
How to  Build a Supplier Invoice Policy
9 Top Tips and a Policy Template
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Overview  Many people in your business
are involved in the invoice process – not
just the accounts payable (AP) team.
Creating a policy for managing, storing
and processing supplier invoices can
ensure everyone is on the same page. That 
means your people spend less time on 
admin and your suppliers get paid on time. 
But creating a best practice policy can be 
time-consuming. Where do you start?

Here are some tips and a template to help
you create a supplier invoice policy that
everyone can follow.
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1. KEEP THE POLICY CLEAR AND TO THE POINT
Write the policy to cover all the essential information employees need to know. The easier 
a policy is to understand, the easier it is for your employees to follow and adhere to.

2.GET FEEDBACK
Ask other departments to help you create or review the policy. That way you can ensure 
their questions are addressed and get their buy-in to help support and enforce the rules.

3.INCLUDE OTHER EXISTING POLICIES
If you have other policies that could impact the invoice process, like document retention 
rules or department responsibilities, ensure they are referenced here.

4.BE FAIR AND CONSISTENT
Ensure that everyone follows the rules, regardless of their role, function or seniority. The 
more consistent and fair you are with the policy, the more likely employees will embrace it.

5.EMPHASISE THE BENEFITS
Explain the reasons for this policy so that everyone understands why you have it and
the overall benefits to the business.

6.MAKE THE POLICY EASY TO FIND
Make sure your policy is easy to find and follow. Email policies to employees, put them on 
your noticeboards or intranet and consider a regular communication strategy.

7.REMEMBER, IT’S EMOTIONAL
Any change can come with resistance. Anticipate objections and explain why it’s 
important for employees and the business to effectively manage supplier invoices
and associated documentation.

8.CONSIDER AUTOMATED ONLINE TOOLS
Implementing an invoice policy is the first step towards getting greater control, but it’s just 
the start. Consider using time-saving tools to better manage invoices – from matching to 
purchase orders, coding, approvals and exception handling, through to payment and any 
post-process ATO inspections.

9.MOBILE OPTIMISE
Ensure any solutions you do consider can work with mobile devices. This way any actions, 
like reviewing and approving invoices, can be done from anywhere, which reduces delays 
in payment. 

9 Tips to Get Started 
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The following pages provide a sample invoice
policy you can tailor for your business. The
template provides a detailed explanation for each
category, as well as examples of language you
can use when creating your own template.

THE KEY PEOPLE INVOLVED IN AN  
INVOICE JOURNEY 
The Requestor: The person responsible for 
raising the purchase order (PO), if applicable, 
and requesting the goods or services from  
the supplier.

The Approver: The person or people  
responsible for signing off a purchase. Usually 
the requestor’s line manager but a purchase  
may need to go up the chain for approval if it 
exceeds certain thresholds. The approver 
typically checks the accuracy of the invoice and 
that the spend matches what was requested.

Accounts Payable: The team responsible  
for capturing invoices into finance systems, 
ensuring all processes are followed by all  
parties, and ultimately paying the supplier.

HOW TO USE THE TEMPLATE
There are two parts to the template - the invoice 
policy background information followed by the 
process. Read the notes in the left column then 
use the suggested copy in the right column to 
create your own document. Feel free to copy or 
edit the examples to suit your needs and be sure 
to fill in the blanks!

Note: This is not a legal document – it’s a 
starting point. Use this as guidance of the  
types of information that should be included 
in your policy.

Supplier Invoice Policy Template

The Typical Invoice Process

Requestor 
Requests 

purchase (may 
raise a PO)

Supplier 
Submits digital 
and/or paper 

invoice

Accounts 
Payable 
Captures 

and codes 
invoice

Requestor 
Validates invoice 

and resolves 
exceptions

Approver(s) 
Reviews invoice 

and signs off 
purchase

Accounts 
Payable 
Processes 

invoice and 
makes payment
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Explanation Example Wording
Why do you need a supplier 
invoice policy? List some bullet 
points explaining the benefits:
• Reduce the risk of lost invoices.
• Reduce time wasted when they

go to the wrong people.
• Allows for quick, accurate

invoice capturing.
• Timely financial reports

and records.
• Faster payment of suppliers.
Include:
• Who the policy applies to.
• Date it’s effective.
• Any dates of revisions.

Invoice Policy Background Information

Statement of Purpose

This Supplier Invoice Policy applies to all employees of [insert
company name] whose responsibilities include processing, coding,
reviewing, approving or otherwise touching any supplier invoice.

Each invoice represents an amount due to a payee. If not delivered
to Accounts Payable (AP) promptly for processing, financial
reporting and payment could be delayed resulting in inaccuracies,
late payments or poor supplier relationships.

Additionally, employee time is wasted when documents required
for audit can’t be found. The company is responsible for retaining
all documentation for a certain number of years. Missing
documentation could result in government compliance issues.

Explanation Example Wording

Write a brief summary here to 
explain:
• Expectations of the company for

managing the receipt and
storage of all Accounts Payable
(AP) related documents.

• Responsibilities of each person
involved in the supplier invoice
process.

• Procedures for reviewing, coding
and approving invoices.

• What happens if an invoice is
not compliant.

Company Expectations and Policy Compliance

All supplier invoices should be addressed to the registered office
where you are located.

If requestors receive an invoice directly, they should immediately
send them to AP for coding. AP should retain original invoices –
whether physical or digital. If an invoice needs to be coded and/or
approved by a person outside of AP, the original invoice should be
scanned and the copy emailed to the appropriate party for action.

Invoices may be logged by supplier, invoice number, date or to
whom it was sent.

Should AP receive an invoice that does not have sufficient
information, the invoice will be returned to the requestor for 
correction.
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Explanation Example Wording

This section explains common 
areas of confusion such as:
• Who is responsible for approving

invoices and at what levels.
• What to do if the purchase order

doesn’t match the invoice.
• If the policy is being challenged,

who has the authority to approve
exceptions.

You could set limits of approval 
based on role or invoice value, as 
well as additional approver 
thresholds. This may be outlined in 
a Delegation of Authority or 
Segregation of Duties policy.

Areas of Ambiguity

• Your assigned job title, line of reporting and value of the
purchase determine who is responsible for approving invoices
requested by employees.

• You can only approve invoices for your cost centre.
• If you are not available to approve an invoice, it can be

approved by a peer in the same cost centre with the same or
higher authority level.

• An individual can’t be the sole approver for an invoice ordered
by that individual.

• Once you confirm the invoice details are accurate, sign and
date the invoice and send to your line manager for approval.

• Should the amount on the invoice and the purchase order not
match up, it should be sent to the requestor to resolve.
Should you have questions pertaining to this policy and its
enforcement, please contact Accounts Payable.

Explanation Example Wording
If there are other policies or 
procedure documents that impact 
the invoice process, such as the 
Delegation of Authority or 
Segregation of Duties policy, 
refer to them here as well as where 
they can be found.

Other Related Policies or Procedures

Please take note of the following policy and procedure documents 
that are part of the invoice process: e.g. [Insert link and where they 
can be found].

• Delegation of Authority policy
• Segregation of Duties policy
If you are not authorised to approve an invoice based on the amount,
please forward the invoice promptly to the appropriate person.

Explanation Example Wording

These are instructions to provide to 
your suppliers on where to send 
their invoices. Include any special 
instructions and clearly state where 
invoices need to be sent to. If there 
are several different addresses, 
attach them to the policy.

Billing and Email Addresses

It’s important that AP receives all invoices promptly.  
All supplier invoices should be addressed to:
[Company name]  [Address],  [Attn: Accounts Payable/Requestor]
If digital invoices are accepted or even preferred, then list the 
appropriate email address to send these to. Inform suppliers to only 
send to the correct address to avoid duplicates arising. When 
ordering goods or services from a supplier, confirm they have the 
correct billing or email address. Should you receive an invoice 
directly from a supplier, forward to AP immediately.
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Explanation Example Wording
A purchase order (PO) is a 
commercial document drawn up by 
the purchaser specifying the details 
and costs of the goods or services 
they intend to purchase from a 
supplier. It gives the business 
advanced visibility of spend by 
employees.
If your company operates a PO 
system, instructions for who can 
raise them and how they go about 
doing so should be listed here.

The Supplier Invoice Process

1. Raising Puchase Orders (where applicable)

To increase efficiency and accuracy in the procurement process, 
[company name] operates a purchase order (PO) policy.  
That means all intended purchases must be submitted by 
requestors upfront by raising a PO. [Stipulate instructions  
on how requestors should do so].

Suppliers must insert the PO number on the invoice before 
submitting it for payment. Requestors and approvers should 
ensure the supplier invoice matches up precisely with the PO and 
raise any discrepancies with the AP department, resolving them 
before the invoice is approved for payment.

2. Recording Receipt of Invoices
Explanation Example Wording
Any invoices sent to AP should be 
date stamped so they can track 
turnaround times between receipt of 
invoice and first processing attempt. 
It can also be used to audit accrual 
processes.

All invoices received by AP should be stamped with the date the 
invoice was received into the department so that correct 
processing times can be captured.

3. Verifying Invoices
Explanation Example Wording
AP may need to send invoices out  
for account coding or to address 
exceptions. To reduce the risk of 
invoices being lost or delayed, only 
send a copy of the original invoice. 
Provide instructions on how these 
invoices should be returned to AP.

When AP needs to send out an invoice to be coded, approved or to 
resolve exceptions, a copy of the invoice will be posted/emailed to 
the appropriate person for action. AP will retain all originals.
Employees who receive an invoice for coding, approval or to 
address an exception, should see to it as soon as possible to 
prevent delays.

• Once action has been taken, the invoice should be sent, along
with the required details, back to AP [specify where to send].

• All required details need to be on the face of the invoice or on an
added page.

• When emailing, supply the invoice number and supplier name in
the subject line.
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Explanation Example Wording
Indicate who is responsible for 
coding the invoices – the requestor 
or AP. The account coding details 
may be in a separate procedure 
document. If so, supply a reference 
or supply the details here.

4. Coding Invoices

If an invoice is sent for account coding, the following details 
should be supplied [list where these should be sent].

• GL code
• Cost centre
• Department number
• Coder’s full name and the date
• [Any other details required]

If the invoice total is to be split to multiple coding lines, the 
amount to be charged to each line must be provided.

5. Approving Invoices
Explanation Example Wording
The approval details may be in a 
procedure document. If so, consider 
supplying a reference here. 
Otherwise, it is recommended the 
details be supplied in this policy as 
the information becomes part of the 
documentation record.

To clearly see who has signed off an 
invoice, approvers should use their 
full name and date the approval.

NOTE: If your company allows for 
approvals to be supplied in emails, 
supply specific instructions in this 
policy. Remember approval emails 
will need to be printed or saved to 
become part of the audit trail.

Any invoice approvals sent to AP should contain:
• Written confirmation of approval
• Date of approval

Approvers who receive an invoice for review are expected to:
• Review the document to ensure accuracy. This includes the

quantity, the amount, the correct supplier details, VAT details
are included and the description is accurate.

• Confirm the invoice total amount is within their approval
authority level.

• Forward the marked up invoice including coding details if it
needs to be approved by another person.

• Ensure the supplier name, invoice number and amount are
referenced in the subject line if approving by email.
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Explanation Example Wording
AP may not be able to process an 
invoice if an exception is identified 
(e.g. the supplier is not set up in the 
ERP, the PO is invalid). AP may need 
to send these invoices to the 
responsible party for resolution. 
Document such exceptions for 
auditing purposes.
The individual who resolved an 
exception should supply their full 
name, signature and date of 
resolution along with the steps taken 
to address it. NOTE: If your company 
allows for exceptions to be resolved 
by email, supply specific instructions 
of the steps to be taken as the email 
forms part of the audit trail.

If AP identify an exception on an invoice, the invoice will be sent to 
the appropriate party with an explanation of the issue. If such an 
invoice is sent to you, first confirm you understand the issue.

• As you work on addressing the exception, record notes on the
face of the invoice copy or on a separate page to be attached
or submitted with the invoice back to AP.

• Include names of others you work with to resolve the issue,
especially if working with the supplier.

• Supply email addresses and phone numbers if applicable.
• Supply your full name, signature and date then return the

invoice, along with any documentation created, to AP.

These details should become part of the invoice record for 
auditing purposes.

7. Storing, Retrieving and Deleting Documents
Explanation Example Wording
The AP department is the custodian 
of all invoice-related documents. 
Documentation should be filed in a 
way that is easy to comply with and 
allows for quick retrieval. Some 
companies file invoices by ERP batch 
number or alphabetically by supplier 
name and invoice date. Regardless, 
be sure your company has a 
standard that is used and 
understood by all who has access to 
the files. Supply process instructions 
for how employees can retrieve 
historical invoice data. Note: ATO 
requires businesses to keep records 
of invoices for at least 5 years. Once 
the retention period has expired, 
invoice documents should be 
destroyed. Confirm with your 
compliance or legal team as to the 
correct procedure. Keep a record of 
files/boxes that were deleted or 
destroyed.

Once invoices are paid, AP will file original invoices as well as all 
approvals, exceptions and supporting information. [Include if this is 
digital or physical and where these can be found].
[Company name]’s document retention period is 5 years. If a request 
is received during a 5-year period to produce any documentation to 
support financial transactions, the company is required to supply all 
necessary documentation. Requests can be received from internal or 
ATO auditors. Records should be easily accessible and legible. 
Invoice documentation is stored as follows:

• Onsite: x years
• Offsite storage: x years
• Digitally: yes – up to x years
Requests for access to invoice documents and data should be
submitted to (email/physical address). The request should include
the supplier’s name, invoice number, date and the amount of the
invoice. The documents will be emailed to you. Please expect up to
(amount of time) for a response.
After the retention period, documents will be prepared for
destruction. Notify the Compliance or Legal team if you feel specific
documents should not be destroyed. AP will arrange the deletion of
files or destruction of paperwork. They are responsible for keeping a
record of what has been eliminated. Employees should remove any
records of invoices they have after this time.

6. Handling Exceptions
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ABOUT SAP CONCUR 
SAP® Concur®  imagines the way the world should work, offering cloud-based services that make 
it simple to manage travel and expenses. By connecting data, applications and people, SAP 
Concur delivers an effortless experience and total transparency into spending wherever and 
whenever it happens. SAP Concur services adapt to individual employee preferences and scale 
to meet the needs of companies from small to large, so they can focus on what matters most. 

How to Build a Supplier Invoice Policy

Want More Help? Just Ask!

It’s clear to see from the supplier invoice policy template that the AP team have their work cut out 
for them! Concur® Invoice can help make the overall process smoother by automatically 
routing invoices, managing approvals, storing all records safely and turning three weeks of invoice 
wrangling into five days.

The AP team can always see where an invoice is in the chain and who needs to action it, while 
everyone can see the payment status so supplier queries don’t take up your time. Built-in apps 
mean everyone can review and approve invoices from anywhere, which means suppliers get  
paid faster.

There’s no lengthy contracts or implementation cycles to tie you down. We believe in flexible, 
simple solutions that match your needs.

Contact us to see how SAP Concur can help on +61 (2) 9113 7358  or visit our website.

Read the White Paper Contact Us Watch the Video
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http://facebook.com/SAPConcur
http://www.twitter.com/SAPConcur
http://linkedin.com/company/5822
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