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KPIs 
“However beautiful the strategy,       
  you should occasionally look at   
  the results.”  

— Winston Churchill
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Prove your strategic

It’s one thing for teams to say they’re becoming more strategic; it’s another thing to prove it. 
Yes, you may know you’re doing a good job, but if you’re not telling the rest of the business, 
then you’ll never get the recognition you deserve. This is why it’s vital that you track and 
communicate your effectiveness and the value you’re creating

Key performance indicators (KPIs) shouldn’t be a new concept to anybody. All teams will 
track their performance in some shape or form. For example, all accounts payable teams will 
track cost per invoice processed, average time per invoice processed, the number of invoices 
processed per day, and percent of invoice exceptions. 

But while teams may do a good job of tracking their performance, they’re not doing a good 
job showing how their function is supporting the business in ways that matter. Finnish banking 
group, Nordea, conducted research into how the finance and treasury functions are using KPIs. 

Their findings highlight this point.

According to the study, only 21% of corporates have 
KPIs “directly derived” from the company’s goals. 
Even less share KPIs with other business departments. 
This is despite the need for finance to work with other 
departments to drive improvements in strategic areas, 
like working capital. 

So while it’s important that you 
can track its own performance; it’s 
more important that you translate 
this success to real business value. 
Now there’s no one size fits all set 
of metrics that teams should use. 
KPIs will vary depending on many 
factors. But there are some surefire 
steps you can follow to build out 
your metrics.

KPIs: communicating your effectiveness 

https://docs.nordeamarkets.com/transactionbanking/2019/nordea-transaction-banking-treasury-kpis-2019/
https://docs.nordeamarkets.com/transactionbanking/2019/nordea-transaction-banking-treasury-kpis-2019/
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You cannot support the business if it doesn’t have a deep and detailed understanding of its 
short- and long-term strategic objectives and goals. So make sure you have these well defined 
and informing your KPIs. 

There are a million and one things you can report on, but frankly, few people outside of the 
walls of your department care about most of these. So put yourself in the seat of your key 
stakeholders and start asking the questions you think they want answering. Then build your 
KPIs around these questions. This strategy will lead you to track the metrics that people care 

about and that show the impact finance and treasury are having on a strategic level. 

If you’re to make a meaningful change in strategic and value-adding areas like working capital 
it helps to align with other departments. In fact, it’s almost impossible without doing so (see 
chapter 4). Now it might not be straightforward to convince other departments to change KPIs 
but if you can convince them to align, even in part, with your goals, you give yourself a much 
better chance of success.  

You must win and maintain the trust and support of their key customers if you’re to achieve 
your aim of becoming more strategic. So it’s crucial you track customer satisfaction to ensure 
you’re delivering the value that’s helping key stakeholders level up their work. 

While it’s important to track KPIs, it mustn’t be an arduous task. 
To establish a defined process to collect and interpret your KPIs, 
say once a month. And use technology to your advantage as 
much as you can to collect and automate how you process the 
data—this will be much easier to achieve with some technology 
compared to others. 

Once you’ve established your KPIs we’d recommend you 
leave them alone. You can’t prove anything if your metrics 
are changing from month to month. That being said, 
businesses aren’t static. If your company’s strategy changes 
and you’re playing a different role to facilitate this, it’s best 

that you adjust your metrics to reflect the new reality.  

Understand your business objectives

Focus on value not process

Align KPIs with other departments

Track customer satisfaction

Put in place processes and technology needed to measure and report on KPIs 

Revise but try not to change 
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Express yourself 

Once you’ve collected the data around your KPIs make sure you don’t keep it to yourself. 
Remember, you’re tracking your performance but also showing off the value you’re adding to 
the organization to your peers. So book in a monthly or quarterly call with key stakeholders to 
go over your KPIs, get their feedback, and show the value you are adding.

Strategic v Tactical KPIs 

These track process efficiency, error rates and 
returns on assets.

These recur each month.

These provide a good overview of the finance 
team’s overall performance.

These track finance’s influence on 
specific projects or business objectives.

These can reoccur or be on a case by 
case basis.

These will often be aligned with other 
departments to drive cross-functional 
collaboration and engagement. 

Tactical KPIs 

Strategic KPIs
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Using KPIs to motivate change

KPIs are not only a way to measure performance. They’re also an effective tool to motivate and 
drive change within organizations. Here are a few ways you can use KPIs to your advantage.

You can measure everything your team does in an infinite number of ways, but if you 
don’t want to spend all your time updating KPI spreadsheets, you must be selective. 
There is a fine balance between selecting tactical KPIs that measure team performance 
and strategic KPIs that align with broader business outcomes. In accounts payable, 
for example, teams must always track core metrics such as time taken to approve an 
invoice. But if the company is aiming to improve cash flow, it would also be wise to 
track metrics that show how AP impacts this area. Unfortunately, sometimes the best 
marks of success are ones that can’t be measured. And while those success markers 
are valuable, the panel advised that teams be realistic and set KPIs they know they can 
measure with the data they have. 

KPIs do more than track progress, they tell stories of success, of failure, and of the 
impact teams have on their enterprise. But far too often teams lock these stories away in 
stagnating presentations that get dusted off once or twice a year. And that’s just a waste.

To be effective, you need to make them visible. Then you can use them to underpin 
internal discussions and set targets. This drives focus, makes people responsible for their 
work, and helps develop a culture of continuous improvement. 

Making them visible to the rest of the organization helps amplify the story across the 
enterprise. This will not only drive transparency, it will also start promoting interesting 
conversations with senior management and other key stakeholders. This brings in a 
diversity of thought that often leads to surprising and innovative outcomes. 

It’s imperative that KPIs within the enterprise evolve in step with your evolving business, 
goals, and strategies. There will always be perennially important metrics: for example, 
AP must always track invoice approval times. But in a turbulent world where disruption 
is the new normal, business leaders must think outside the box and challenge their 
organization in order to ensure they remain competitive. And that means looking at 
what metrics are most important to thrive in a digital world—the same KPIs that made 
Hilton successful aren’t the same that make Airbnb successful. Get creative, don’t just 
follow the status quo and measure the same metrics everyone else does. Think about 
how businesses are changing and set metrics that point towards those changes. 

Deploy both tactical and strategic KPIs

Allow your metrics to tell a story

Ensure your metrics evolve with your business

1
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The most innovative businesses don’t set KPIs as targets to reach, they set them as 
targets to exceed. Our panelists all agreed that when a target KPI is hit, you must then 
challenge the team to go further. This is how you push a team to be innovative and keep 
pushing that bar higher.

Raising targets and expectations doesn’t just motivate and force people to get creative, 

it also drives real business value. 

KPIs are immensely powerful, but if used incorrectly they can also be restrictive. This 
is especially true when it comes to innovation. KPIs are great for tracking incremental 
improvement towards process excellence, but they’re not great when challenging the 
status quo. That’s because when there is no precedent it’s nearly impossible to set an 
accurate target. 

That being said, you can’t kick off a project without KPIs, so how do the panelists 
approach this challenge? The best method is to set KPIs you want to hit but with the 
understanding that the project’s success doesn’t rest solely on hitting them. It’s ok to fall 
short of initial targets when doing something radical. As long as the project is heading in 
the right direction it’s okay. You’ll hit and exceed the targets eventually.

• Base KPIs on strategic value drivers

• Make sure KPIs are based on valid   
 data and are easy to understand

• Cascade the KPIs through the   
 organization

• Make sure KPIs lead to positive action

• Create a culture of continuous   
 learning and performance improvement

• Include a mix of financial and                    
 non-financial KPIs

• Do not collect data and measure  
 too many things – too many KPIs  
 lead to confusion rather than  
 clarity. Five to ten ‘critical’ KPIs,  
 and 20-30 overall, is a good rule  
 of thumb.

• Avoid focusing solely on   
 quantitative measures   
 – qualitative assessments also  
 provide valuable information.

• Don’t forget about the importance  
 of feedback and learning.

Keep experimenting 

Don’t live and die by KPIs 

4
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KPI dos and don’ts
Dos Don’ts

Source: CGMA

https://www.cgma.org/resources/tools/essential-tools/kpis.html
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Getting your message across: top tips on 
translating your success to the c-suite

Presenting isn’t for everyone. And there’s a lot more that goes into it than just standing up and 
speaking. But if you’re to ensure your organization knows the work your team’s doing and the 
impact it’s having it’s an important part of your work.  

Here are a few tips for how you can ensure you get your message across.

Make sure your presentation is clear and concise. Don’t overwhelm your 
audience with a glut of information. Just focus on the most impactful points. 
This’ll ensure you make your message loud, clear, and easy to remember. Also, 
design your slides so they’re supporting your points and not distracting your 
audience from what you have to say. 

Just because your message is simple, it doesn’t mean it can’t be impactful. 
Make sure you focus the presentation on your team’s most strategic KPIs and 
give detail around the genuine business impact you’ve made.  

Handouts are a great way to provide more detail and give your audience 
something to refer back to once your presentation is over. You can also use 
these handouts to state your team’s vision and mission and its upcoming targets 
and objectives for the coming month or quarter. But remember, these handouts 
must look professional, so take time curating the information and on the design 
of the document—otherwise you’ll find they quickly meet the bottom of the bin. 

Keep it simple

Focus on strategy

Provide handouts

There are a million and one different ways to craft a presentation. And it’s 
tempting to tinker to find the perfect formula. Don’t do this. For one, it’s a waste 
of time. But, most importantly, it’s good to be consistent with the information 
you’re presenting and how you do it. It helps your audience remember your 
message and also gives them a point of reference next time your present. 

Be consistent

The c-suite has its eyes on the future, and so should you. Use a few moments towards 
the end of the presentation to state your objectives for the coming month/quarter 
and the business impact you expect it to have. This is a great way to ensure you are 

aligned with their objectives as they’ll surely mention something if you’re not. 

Comment on your team’s future plans
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Strategy 
tracker
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Accounts payable teams don’t become 
strategic overnight

It takes months and even years of concerted effort to make that switch from tactical to 
strategic and start creating additional value for your organization. To help you get where you 
want to be. We’ve created this simple tracker that provides the basic steps you must take to 
achieve  your objectives. 

Develop a detailed understanding of your 
enterprise’s goals and objectives

Complete an audit of your current 
technological landscape to identify gaps and 
areas of improvement

Understand the current perception the 
c-suite and other key stakeholders have of 
your department

Deploy new technology to standardize and 
automate non-value adding processes 
wherever possible 

Build out your department’s vision and mission 
and share this with your organization

Reorganize your team and refocus them on 
business partnering and strategic projects

Organize and harness the data within your 
systems to inform strategic decision making

Define your overall strategy

Need to 
start

In 
progress

Blocked Complete

Rework your technology and processes
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Work with other departments on projects that 
break down silos and create shared value across 
the enterprise

Establish a set of process-driven and 
strategic KPIs that chart the impact your 
team is having on the business

Develop a single database with key financial 
and non-financial performance metrics

Advise leadership on value-creation opportunities

Welcome additional responsibilities to your 
department 

Become a center of excellence and a source 
of information for your enterprise 

Create a repeatable presentation format to 
share KPIs with the rest of the organization 
and be made aware of any strategy changes

Establish a regular cadence of KPI check-
ins with the c-suite and other strategically 
important departments and share your success

Add value

Establish your KPIs

Need to 
start

In 
progress

Blocked Complete
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About Tradeshift
Tradeshift drives supply chain innovation for the digitally connected economy. As the leader insupply chain 
payments and marketplaces, the company helps buyers and suppliers digitize all their trade transactions, 
collaborate on every process, and connect with any supply chain app. More than 1.5 million companies 
across 190 countries trust Tradeshift to process over half a trillion USD in transaction value, making it the 

largest global business network for buying and selling.

Learn more at tradeshift.com.

This presentation or document may include statements 
intended to outline Tradeshift’s general product direction 
and vision or other expectations or plans for the future. 
Some may qualify as “forward looking statements” under 
securities laws or regulations. Such statements apply to 
future events and are subject to risks and uncertainties 
that could cause actual results to differ materially. 
Important factors that could cause actual results to differ 
materially from forward-looking statements include, but 
are not limited to, the ability of Tradeshift to develop and 
market new products, market conditions, technological 
change, regulatory requirements and competition. This 
presentation or document is intended for information 
purposes only, is not evidence of any warranty, and 
may not be incorporated into any contract. It is not a 
commitment to deliver any material, code, service or 
functionality, and may not be relied upon in making 
purchasing or investment decisions. Any development, 
release, and timing of any features or functionality 
described for Tradeshift’s products remains at the sole 
discretion of Tradeshift, Inc. and its affiliated companies.

© 2020 Tradeshift Holdings, Inc. or a Tradeshift affiliate 
company. All rights reserved. The Tradeshift Global Health 
of Trade Index and this article are copyrighted works. This 
document is protected by U.S. and international copyright 
and intellectual property laws. It may be linked to and

referenced with the following attribution “Tradeshift © 
2020 Tradeshift Holdings, Inc.” Tradeshift is a registered 
trademark or trademark of Tradeshift Holdings, Inc. in the 
United States and/or other jurisdictions. All other marks 
and names mentioned in this article may be trademarks of 
their respective companies. 

This article is intended for information purposes only, is 
based on a segment of industry data and may not prove to 
be an accurate representation of trade volumes. Tradeshift 
makes no warranty or representation as to the accuracy of 
this information.


