated data exchange.

SUPPLY CHAIN STRATEGY

ENGAGEMENT &
ONBOARDING

IN
FO

RMATION AUTOMATIO
N

EXPERTISE

DATA

Supply Chain Strategists 
identify and prioritize 
needed processes for 
Retailers.

The Trading Partner 
Onboarding Team directly 
engages & onboards 
Suppliers.

We leverage technology 
expertise to enable 
automated information 
exchange.
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WHAT RESULTS 
CAN BUYING 

ORGANIZATIONS 
ACHIEVE?

By exchanging critical data with trading 

partners, buying organizations can let an 

automated system do the heavy lifting and 

manage invoice reconciliation by exception. 

This results in a million-dollar impact for 

many businesses. 

“After 14 years, having less than a quarter of our supplier network 
connected was frustrating. We’d had the technology in place all that 
time, but SPS brought us a solution – a change management solution, 
as well as the technology. Manually reconciling orders, order changes, 
delivery notifications, and invoices is a huge task that, these days, 
should be handled digitally.”   
- Michael Bignell, Head of Operations Planning, Sigma Healthcare 

“After collaborating with SPS, they were able to help us go on 
the journey of setting up and streamline our procure-to-pay 
process by trading using EDI. And then that really allowed us to 
focus on the things we’re really good at.”
- Linda Chen, Head of Vendor Management, THE ICONIC

“SPS Commerce created a unique win-win solution for us and our 
retail trading partners. They provided a highly professional team 
that took the time to understand the nuances of our business and 
the sensitivities of our trading partners. Overall, our vendors had a 
positive experience and we reached our goal.” 
- Brady Seiberlich, Director of Application Development,
  National Business Furniture

“Our vendors are of all different shapes and sizes, and we want 
to make sure that we had a vendor that could meet all of those 
needs. And, that’s frankly what SPS Commerce was able to bring 
to us.”
- John Roussel, Chief Operating Officer, Shamrock Foods

Benefits from automation

Impact of up to

$120-$150
per order

Reduce time for 
reconciliation by 

40-70%

Improve cash flow

Enhanced productivity

Rapid trading partner 
onboarding

Improvement in cash 
discounts earned

5-10% 

Automate

98%+
of order volume



The SPS Commerce Community solution provides people, 
process and expertise to automate the exchange of item, order 
and sales data with your trading partners. To learn more about 
how SPS Commerce Community can help you, visit our website. 

3,500+
RETAILERS, GROCERS

& DISTRIBUTORS

500,000
IMPLEMENTED

SOLUTIONS

98%+
FILL

RATES

UP TO 20%
INVENTORY
REDUCTION
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https://www.spscommerce.com/lp/get-visibility

