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Last year was about exploring what AI could 
do. Testing its limits. In 2026, finance leaders 
will be held accountable for outcomes while 
managing increasing document volumes, 
tighter budgets, stricter compliance rules, and 
higher expectations for accuracy and speed. 
Boards want ROI. Auditors want transparency. 
Regulators want compliance in real time. 
Automation is shifting from pilot to policy. It must 
be measurable, governed, and global.

The seven trends in this report address the 
decisions that will determine your business 
automation success...

•	 Will AI systems deliver measurable business 
value or remain expensive experiments? 

•	 Do your processes connect end to end or 
operate in isolation? 

•	 Can governance frameworks prevent costly 
failures? 

•	 Does fraud get caught proactively or 
discovered after losses hit your business? 

•	 Does ROI justify continued investment? 
•	 Do systems predict needs before critical 

deadlines arrive? 
•	 Do platforms handle global compliance or 

create fragmented complexity?

These aren’t technology trends. They’re 
operational priorities that technology enables. 

Finance leaders who align automation with these 
priorities position their organizations to handle 
growth without proportional cost increases. 
Those who ignore them will watch costs rise 
while competitors operate more efficiently.

To support our Document automation trends 
2026 report, we surveyed 450 finance leaders in 
the UK, US, and Germany across all industries. 
We examined their automation maturity, the 
technology they’re working with, drivers behind 
adoption, their goals and challenges, and 
where they’re investing next. More details on 
methodology at the end of our DAT26 report.

We’ve structured our report so each trend covers 
the following…

•	 What’s the trend?
•	 What the experts say
•	 What the market says
•	 3 key actions for success in 2026
•	 KPIs to watch!

Dig in and have a read. Take notes, list your 
questions, and get in touch for a chat. about your 
document automation priorities for 2026.

Ready?

Document automation 
trends 2026

 https://rossum.ai/form/contact/?utm_source=rossum-report&utm_medium=referral&utm_term=en&utm_content=landing-page&utm_campaign=document-automation-trends-26


From promise  
to practice 
The AI honeymoon is over, especially for 
document automation. Experimentation has given 
way to a new mandate: ROI is the only metric  
that matters.

This pressure forces the technology to evolve 
beyond data extraction to deliver measurable 
business outcomes: understanding document 
intent, not just text. But isolated automation is a 
dead end. Value unlocks with hyperautomation, 
connecting document-centric processes like 
invoice-to-pay from end to end.

Connecting this sensitive data makes AI 
governance non-negotiable. Trust is the 

mandatory foundation for automating high-
stakes document workflows.

With that trusted foundation, the focus shifts 
from processing to prediction. This enables 
proactive fraud detection within invoices and 
contracts, and predictive AI for document 
automation that forecasts renewals before they 
become urgent.

Finally, this entire stack must run globally. The 
complexity of global compliance, managed 
entirely through documents, makes siloed tools 
a liability, driving platform consolidation as the 
inevitable final step.



<TREND 01> 

From data entry to  
decision engine
AI delivers measurable  
business outcome



AI delivers measurable 
business outcomes
What’s the trend?
For three years, the narrative around large 
language models and generative AI has been 
dominated by possibility. The tech buzzes with 
potential, with organizations tentatively pushing 
the boundaries of AI development. 

Gartner’s 2024 research revealed that at least 
30% of generative AI projects will be abandoned 
after proof of concept by the end of 2025. Down 
to poor data quality, inadequate risk controls, 
escalating costs or unclear business value. While 
in McKinsey’s 2025 State of AI report, 80% of 
respondents saw no tangible impact on enterprise-
level earnings from their use of Gen AI.

But 2026 marks a turning point. The conversation 
shifts from what AI might do to what it actually 
delivers.

In the beginning, AI focused on extraction. Pull 
data from an invoice. Identify key terms in a 
contract. Classify a document. While these tasks 

are important, they only represent the tip of the 
iceberg of what’s possible. The next generation 
goes deeper. Much, much deeper.

Looking to the future, AI will explain the intent 
behind requests. It will summarize sizable reports 
into actionable insights. It will flag language 
that signals risk. It will recommend next steps 
based on your specific business context. When 
a customer complaint arrives, AI will assess 
urgency and route it to the right team without 
human intervention. Supplier invoices will be 
validated against policy and payment terms, with 
discrepancies resolved before they reach review

According to the 2025 REVelate report from 
Domino Data Lab which surveyed 300+ C-level 
executives across North America and Europe, 
88% of enterprises have improved their ability to 
deploy AI at scale.

AI agents begin acting proactively. They’ll 
operate in real time. A fraudulent transaction? 
Frozen. A suspicious account? Flagged. An 
investigation needed? Done. These systems 
embed into core workflows. Not as experiments 
stuck on the side. But as integral parts of how 
work gets done.

What started at the fringe became ingrained. 
Fewer manual steps. Fewer delays. Smarter 
decisions made at scale. The hype diminishes. 
The value accelerates.

FROM DATA ENTRY TO DECISION ENGINE
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30%
of Gen AI projects will be 
abandoned by end of 2025
GARTNER

https://www.gartner.com/en/newsroom/press-releases/2024-07-29-gartner-predicts-30-percent-of-generative-ai-projects-will-be-abandoned-after-proof-of-concept-by-end-of-2025
https://www.mckinsey.com/~/media/mckinsey/business%20functions/quantumblack/our%20insights/the%20state%20of%20ai/2025/the-state-of-ai-how-organizations-are-rewiring-to-capture-value_final.pdf
https://cdn.sanity.io/files/kuana2sp/production-main/c78593572f53a24d1625220739f240f854a5644b.pdf 
https://rossum.ai/blog/introducing-ai-agents-for-paperwork/?utm_source=rossum-report&utm_medium=referral&utm_term=en&utm_content=blog&utm_campaign=document-automation-trends-26
https://www.gartner.com/en/newsroom/press-releases/2024-07-29-gartner-predicts-30-percent-of-generative-ai-projects-will-be-abandoned-after-proof-of-concept-by-end-of-2025
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What the  
experts say

“Data Extraction and Conversational AI was only the opening act. In 2026, AI will be judged 
by its impact on the P&L — not pilots, not demos. If it doesn’t reduce cost or generate 
revenue, it won’t survive. We are moving from experimentation to full workflow automation 
and 5x human augmentation. The real divide will be human + AI versus human alone. But 
the frontier ahead is clear: non-deterministic intelligence still struggles with consistent 
output. The winners will be those who fuse AI’s adaptability with deterministic reliability — 
systems that can handle variation and still deliver predictable outcomes at scale.”

OLIVIER GOMEZ (Automation & AI Authority / Global B2B Influencer & KOL) 
CEO, IAC.ai (AI & Automation Services for Enterprises)

“In 2026, AI becomes less about potential and more about proof. Systems that once 
extracted data now interpret intent, spot anomalies, and act with purpose inside business 
workflows. In finance, that means decisions made in minutes, not days, and teams focused 
on insight rather than input. The real transformation lies in trust: leaders will rely on AI 
as a partner that flags risk, accelerates outcomes, and learns from every action. When 
intelligence becomes operational, progress stops being a project and starts being the norm.”

SARAH ISAM ALAWNEH  
Computational Researcher, University of Sharjahi

https://www.linkedin.com/in/oliviergomez/
https://www.linkedin.com/in/sarah-alawneh-0b3504274/?originalSubdomain=ae
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What the  
experts say

“In 2026, finance leaders will no longer view AI-powered document automation as an 
experiment; they will expect it to be an engine of transformation. The era of never-ending 
pilots and failed POCs must now give way to disciplined execution. They will expect every 
initiative to show its ROI with faster cycles, fewer errors, and visible financial returns. To 
meet the moment, vendors must rise to the occasion by offering pre‑trained, day-one 
integration‑ready solutions that focus on demonstrable outcomes. The vision is clear: doc-
ument automation will be a catalyst for measurable impact across the enterprise.”

DAN LUCARINI 
Senior Analyst, Deep Analysis

“In 2026, AI in document automation is moving past just pulling data from documents — 
it’s starting to truly understand what that data means. We’re now seeing tools that can 
interpret intent, spot potential risks, and take action within workflows. This shift is driving 
real business results, not just efficiency gains. The real value lies in how AI supports 
decision-making, cuts manual effort, and helps teams focus on higher-impact work. The 
future isn’t just automation for speed — it’s intelligent automation that adds context, insight, 
and confidence to every financial decision.”

HARSH KUMAR GARG   
AI Engineer, Probus Insurance Broker Pvt Ltd

https://www.linkedin.com/in/danlucarini/
https://www.linkedin.com/in/harsh-kumar-garg70/?originalSubdomain=in


Finance leaders prioritize strategic thinking over technical skills as automation takes on routine work. 
The emphasis on planning, analysis, and adaptability reveals a change of mindset in how teams add 
value. Moving away from transaction processing toward interpretation, decision making, and the ability 
to evolve alongside changing systems. Technical capabilities matter, but human judgment on what the 
data means and how to act on it matters more.

<Trend 01>

What the 
market says
As automation handles more 
routine financial tasks, 
what becomes the most 
important skill for your 
finance team members?

29.8%
of finance leaders said the most 
important skill for finance teams 
in 2026 is strategic financial 
planning & analysis



The challenge lies in the transition period. Teams accustomed to reviewing every document must learn 
to trust AI recommendations. Start with low-risk documents where errors have minimal financial impact. 
Show your team the AI’s reasoning. When it catches something AI missed, document it. When it  
makes a mistake, explain what went wrong and how the system learned from it. Build confidence 
through transparency.

1. Redefine your AI  
success metrics beyond 
extraction accuracy
Stop measuring AI by how cleanly it extracts 
data. Measure it by business outcomes. Did it 
cut processing time? Did it catch a duplicate 
invoice before payment? Did it flag a missed 
delivery? The best finance teams track impact - 
fewer exceptions, faster cycle times, and clearer 
audit trails. Map your current workflows and 
find where understanding matters more than 
speed. Some documents need to move faster. 
Others need to be understood better. McKinsey 
research on AI adoption shows that companies 
focusing on business impact rather than technical 
implementation see 3x faster ROI. 

2. Build cross-functional 
teams to redesign workflows 
around AI intelligence
This isn’t a technology project. It’s a workflow 
redesign. Finance teams need to work with 
operations. Legal needs to sit with procurement. 
Your AI won’t deliver value if you attach it onto 
existing processes. The team that’s great at 

manual review won’t automatically adapt to 
supervising an intelligent system. Invest in 
change management. Train people to trust 
recommendations. Show them the evidence. 
Prove that this version of AI makes better calls 
than the old approach. Organizations that 
combine AI implementation with workflow 
redesign will have greater success rates.

3. Start with one risky use 
case where AI’s reasoning 
creates immediate value
Pick a workflow where better decisions matter. 
Maybe it’s fraud detection, where a smart system 
catches suspicious patterns faster than humans. 
Could be invoice validation, where AI flags policy 
breaches or duplicate payments before your 
team spends hours investigating errors. Maybe 
it’s customer service, where urgent assessment 
routes complaints to the right department 
immediately. One win builds confidence. One 
win shows your organization what AI intelligence 
looks like in practice. Scale after you’ve proven 
the model works.

<Trend 01> 

3 key actions for 
success in 2026

https://rossum.ai/blog/workflow-process-mapping/?utm_source=rossum-report&utm_medium=referral&utm_term=en&utm_content=blog&utm_campaign=document-automation-trends-26
https://www.mckinsey.com/capabilities/quantumblack/our-insights/the-state-of-ai-2024
https://www.mckinsey.com/capabilities/quantumblack/our-insights/the-state-of-ai-2024
https://rossum.ai/blog/finance-leaders-must-drive-ai-implementation-now/?utm_source=rossum-report&utm_medium=referral&utm_term=en&utm_content=blog&utm_campaign=document-automation-trends-26


•	 Exception handling rate  
	 (target below 5%)

•	 Average processing time  
	 per document

•	 Cost per document processed

•	 Time to identify anomalies or risks

•	 False positive rate in flagged items

•	 Reduction in manual review steps

•	 Number of decisions escalated by 	
	 the AI vs human

<Trend 01>

KPIs  
to watch
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End-to-end process 
ownership
Hyperautomation reduces  
DSO and more



Hyperautomation  
reduces DSO and more
What’s the trend?
Automation once meant isolated fixes. A tool for 
scanning. A single workflow step compressed. 
One department saved 10 hours a week. Another 
eliminated a manual data entry step. Progress, 
but fragmented.

The tech industry loves a new answer. First came 
prompt engineering - the secret to making AI 
agents work. Then context engineering landed, 
feeding vast datasets into systems and  
hoping they figure it out. Each month brings a  
new methodology. Each promises to be  
the breakthrough.

But chasing these approaches misses the point. 
The way businesses actually get work done 
hasn’t changed. Processes still matter. Rules still 
matter. Workflows still matter. They don’t vanish 
because AI agents enter the picture. They adapt.

Hyperautomation in 2026 recognizes this reality. 
It connects processes end to end - not just 
automating a document, but the full financial 
flow. From purchase order to payment. From 
order to cash. A document arrives, data is 
captured, business rules applied, approvals 
routed, and transactions posted automatically. 
Human input is reserved for exceptions, where 
oversight adds value.

According to Gartner, by 2025, 70% of 
enterprises will engage digital transformation 
services to enable analytics-driven decisions 
across business processes.

The difference between isolated automation and 
connected automation matters hugely. A single 
person can now oversee transaction volumes 
that once required whole teams. Not because 
the AI is smarter at prompts, but because it’s 
embedded into workflows that already work.

This approach restructures what people do 
without eliminating them. Teams that once 
shuffled paper now supervise systems, handle 
exceptions, refine rules, and manage exceptions 
in full process chains.

CFOs face relentless pressure to scale 
without adding staff, and with the global 
hyperautomation market projected to reach 
$270 billion by 2034, the economics are 
self-evident. 

The solution for getting agents to deliver 
predictable value isn’t found in the latest 
engineering trend. It’s found in exploiting new 
capabilities to reimagine established processes. 
Hyperautomation isn’t about replacing your 
people or chasing the next AI magic trick. It’s 
about taking control of the full process from start 
to finish.

END-TO-END PROCESS OWNERSHIP

<Trend 02>

https://rossum.ai/blog/what-is-data-capture/?utm_source=rossum-report&utm_medium=referral&utm_term=en&utm_content=blog&utm_campaign=document-automation-trends-26
https://rossum.ai/blog/what-is-data-capture/?utm_source=rossum-report&utm_medium=referral&utm_term=en&utm_content=blog&utm_campaign=document-automation-trends-26
https://www.gartner.com/en/documents/4019586
https://www.precedenceresearch.com/hyperautomation-market
https://www.precedenceresearch.com/hyperautomation-market
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What the  
experts say

“In 2026, as AI agents become fixtures powering hyperautomation, let’s have a BS-free 
conversation: they aren’t employees. They’re tools. Powerful tools, yes, but tools. You don’t 
‘inspire’ an agent; you deploy it to smash silos and accelerate performance end to end. 
True leadership isn’t managing software. It unleashes your people’s potential, enabling 
them to stop managing tasks and start driving strategy. When we blur the line between 
human and software, we cheapen both. Humans lead. AI executes. That’s not a limitation. 
That’s how you skyrocket growth and future-proof your business.”

KIERAN GILMURRAY  
CEO, Kieran Gilmurray and Company Limited

“The future of intelligent operations lies in harmonizing technology with strategic over-
sight. By streamlining processes and embedding adaptive controls, businesses can unlock  
agility, ensure compliance, and deliver measurable impact across financial ecosystems.”

PRAVEENKUMAR K 
Intelligent Automation Lead Global Finance Operations, Fugro

“In 2026, AI agents go from toys, to table stakes for business automation and scaling.”

JOE REIS 
Best selling author and course creator

https://www.linkedin.com/in/kierangilmurray/
https://www.linkedin.com/in/praveenkumar-kalyanasundaram-6896448a/
https://www.linkedin.com/in/josephreis/


More than half of finance leaders remain stuck in partial automation, held back by template-based OCR 
that still depends on manual correction. It reveals a maturity gap - automation exists, but intelligence 
doesn’t. The next phase will be defined by systems that learn, adapt, and reduce human rework.

Source: Appinio-led survey of 450 US, UK, and German finance leaders.

<Trend 02>

What the 
market says
To what extent have you 
automated financial 
processes within your 
department?

54.2%
of finance leaders stated their 
processes are only partially 
automated. Working with legacy 
OCR that only deals with data 
extraction through templates, 
and still requires lots of human 
intervention to correct inaccuracies



Hyperautomation sounds like a long shot. In practice, it needs methodical steps. Organizations that treat 
it as a big bang project often fail. Those that build process by process, proving the model, scaling with 
confidence, succeed.

1. Map your full document 
lifecycle before automating 
any part
Most automation efforts fail because they 
optimize one piece without understanding 
how it connects to the next. You automate 
extraction and create a bottleneck in approval. 
You speed up entry and flood an already-
sluggish integration. Document every step. Every 
handoff. Every approval barrier. Every exception. 
Understand where time is wasted. Automate the 
connected processes, not isolated bits.

2. Design for human 
oversight, not replacement
The best hyperautomation systems know 
when to ask. They handle routine transactions 
flawlessly and flag exceptions immediately. They 
show humans exactly why they need a decision. 
This needs thoughtful system design. What rules 
define a routine? What causes an exception? 
What context does a reviewer need to act? Build 
dashboards. Create alerts. Make it easy for your 
team to spot issues and act fast. Humans add 
value where judgment, negotiation, or creativity 

are required. Approving resolving supplier 
disputes, refining business rules… The time 
saved through automation must be reinvested 
there. Organizations that design for oversight 
rather than replacement reduce processing time, 
keep error rates low, and strengthen decision 
quality where it matters most.

3. Establish continuous 
feedback loops to improve 
accuracy over time
Static automation gets old. Rules that worked 
last month fail next month because your 
business changes. Suppliers shift. Customer 
patterns evolve. Fraud methods adapt or 
new ones emerge. Build systems that learn. 
Capture which transactions required manual 
correction. Which rules need updating. Which 
scenarios keep creating delays. Connect data 
and systems across the full financial lifecycle 
so feedback from your accounts payable team 
informs procurement, and insights from payment 
processing refine invoice handling. Review this 
feedback weekly and adjust the rules monthly. 
The system that improves steadily will always 
outperform the one that stands still.

<Trend 02>

3 key actions for 
success in 2026

https://rossum.ai/blog/ai-human-collaboration-is-key-to-automations-future/?utm_source=rossum-report&utm_medium=referral&utm_term=en&utm_content=blog&utm_campaign=document-automation-trends-26


•	 End-to-end cycle time for  
	 document lifecycle

•	 Exception rate across all  
	 transaction types

•	 Cost per transaction processed

•	 Precision rate for automated  
	 decisions

•	 Manual review time as percentage 	
	 of total time

•	 Exception resolution time

•	 Straight-through processing - no 	
	 human intervention

<Trend 02>

KPIs  
to watch



<TREND 03> 

Governance as  
financial guardrails
Building audit-ready automation



Building audit-ready 
automation
What’s the trend?
The early excitement around AI has locked horns 
with hard reality. Without strong governance, AI 
systems discriminate. They make poor judgments 
on incomplete data. They expose sensitive 
information. They amplify human biases at scale. 
The conversation that used to be whether we 
need to govern AI has shifted to how we must 
govern it well.

In 2026, enterprises will treat AI oversight 
with the same vigilance once reserved for 
cybersecurity. Internal audit teams will review 
models. External assessors will test for bias. 
Dedicated AI risk committees will document 
every decision. The industry language will shift 
from the vague promise of “responsible AI” to the 
concrete standard of “AI you can trust.”

For document automation, this shift is critical. 
Systems handling contracts, invoices, or personal 

records must prove their reliability. Blackbox AI 
that can’t explain its decisions or offer any insight 
into how it arrived at its conclusion creates 
unacceptable risk in financial operations. Reports 
show that organizations that have implemented 
comprehensive AI governance frameworks 
reduced AI-related incidents by 73%. Working 
with AI algorithms to analyze data patterns to 
identify security threats and anomalies earlier. 
Reducing incidents further.

A single discriminatory decision or data breach 
could destroy years of confidence. And it could 
incite regulatory action. It’s make or break time. 
Yes, governance can be viewed as frustrating 
red tape, but it’s the foundation that allows 
automation to scale safely.

According to a recently published report from 
PwC - AI trust and governance: Enabling 

GOVERNANCE AS FINANCIAL GUARDRAILS

<Trend 03>

https://gdprlocal.com/ai-data-breach/
https://gdprlocal.com/ai-data-breach/
https://gdprlocal.com/ai-data-breach/
https://www.pwc.in/assets/pdfs/ai-trust-governance-enabling-innovation-responsibility.pdf


<Trend 03> <CONT>

innovation with responsibility - establishing clear governance frameworks is essential to ensure 
responsible and ethical use. For instance, key regulatory and governance approaches from the United 
States would cover…

Roles get defined. Responsibilities get documented. Auditable decision trails get built into the system. 
Risk committees meet regularly. Models get tested and retested. When something goes wrong, the 
organization can explain exactly what happened and why. That transparency matters legally. It  
matters ethically. And it matters competitively because customers and regulators only trust systems 
with visible guardrails.

Intent

Promote innovation while ensuring 
safety and fairness.

Regulate federal use of AI

Address national security and civil 
rights concerns.

Executive Order (Oct 2023):  
Federal agencies must assess AI 
risks and ensure transparency.

AI Bill of Rights: Non-binding 
framework emphasising data 
privacy, algorithmic fairness, and 
user consent. 

State-level laws: Texas and 
California lead with bills on 
AI disclosures and consumer 
protection.

Federal contractors must comply
with AI risk management protocols.

Companies face increasing stateby-
state compliance complexity

Push toward self-regulation and 
ethical AI boards.

Key Provisions Implications

SOURCE: PWC - AI TRUST AND GOVERNANCE: ENABLING INNOVATION WITH RESPONSIBILITY.

https://www.pwc.in/assets/pdfs/ai-trust-governance-enabling-innovation-responsibility.pdf
https://www.pwc.in/assets/pdfs/ai-trust-governance-enabling-innovation-responsibility.pdf
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What the  
experts say

“Trust is the foundation everything in AI must be built on. When people understand how AI 
makes decisions, they use it. When they don’t, you get expensive resistance. Governance 
creates that clarity through explainable systems and honest communication. But trans-
parency alone isn’t enough. AI at scale becomes bias at scale unless you actively audit for 
fairness. Anyone calling governance a “barrier to innovation” has it backwards. It lets you 
deploy with confidence. Companies racing ahead in AI without accountability are building 
on quicksand. Speed gets headlines. Governance builds companies that last.”

DR. SERENA HUANG 
AI Strategist & Founder, Data With Serena

“We can’t afford not to have AI governance for one simple reason: human-beings are not 
perfect, and if we let AI learn from humanity, it will also amplify these mistakes faster, and 
at scale - with potentially irreversible consequences. Only by continuously assessing risks, 
defining guard rails and best practices, and putting the right human at the right time in the 
loop can we make sure we are not only reactively compliant, but proactively ethical.  The 
biggest challenge to implement AI governance is accountability, because it’s required on 
three layers - the data layer, the model layer, and the interface layer - and it’s critical to 
define the borders of these areas as well as commitments between the layers. Let’s not do 
the same mistakes from the past and get governance right from the beginning.”

TIANKAI FENG 
Director, Data & AI Strategy, Thoughtworks

https://www.linkedin.com/in/serenahhuangphd/
https://www.linkedin.com/in/tiankaifeng/


“AIIM’s research revealed a surprising evolution of AI adoption in 2025. Organizations 
are moving from pilot projects to enterprise-scale deployments. Both agentic AI and 
generative AI as information management tools have achieved 91% total adoption. 
What’s behind this maturity? Organizations have renewed their focus on governance 
and information management. 93% of organizations either now have or are developing 
AI governance. Beyond governance, our research validates that AI preparedness directly 
correlates with fundamental information management effectiveness. Organizations 
that excel at the basics (data quality, information lifecycle management, information 
governance, information accessibility, and automation) feel significantly more prepared 
for AI. In short, success with AI depends on mastering the fundamentals of AI governance 
and information management.”

TORI LUI 
President & CEO, Association for Intelligent Information  
Management (AIIM)

“In finance, trust is everything. One material mistake can erase years of credibility. That’s 
why AI governance is non-negotiable. Finance teams cannot rely on generic ‘black box’ 
models; we need specialized, trustworthy systems built with transparency and control. 
Confidence-based automation, clear audit trails linking inputs to reasoning and outputs, 
and robust human-in-the-loop validation are essential. Only AI designed for accountability 
will earn its place in finance.”

CAROLINE KREBS 
VP of Finance, Rossum

<Trend 03>

What the  
experts say

namehttps://www.linkedin.com/in/torimillerliu/
https://www.linkedin.com/in/caroline-krebs-a584b835/


Data accuracy is the bedrock. Without it, efficiency, faster closes, and reliable fraud detection can’t 
be trusted. Efficiency and speed are being chased to free up cash and shorten reporting cycles. But 
those gains only come into fruition when built on clean, validated data. The emphasis on fraud and 
cost highlight that AP teams are prioritizing operational resilience as much as agility. Global compliance 
coming in at 18.7% suggests organizations are still consolidating basics before tackling cross-border 
complexity. 
 
Source: Appinio-led survey of 450 US, UK, and German finance leaders.

<Trend 03>

What the 
market says
What are the primary business 
objectives driving your 
finance automation strategy?

61.6%
of finance leaders see improving 
the accuracy of financial data 
as their top priority for finance 
automation



Governance only works if it’s embedded into how you build and deploy systems. Bolting it on afterward 
creates friction without real protection.

1. Establish clear ownership 
and accountability for AI 
systems
Assign a role. Make that person responsible 
for model performance, bias testing, and risk 
assessment. That person reports to leadership. 
They have the authority to stop deployments. 
They oversee the audit process. Too many 
organizations create AI governance frameworks 
with unclear ownership. The result is slow 
decision making and scattered accountability. 
Be explicit. One person owns this. Their success 
depends on keeping systems trustworthy.

2. Implement regular bias 
testing and privacy audits 
into your deployment
Don’t test bias once and assume it’s solved. 
Do it quarterly at the very least. Create test 
datasets that specifically probe for discriminatory 
outcomes. Audit data handling practices. 

Check who has access to sensitive information. 
Document the results. The National Institute of 
Standards and Technology framework for AI risk 
management recommends continuous monitoring 
throughout a system’s lifecycle. Make this part of 
your normal operations, not an afterthought.

3. Build decision 
transparency into every 
system from day one
When AI makes a decision, the system should 
explain why. Flag the factors that mattered. Show 
the data that informed the call. This transparency 
serves multiple purposes. If something goes 
wrong, you can examine exactly what happened. 
If regulators ask questions, you can provide 
clear answers. If your team wants to refine rules, 
it can see what the system is doing. Invest in 
explainability tools. Yes, they cost upfront but 
prevent far larger problems downstream.

<Trend 03>

3 key actions for 
success in 2026

https://nvlpubs.nist.gov/nistpubs/ai/NIST.AI.600-1.pdf
https://nvlpubs.nist.gov/nistpubs/ai/NIST.AI.600-1.pdf


•	 Bias test pass rate by model

•	 Data privacy incidents reported

•	 Governance framework adherence 		
	 percentage

•	 Time to audit decision trail

•	 Compliance violations prevented

•	 Ultimate goal?  
	 ISO certification for responsible AI

<Trend 03>

KPIs  
to watch 

https://rossum.ai/company/newsroom/iso-42001-rossum/


<TREND 04> 

From fraud recovery 
to prevention
AI-powered financial protection



AI-powered  
financial protection
What’s the trend?
Financial fraud costs businesses billions every 
year. With traditional detection methods catching 
the damage after it happens. A duplicate invoice 
slips through accounts payable. A delivery 
shortfall hides behind paperwork. A fake supplier 
request drains the budget before anyone notices. 

By then, the money is gone. With the global 
digital payments market expected to reach 
$13.15 trillion by 2027, fraudsters will be in  
their element.

This reactive approach ends in 2026. Artificial 
intelligence can analyze huge, complex, and 

FROM FRAUD RECOVERY TO PREVENTION
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$3.9M
Average cost of a data  
breach which often involves  
payment fraud.
IBM

https://rossum.ai/blog/how-to-identify-a-duplicate-invoice/?utm_source=rossum-report&utm_medium=referral&utm_term=en&utm_content=blog&utm_campaign=document-automation-trends-26
https://www.grandviewresearch.com/
https://www.grandviewresearch.com/
https://www.grandviewresearch.com/
https://www.grandviewresearch.com/
https://www.ibm.com/reports/data-breach


benchmarks. They flag when a trusted vendor 
suddenly asks for unusual payment terms. They 
start investigation workflows automatically.

But, AI brings both opportunity and threat. As 
organizations adopt AI for fraud prevention, 
fraudsters adopt the same technology. They 
create more sophisticated schemes. They 
generate convincing documents. Hostilities 
accelerate. In 2026, organizations must be 
brutally clear about this dynamic. Better fraud 
detection requires constant evolution. The 
system that catches today’s dodgy schemes 
won’t catch tomorrow’s unless it keeps learning. 
For instance, IBM’s fraud detection system 
uses machine learning to identify patterns and 
anomalies, while human analysts review and 
validate the results to ensure accuracy.

AI-powered fraud detection is a strategic 
adjustment that changes how businesses 
manage risk. Moving from a reactive to a 
proactive position means businesses will 
minimize financial losses and increase trust with 
their customer base.

unstructured data sets to identify subtle 
anomalies that the human eye could miss. An 
invoice arriving outside normal patterns. A 
payment total beyond historical norms. A request 
for goods never ordered from a supplier never 
used before. A communication tone suggesting 
manipulation. The system spots these signals 
before approval. Continuously learning from new 
data and adapting in real time to detect emerging 
frauds. 

At the beginning of Fiscal Year 2023, the US 
Department of the Treasury recovered over 
$375 million as a result of its implementation 
of AI-driven fraud detection. The public sector 
proved the proficiency of the system. Enterprises 
must ask themselves honestly - if government 
agencies can identify this level of leakage, what 
are we missing?

The difference between reactive and proactive 
fraud detection is huge. Reactive systems look 
backward. The fraud is identified after the fact. 
Proactive systems look outward and forward. 
They watch for early warning signs. They cross-
reference supplier behavior against industry 
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https://www.ibm.com/security
https://home.treasury.gov/news/press-releases/jy2134
https://home.treasury.gov/news/press-releases/jy2134
https://home.treasury.gov/news/press-releases/jy2134
https://home.treasury.gov/news/press-releases/jy2134


Finance leaders recognize that automation and AI lean toward opportunity rather than threat 
when it comes to security. While a substantial portion see the balance as even, most believe these 
technologies create more protection than risk. The small minority concerned about risk indicates that 
most organizations have moved past fear and into practical deployment.Understanding that the same 
intelligence preventing fraud also requires governance to prevent misuse.
 
Source: Appinio-led survey of 450 US, UK, and German finance leaders.

<Trend 04>

What the 
market says
What influence do automation 
and AI have on the security  
of your business (internal  
and external fraud, 
cybersecurity, etc.)?

43.8%
of finance leaders stated there are 
more opportunities than risks with 
regard to the influence automation 
and AI have on the security of 
their business



Fraud detection works best when it combines AI pattern recognition with human judgment on  
high-risk cases.

1. Build a baseline of 
normal behavior for each 
supplier and transaction 
type
AI can’t flag anomalies without knowing 
what normal looks like. Document the typical 
invoice value range for each supplier. The 
typical payment terms, delivery timeline, and 
communication style. Create different baselines 
for different categories because normal  
varies wildly. What’s normal for a construction  
company isn’t normal for a manufacturing 
component supplier. 

2. Implement multi-signal 
detection that combines 
document analysis with 
transaction context
A suspicious invoice doesn’t mean much in 
isolation. Combine it with other signals. Is it a 
new supplier? Has this supplier ever been flagged 

before? Did the requestor recently change? Is 
the payment destination different from historical 
records? Does the language in the request differ 
from this supplier’s typical communication? When 
multiple signals align, risk spikes. The system 
becomes smarter by considering context.

3. Create an escalation 
workflow that balances speed 
with investigation
Not every flagged document needs human 
review. Flag it. Route it to the appropriate 
team based on risk level. High-risk items go to 
investigators immediately. Medium-risk items 
go to the approver with context about why the 
system flagged them. Low-risk items continue 
with documented reasons for the decision. 
This tiered approach helps investigation teams 
stay focused on what matters. It also creates a 
learning loop where humans can tell the system 
whether it made the right call.

<Trend 04>

3 key actions for 
success in 2026



•	 Fraudulent transactions  
	 prevented annually

•	 Average investigation time per 		
	 flagged case

•	 Detection accuracy rate month  
	 over month

•	 Cost of fraud as percentage  
	 of transactions

•	 Time from detection to freeze  
	 action

•	 Supplier risk score consistency

<Trend 04>

KPIs  
to watch



<TREND 05> 

ROI becomes the  
hard mandate
Justifying every dollar  
of spend for automation



Justifying every 
dollar of spend for 
automation
What’s the trend?
The experimentation budget has dried up. 
Organizations no longer fund lengthy AI pilots 
without defined paths to outcomes. Boards  
want returns. CFOs want proof. 2026 brings 
brutal clarity - deliver measurable impact or  
lose funding.

Accenture’s AI: Built to Scale study revealed 
that 84% of c-level execs think they must scale 
AI to meet their growth objectives. But only 16% 
have shifted from fragmented experimentation to 
organization-wide AI adoption. 

While a recent IDC report revealed that CFOs 
remain cautious, even though AI promises so 
much. Due to concerns around data governance, 
auditability, and regulatory compliance, 61% of 
respondents said “too many unknowns/lack of 
control” are the biggest barrier to implementing 
AI. The report suggests working with a trusted 

third-party to “bridge the credibility gap, ensuring 
AI adoption aligns with financial accountability 
and long-term strategic goals.” Ensuring CFOs 
can increase trust while implementing solutions 
that improve compliance, transparency, and 
deliver demonstrable financial impact.

Document automation will be judged exclusively 
by quantifiable results. Processing time reduced 
by 50 to 70%. Exception rates below 5%. Cost per 

document cut in half. Not by how sophisticated 
the technology is. Not by how many tasks it 
automates. By what it saves and what it enables.

ROI BECOMES THE HARD MANDATE
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CFOs want  
AI that pays
real metrics, not  
marketing demos
VentureBeat

https://www.accenture.com/content/dam/accenture/final/a-com-migration/thought-leadership-assets/accenture-built-to-scale-pdf-report.pdf
https://rossum.ai/company/idc-report-unlocking-strategic-value-in-accounts-payable-through-ai/
https://venturebeat.com/ai/cfos-want-ai-that-pays-real-metrics-not-marketing-demos


Finance leaders are measuring success against 
operational KPIs. Not transformation promises. 
Not digital innovation rhetoric. Real numbers. 
A 2024 KPMG survey revealed that 78% of 
C-suite are confident in gen AI’s ROI. But, 
confidence alone won’t wash with investors. 
Most organizations continue to struggle with 
what gen AI can do. With quantifying it remaining 
a mystery. 

“There’s a profound disconnect between gen AI’s 
potential and our ability to measure it,” says Matt 
Wallace, CTO of Kamiwaza, a company building 
generative AI platforms for enterprises. “We’re 
seeing companies achieve incredible results, 
but struggling to quantify them. It’s like we’ve 
invented teleportation, but we’re still measuring 
its value in miles per gallon.”

With finance leaders looking for cost reduction, 
speed improvement, risk mitigation, and financial 

statement impact, vendors are adapting. 
Solutions that require months of integration 
and customization lose out to solutions 
that deliver from day one. Pre-trained 
models for common document types. 
Ready-made integrations with major ERP 
systems. Automated onboarding processes. 
The market is selecting for speed and 
measurable output.

Boards demand returns within the current 
fiscal year. No multiyear ROI models. No 
fluffy promises of future benefits. Show 
the business case now. Prove the metrics 
in the next quarter. That pressure forces 
every automation initiative to include clear 
ROI calculations upfront. Estimate the 
savings. Document the baseline. Measure 
the improvement. The system that can’t be 
evaluated this way won’t get deployed.

78%
of C-suite are confident  
in gen AI’s ROI
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https://kpmg.com/us/en/articles/2024/generative-artificial-intelligence-cio.html?
https://www.kamiwaza.ai/
https://www.kamiwaza.ai/
https://rossum.ai/integrations/?utm_source=rossum-report&utm_medium=referral&utm_term=en&utm_content=landing-page&utm_campaign=document-automation-trends-26
https://rossum.ai/blog/ai-in-accounts-payable-new-kpis-to-watch/?utm_source=rossum-report&utm_medium=referral&utm_term=en&utm_content=blog&utm_campaign=document-automation-trends-26


<Trend 05>

What the  
experts say

“The central, unspoken truth of today’s enterprise AI market is that most of it is a solution 
in search of a problem. We are awash in astonishing technology capable of incredible 
parlor tricks, but much of it has yet to find a clear, defensible purpose or a tangible value 
proposition. It’s technology for technology’s sake, and in the enterprise, that is a recipe for 
costly shelfware and disillusionment.”

ALAN PELZ-SHARPE 
Founder at Deep Analysis

“Automation, and specifically automation of the accounts payable process, is no longer 
something that only big companies willing to spend a lot of money can take advantage of. 
Today, with models available in every price range, even smaller mid-size companies are 
able to capitalize on this ever-evolving technology. With every organization looking for 
even the slightest competitive edge, effective accounts payable automation is the secret 
sauce that provides the strategic advantage needed to survive and thrive.”

MARY SCHAEFFER 
Founder & Host of the AP Now YouTube channel, AP Now

“Large Language Models are all the rage now, and the industry is racing towards the 
smartest models. But “large” also means “expensive”, and many time-consuming cognitive 
tasks do not require big smarts, but need to be automated to be fast and cheap - “this”, 
“that”, or “escalate to human supervisor”. Without spending a $1 per single task item  
on tokens.”

PETR BAUDIŠ
Co-founder & CTO, Rossum

https://www.linkedin.com/in/alan-pelz-sharpe-876b2/
https://www.linkedin.com/in/alan-pelz-sharpe-876b2/
https://www.linkedin.com/in/accountspayable/
https://www.linkedin.com/in/alan-pelz-sharpe-876b2/
https://www.linkedin.com/in/petr-baudis-906a213/


Finance teams are evolving in how they judge automation success. Most now measure outcomes tied 
directly to performance and cash flow, not project timelines or anecdotal evidence. This shift toward 
operational KPIs and strategic impact signals a growing expectation that AI must prove its worth in 
measurable financial terms, not implementation milestones.
 
Source: Appinio-led survey of 450 US, UK, and German finance leaders.

<Trend 05>

What the 
market says
When evaluating AI/automation 
solutions, how do you 
primarily measure their 
success?

34.2%
of finance leaders state they 
measure specific operational KPIs 
(e.g., cost-per-invoice, processing 
time, error rates)



ROI focus requires discipline. Being brutally honest about what works and what doesn’t. Stopping 
projects that don’t deliver. Otherwise, you’re wasting your time.

1. Establish baseline 
metrics for every process 
before deploying automation
You can’t measure improvement without 
knowing the starting point and desired end 
result. Document your current processing time. 
Track current error rates. Calculate actual cost 
per document. Include labor, systems, and 
overhead. Make this baseline rigorous because it 
determines whether you hit your ROI targets. Too 
many organizations make optimistic assumptions 
instead of measuring reality. Measure first.

2. Set specific financial 
targets tied to business 
priorities and measure 
monthly
Don’t deploy automation because it’s interesting. 
Deploy it because finance needs 30% cost 
reduction or operations needs to process 
twice the volume with the same team. Connect 
automation directly to business problems that 
have monetary values attached. If an initiative 

can’t communicate its financial target, it shouldn’t 
get approved. Once it’s live, measure monthly. 
Compare actual results to targets. If you’re 
behind, understand why immediately. If you’re 
ahead, document what’s working.

3. Establish a shutdown 
review process for 
initiatives that don’t hit 
targets
This is the hard part. Projects that seemed 
promising at approval can disappoint in 
execution. The technology works but delivers 
less value than expected. The integration takes 
longer than planned. User adoption falters. Insert 
review points into your implementation timeline. 
90 days in, measure actual results. If you’re 
not tracking toward your targets, investigate. 
Sometimes the fix is small. Sometimes the  
project has to stop. Organizations that are willing 
to pause or cancel underperforming initiatives 
free up resources for opportunities that do 
deliver ROI.

<Trend 05>

3 key actions for 
success in 2026



•	 Processing time reduction  
	 percentage

•	 Exception rate improvement month 	
	 over month

•	 Labor cost reduction per document

•	 Implementation time to positive ROI

•	 Error reduction compared to manu	
	 al baseline

•	 Headcount impact  
	 (people redeployed)

<Trend 05>

KPIs  
to watch



<TREND 06> 

Predictive AI  
is the future of  
document automation
Proactive document management



Proactive  
document 
management
What’s the trend?
Document automation has focused on speed and 
accuracy in processing documents that already 
exist. Pull data. Classify. Route. Approve. The 
model is reactive. Tackling what’s in front of you.

Back in 2023, a survey of supply chain, planning 
and inventory executives revealed that 92% 
admitted they sometimes make gut decisions 
because their reports lack predictive guidance. 
As luck would have it…

In 2026, the AI model extends beyond automation 
to drive strategic business decisions with 
predictive analytics. This shift frees up human 
teams from manual tasks, allowing them to focus 
on using document data. Predictive AI analyzes 
this data, anticipating future trends and needs. 
From forecasting document usage to proactively 
managing payment cycles and compliance. It can 
flag invoices deviating from expected budget or 
payment terms, and generate financial forecasts 
based on historical data and projected business 
needs. Working backward from closing dates. 

The business impact is huge, as seen in our 
PPHE case study, where automating low-value 
tasks unlocked 50% of the AP processing 
team’s capacity. This capacity is now invested 
in strategic initiatives like optimizing supplier 
payments, performing in-depth financial analysis, 
and improving vendor relationships, enabling 
faster, more accurate decision making across  
the organization.

Compliance policies will be automatically updated 
ahead of new regulations. Instead of scrambling 
when a deadline arrives, the organization will 
have drafted revisions weeks in advance. 

PREDICTIVE AI IS THE FUTURE OF DOCUMENT AUTOMATION

<Trend 06>

4,300 
WORKDAYS
each year using predictive AI to 
streamline inventory management

PepsiCo saved

https://info.leandna.com/2024-supply-chain-readiness-data-study
https://info.leandna.com/2024-supply-chain-readiness-data-study
https://www.microsoft.com/en/customers/story/754571-pepsico-consumer-goods-azure-machine-learning


Business activity patterns will instigate proactive 
document creation. New client agreements  
drafted before a sales deal closes. Regulatory 
filings assembled as transactions occur,  
not afterward.

This predictive approach eliminates many AP 
bottlenecks. Missed renewals that damage 
supplier relationships. Last-minute compliance 
panics that create errors. Procurement teams 
negotiate from a weak position because they’re 
already past the point when they should  
have started.

In 2025, fashion retailer Zara implemented AI-
powered analytics to accurately predict demand. 

The result was increased efficiency and agility, 
reduced over/understocking, real-time inventory 
tracking, and robust risk management to 
eliminate supply chain disruptions. Predictive 
analytics demonstrating that today’s systems 
can catch renewal dates and compliance 
deadlines, with those missed getting caught by 
humans. Over time, as the system learns from 
corrections and refinements, accuracy improves. 
Organizations move from  
reactive to proactive across entire document 
functions.

$108B
Global predictive AI market 
size is expected to be worth

 by 2033 from $14.9B in 2023
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https://info.leandna.com/2024-supply-chain-readiness-data-study
https://info.leandna.com/2024-supply-chain-readiness-data-study
https://market.us/report/predictive-ai-market/


Finance leaders are shifting focus from experimentation to measurable outcomes. The emphasis on 
AI-driven reporting and predictive capabilities shows that automation is being judged by how well it 
improves forecasting, compliance, and control. Lower confidence in agentic AI suggests trust and 
accountability still determine the limits of adoption.
 
Source: Appinio-led survey of 450 US, UK, and German finance leaders.

<Trend 06>

What the 
market says
Looking ahead to 2026, which 
advanced AI capability do you 
believe will have the most 
significant impact on your 
finance operations?

31.3%
of finance leaders are looking to AI 
to help with accuracy for financial 
reporting and analysis, building on 
their top priority of improving the 
accuracy of financial data



Predictive automation depends upon different thinking than reactive automation. You need to know 
what’s coming before it arrives.

1. Build comprehensive 
historical data analysis 
to identify patterns and 
prediction triggers
What precedes an invoice spike? Usually a date. 
A seasonal pattern. A project milestone. But 
sometimes an unexpected change. A supplier 
ramp-up. An increase in business volume. A 
new regulatory requirement. Analyze your past 
documents and transactions to discover what 
signals a need for new documentation or process 
adjustments. Draw up a map of these patterns. 
Understand the lead time. If payment volumes 
typically surge 60 days into a quarter, prepare 
systems 75 days out. If compliance updates 
typically take 30 days to draft, start 45 days 
before a regulation takes effect. Historical AP 
data reveals the patterns of your business before 
they become urgent.

2. Create automated 
workflows that prepare 
documents before they’re 
needed
The system flags that a renewal is coming. 
It doesn’t just send an alert. It prepares the 
groundwork, pulls historical terms, checks 

current market rates, assembles data about 
supplier performance, and it generates a draft 
renewal document. When your team takes 
over, 80% of the work is done. For compliance, 
the system monitors regulatory calendars 
and pending changes. When new rules are 
announced, it automatically starts building 
compliant policy revisions..

3. Implement feedback 
mechanisms to improve 
prediction accuracy 
The system predicts a renewal date. Sometimes 
it’s right. Sometimes it’s wrong. Sometimes it’s 
early or late. Build a process that captures this 
feedback. When the system gets it right, log it. 
When it gets it wrong, understand why. Maybe 
the trigger was different, or the timeline shifted. 
Maybe external factors changed the equation. 
Feed this back into the model. Over time, 
prediction accuracy improves. The system that 
started at 70% accuracy reaches 90% after six 
months of continuous refinement.

<Trend 06>

3 key actions for 
success in 2026



•	 Prediction accuracy percentage 		
	 month over month

•	 Documents prepared before dead	
	 line percentage

•	 Missed renewal or compliance 		
	 events

•	 Average lead time improvement

•	 Compliance violation rate reduction

•	 Forecast precision by document 		
	 type

<Trend 06>

KPIs  
to watch



<TREND 07> 

Global compliance 
will drive platform 
consolidation
Managing complexity across borders 



Managing  
complexity  
across borders
What’s the trend?
Supply chains are restructuring. Nearshoring 
accelerates. Regulators worldwide enforce new 
mandates. The EU’s ViDA directive. Brazil’s 
updated tax requirements. India’s e-invoicing 
standards. Each brings new complexity. Each 
brings its own headache.

Global enterprises must now manage mixed 
document formats. PDFs. XMLs. EDI files. Across 
multiple jurisdictions. With varying languages, 
different currencies, and incompatible 
compliance rules. Where document automation 
once focused on internal efficiency, 2026 
priorities move to global compliance and supply 
chain resilience.

No ifs, no buts. Compliance failures elicit 
immediate penalties. Shipments get delayed. 
Trading partnerships end. A single error in 
cross-border documentation can cost weeks of 
disruption and millions in fines. Organizations 
managing this smorgasbord of regulations 
through disconnected systems face impossible 
choices.

The 2025 World Economic Forum report 
- Navigating Global Financial System 
Fragmentation - shares analysis indicating 
that one-year economic output losses from 

fragmentation could range from $0.6 trillion to 
$5.7 trillion. Or about 5% of current global gross 
domestic product (GDP).

The restructuring happens because 
fragmentation becomes economically 
insupportable. A unified platform handles 
multiple document types. It translates 
automatically, validates against local 
requirements, maintains updated compliance 
databases, and integrates with customs and 
regulatory systems in each jurisdiction.

Document automation morphs from a back-
office productivity tool to something more 
essential. It becomes the backbone that 
facilitates international trade and finance 
operations. Without it, complexity overwhelms 
the organization. With it, the organization handles 
transactions across 20 countries as smoothly as 
it handles domestic ones.

GLOBAL COMPLIANCE WILL DRIVE PLATFORM CONSOLIDATION
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$5.7 trillion
potential lost GDP as a 
result of fragmentation

https://taxation-customs.ec.europa.eu/taxation/vat/vat-digital-age-vida_en
https://rossum.ai/blog/breaking-language-barriers-introducing-document-translation-for-global-teams/?utm_source=rossum-report&utm_medium=referral&utm_term=en&utm_content=blog&utm_campaign=document-automation-trends-26
https://reports.weforum.org/docs/WEF_Navigating_Global_Financial_System_Fragmentation_2025.pdf
https://reports.weforum.org/docs/WEF_Navigating_Global_Financial_System_Fragmentation_2025.pdf
https://rossum.ai/blog/e-invoicing-solutions-unified-platform/?utm_source=rossum-report&utm_medium=referral&utm_term=en&utm_content=blog&utm_campaign=document-automation-trends-26


<Trend 07>

What the  
experts say

“Organizations are confronted with a multitude of document formats, languages, and 
regulatory requirements in different regions—particularly in the UK, the US, and Germany. 
Intelligent Document Processing (IDP) will play a central role in managing this complex-
ity, providing seamless validation, version control, traceability, and interoperability. The 
real benefit lies in the introduction of scalable, AI-powered IDP platforms that unify global 
operations while ensuring compliance with local regulations. By focusing on consolidation, 
organizations can reduce risk, increase agility, and ensure that every document workflow 
meets the highest regulatory standards, regardless of where the business takes place.”

PHILIPPE JAGGI 
Intelligent Document Processing (IDP) Community

“The future of finance lies in AI’s ability to combine domain expertise in 99% of languag-
es with deep corporate knowledge and operating procedures. The future isn’t just about 
faster approvals or streamlined processes; it’s about adaptive automation that learns, flags 
anomalies, governs itself, and executes everyday basic tasks. Agents will interpret intent, 
assess risks, and collaborate within workflows, all via Teams or Slack messages—empow-
ering finance teams with real-time insights and predictive triggers. This evolution will shift 
operations from reactive to anticipatory, ensuring automation adapts to business complex-
ity and delivers measurable, governance-aware outcomes.”

JORDAN CULLINANE 
Managing Director, CrossCountry Consulting

“This is an unprecedented period for the global shift to eInvoicing. Government mandates 
for the adoption of eInvoicing and e-tax reporting are emerging everywhere, and there are 
differences that must be understood.
Organisations should have a proactive corporate policy and action plan with coherent ac-
countability. It’s critical they create a core eInvoicing capability that is configurable to align 
with different national models and standards, including the ViDA program in Europe.
Choosing capable solution providers and aligning ERP and workflow systems will help 
unlock the power of data. First and foremost, this should be treated as an opportunity for 
pervasive digitalisation.”

CHARLES BRYANT 
eInvoicing Consultant

https://www.linkedin.com/in/philippejaggi/
https://www.linkedin.com/in/alan-pelz-sharpe-876b2/
https://www.linkedin.com/in/jordancullinane/
https://www.linkedin.com/in/charles-bryant-8412106/


Finance leaders are most concerned about data security and integrity across borders which reflects 
growing anxiety over how sensitive information moves through global compliance networks. While 19.3% 
worry about implementation costs and 18% about shifting regulations, the real fear lies in safeguarding 
trusted data as e-invoicing mandates tighten worldwide.
 
Source: Appinio-led survey of 450 US, UK, and German finance leaders.
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What the 
market says
As global e-invoicing 
mandates (e.g., in the 
EU) expand and impact the 
majority of businesses with 
international operations, 
what is your biggest concern?

26.4%
of finance leaders are looking to 
ensure data security and integrity 
across borders



Global compliance demands infrastructure thinking. Local patches don’t scale. You need unified 
platforms that understand all your jurisdictions.

1. Conduct a comprehensive 
audit of your current 
compliance requirements 
across all operating 
jurisdictions
List every region in which you operate. Document 
every applicable regulation. Understand the 
document requirements for each. The formats 
required. The data elements needed. The timing. 
The reporting obligations. The penalties for non-
compliance. This audit becomes your blueprint. 
It shows where unified solutions can consolidate 
fragmented processes and highlights where 
you’re currently vulnerable.

2. Evaluate platform 
consolidation opportunities 
to replace jurisdiction-
specific solutions
You probably have multiple tools today. One 
for EU invoicing. One for UK requirements. One 
for APAC compliance. Each has strengths. Each 
creates integration challenges. As regulations 
stabilize, evaluate consolidated platforms that 

handle multiple jurisdictions in a single system. 
The transition takes effort, but the long-term 
maintenance burden shrinks dramatically. A 
unified system automatically stays current with 
regulatory changes. It applies requirements 
consistently and reduces the risk of missing  
an update in one jurisdiction while others  
move forward.

3. Establish regulatory 
monitoring processes to 
catch new requirements 
before they become 
compliance crises
Regulations change constantly. New mandates 
get announced. Deadlines loom. Organizations 
that wait until a deadline is imminent face 
implementation panics. Create a process to 
monitor regulatory bodies in all your jurisdictions. 
Track announcements. Set alerts for compliance 
deadlines. When new requirements emerge, 
analyze impact on your current systems fast. 
Give your team time to plan implementation.

<Trend 07>

3 key actions for 
success in 2026



•	 Compliance violations by  
	 jurisdiction

•	 Time to implement regulatory 		
	 changes

•	 Document rejection rate by format

•	 Regulatory filing accuracy  
	 percentage

•	 Platform consolidation cost savings

•	 Supply chain disruption incidents 	
	 related to compliance

<Trend 07>

KPIs  
to watch



The experimentation phase is over. Finance 
leaders in 2026 face a brutal choice. Deliver 
measurable results from automation investments 
or watch budgets evaporate. Our analysis of 
seven defining trends shows that success 
belongs to enterprises that stop chasing 
methodologies and start embedding intelligence 
into proven processes.

The future of finance automation won’t come 
from the next engineering trend. It’s found in 
systems that connect end to end, earn trust 
through transparent governance, detect threats 
before damage occurs, and function effectively 
across borders. 

What finance leaders must do now…

•	 Demand business outcomes, not technical 
performance. Processing speed means 
nothing if exceptions still clog workflows. 
Accuracy rates matter less than total cost 
per document processed. Time saved counts 
more than features deployed. Measure what 
impacts your profit and loss. Ignore the rest.

•	 Build connected systems that respect 
existing processes. Your workflows evolved 
for good reasons. They embed compliance 
requirements, approval hierarchies, and 
business logic. AI agents don’t replace these 
structures. They accelerate them. Integration 
trumps reinvention.

•	 Establish governance before scaling. 
Systems handling financial documents need 

understandable decisions, auditable trails, 
and clear accountability. One unexplained 
error or data breach destroys years of 
confidence. Trust determines how far 
automation scales.

•	 Shift from reactive to predictive operations. 
The most valuable automation anticipates 
needs before they become urgent. Invoice 
spikes. Compliance deadlines. Payment 
anomalies. Historical patterns reveal future 
requirements. Use them.

•	 Consolidate platforms for global operations. 
Fragmented systems can’t handle the 
regulatory complexity of international 
operations. Unified platforms that translate 
formats, validate against local rules, and 
integrate with customs systems become 
essential infrastructure.

The challenge? Multiple jurisdictions. Evolving 
regulations. Fraud that adapts as fast as 
the system designed to prevent it. Boards 
demanding ROI within quarters, not years. But 
the opportunity is within reach. Organizations 
that connect their processes, embed intelligence 
methodically, and govern transparently will 
handle transaction volumes that seemed 
impossible three years ago.

2026 separates those who automate with intent 
from those who chase hype. Theory becomes 
practice, and promises become proof. Finance 
leaders who act decisively will define what 
automation becomes.

Conclusion
<From experimentation to execution>



The Document Automation Trends 2026 report 
draws from comprehensive research conducted 
through Appinio on behalf of Rossum. Our 
research framework combines quantitative 
survey data with comprehensive market analysis
.
Primary research 
Our core data comes from interviews with 450 
finance leaders across three major markets…

•	 United Kingdom - 150 respondents
•	 United States - 150 respondents
•	 Germany - 150 respondents

Survey parameters 
•	 Timeline - Two-week period, October 2025
•	 Respondent profile - Senior management 

and above
•	 Focus area - Finance and accounting 

decision-makers
•	 Survey type - Online interviews with pre-

verified Appinio panel members
•	 Data analysis - Consolidated findings across 

all three markets

Secondary research 
To provide comprehensive market context, we 
supplemented our primary data with extensive 
research from…

•	 Industry news platforms
•	 Professional forums and blogs
•	 Market analyst reports
•	 Industry expert insights

This dual research approach ensures our findings 
reflect both current market realities and emerging 
industry trends.

Methodology



To help you move from experimentation to execution, we’ve created a comprehensive resource library. 
Below you’ll find practical guides, in-depth analysis, and solution overviews that complement the trends 
discussed in this report and support your automation initiatives.

•	 Your AP Automation Wake-Up Call | Calculating the Cost of Doing Nothing

•	 Generative AI is Fueling a Surge in Invoice Fraud

•	 How Rossum Works

•	 Intelligent Document Processing | Build vs Buy

•	 Delivering E-invoicing Solutions with a Unified AP Platform

•	 Beyond the Paper Trail: Meet Rossum’s E-Invoicing Solution for Accounts Payable

•	 Rossum - Master European E-invoicing

•	 Breaking Language Barriers: Introducing Document Translation for Global Teams

•	 Introducing AI Agents for Paperwork

•	 AI Agent Skills Powering Next-Generation Document Automation

•	 How-to Guide to Planning Your Next AP Automation Project

•	 How to Do Workflow Process Mapping

•	 How to Write an RFP for Intelligent Document Processing

•	 6 Reasons Why IDP Implementations Fail

•	 Rossum Aurora 1.5 | Fast, reliable, and self-learning AI build for processing transactional documents

•	 Rossum Aurora 1.5 & Copilot: Instant Learning for 276 Languages and Easy Data Transformations

•	 How to Automate Localization Management in Accounts Payable

•	 How to Automate Purchase Order Matching in Accounts Payable

•	 How to Automate Early Payment Discounts in Accounts Payable

•	 From Bottleneck to Powerhouse: Unlocking Strategic Value in Accounts Payable Through AI

•	 Why AI in Accounts Payable Needs New KPIs

Additional resources

https://rossum.ai/ebook/cost-of-doing-nothing/?utm_source=rossum-report&utm_medium=referral&utm_term=en&utm_content=ebook&utm_campaign=document-automation-trends-26
https://rossum.ai/blog/generative-ai-is-fueling-invoice-fraud/?utm_source=rossum-report&utm_medium=referral&utm_term=en&utm_content=blog&utm_campaign=document-automation-trends-26
https://rossum.ai/blog/how-rossum-works/?utm_source=rossum-report&utm_medium=referral&utm_term=en&utm_content=blog&utm_campaign=document-automation-trends-26
https://rossum.ai/blog/intelligent-document-processing-build-vs-buy/?utm_source=rossum-report&utm_medium=referral&utm_term=en&utm_content=blog&utm_campaign=document-automation-trends-26
https://rossum.ai/blog/e-invoicing-solutions-unified-platform/?utm_source=rossum-report&utm_medium=referral&utm_term=en&utm_content=blog&utm_campaign=document-automation-trends-26
https://rossum.ai/blog/rossum-e-invoicing-solution-for-accounts-payable/?utm_source=rossum-report&utm_medium=referral&utm_term=en&utm_content=blog&utm_campaign=document-automation-trends-26
https://rossum.ai/platform/e-invoicing/?utm_source=rossum-report&utm_medium=referral&utm_term=en&utm_content=landing-page&utm_campaign=document-automation-trends-26
https://rossum.ai/blog/breaking-language-barriers-introducing-document-translation-for-global-teams/?utm_source=rossum-report&utm_medium=referral&utm_term=en&utm_content=blog&utm_campaign=document-automation-trends-26
https://rossum.ai/blog/introducing-ai-agents-for-paperwork/?utm_source=rossum-report&utm_medium=referral&utm_term=en&utm_content=blog&utm_campaign=document-automation-trends-26
https://rossum.ai/blog/ai-agent-skills-powering-document-automation/?utm_source=rossum-report&utm_medium=referral&utm_term=en&utm_content=blog&utm_campaign=document-automation-trends-26
https://rossum.ai/ebook/how-to-ap-automation-project/?utm_source=rossum-report&utm_medium=referral&utm_term=en&utm_content=ebook&utm_campaign=document-automation-trends-26
https://rossum.ai/blog/workflow-process-mapping/?utm_source=rossum-report&utm_medium=referral&utm_term=en&utm_content=blog&utm_campaign=document-automation-trends-26
https://rossum.ai/blog/how-to-write-an-rfp-for-intelligent-document-processing/?utm_source=rossum-report&utm_medium=referral&utm_term=en&utm_content=blog&utm_campaign=document-automation-trends-26
https://rossum.ai/blog/idp-implementations-fail/?utm_source=rossum-report&utm_medium=referral&utm_term=en&utm_content=blog&utm_campaign=document-automation-trends-26
https://rossum.ai/blog/rossum-aurora-1-5-and-copilot/?utm_source=rossum-report&utm_medium=referral&utm_term=en&utm_content=blog&utm_campaign=document-automation-trends-26
https://rossum.ai/aurora-advanced-ai/?utm_source=rossum-report&utm_medium=referral&utm_term=en&utm_content=landing-page&utm_campaign=document-automation-trends-26
https://rossum.ai/blog/localization-management-in-accounts-payable/?utm_source=rossum-report&utm_medium=referral&utm_term=en&utm_content=blog&utm_campaign=document-automation-trends-26
https://rossum.ai/blog/purchase-order-matching-in-accounts-payable/?utm_source=rossum-report&utm_medium=referral&utm_term=en&utm_content=blog&utm_campaign=document-automation-trends-26
https://rossum.ai/blog/early-payment-discounts-in-accounts-payable/?utm_source=rossum-report&utm_medium=referral&utm_term=en&utm_content=blog&utm_campaign=document-automation-trends-26
https://rossum.ai/company/idc-report-unlocking-strategic-value-in-accounts-payable-through-ai/?utm_source=rossum-report&utm_medium=referral&utm_term=en&utm_content=report&utm_campaign=document-automation-trends-26
https://rossum.ai/blog/ai-in-accounts-payable-new-kpis-to-watch/?utm_source=rossum-report&utm_medium=referral&utm_term=en&utm_content=blog&utm_campaign=document-automation-trends-26


FREE DEMO

Contact us

https://rossum.ai/form/demo/?utm_source=rossum-report&utm_medium=referral&utm_term=en&utm_content=landing-page&utm_campaign=document-automation-trends-26
https://www.linkedin.com/company/rossum/
https://www.facebook.com/RossumAi/
https://x.com/rossumai
https://www.youtube.com/@RossumAI
(https://rossum.ai/form/contact/?utm_source=rossum-report&utm_medium=referral&utm_term=en&utm_content=landing-page&utm_campaign=document-automation-trends-26

