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Introduction 

 
Corporate expense policies can be highly complex, 
and no two organizations have the same policy that 
determines thresholds for out-of-pocket expenses, 
such as employee travel purchases meals and 
ground transportation.  

Even in an era where shorter, simpler policies are 
becoming more common, there can still be many 
differences in travel policies for flight and hotel 
classes, car rental reimbursements, meals and so 
on. These corporate policies can be further 
complicated for companies with global operations, 
or those with clients who have their own policies 
when it comes to vendor expenses.  

Enforcing these policies can be a huge headache 
for organizations if not handled effectively and 
efficiently. For example, for approvals be routed 
correctly is dependent on factors such as spend 
amount, department, and client billing or GL ledger 
code.  

This paper outlines some of the largest challenges 
that organizations face with when enforcing travel 
and expense policies, and how they can be resolved 
by deploying an expense automation solution with 
a robust rules engine. 

 

  

Enforce corporate and policies,  
increase traveler satisfaction and  

drive down expense processing costs. 
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Key Challenges 

Employee travel and out-of-pocket expenses are 
typically the second-biggest line item that any 
organization faces, and can often reach more than 
10% of overall operating expenses. With such a 
large amount of money at stake, effective 
management is critical to avoid policy non-
compliance, employee expense fraud, or leakage 
due to incorrectly categorized spend.  

 

However, this is still something that many 
companies have still not adequately addressed. 
Fewer than half of all companies have an expense 
management solution in place, and 58% of 
companies have not updated their expense policies 
in the past year (8% say they have no expense 
policy in place)2. In addition, employee expense 
fraud is estimated to cost U.S. businesses almost $2 
billion per year3. As a result of these factors, it’s no 
surprise that 40% of finance executives say that 
enforcing T&E policy is a major issue for their 
organization4.  

So, how can these challenges be overcome? 

 

Establish a Clear Expense Policy 

An effective expense policy not only sets the stage 
for potential savings and risk avoidance, but also 
improves employee morale, as rules now become 
consistent and evenly applied. Employees know 
what is expected of them, while risks are mitigated. 
Organizations also avoid being in the 
uncomfortable position of enforcing a policy after 
the expenditure has taken place. 

Organizations should start the process with the 
understanding that the only policies worth creating 
are those that can be enforced. Unless you have the 
commitment and means to ensure enforcement, 
the effort will never realize its full potential.  

The next step is to understand the organization’s 
culture and objectives. A good expense policy 
balances the needs of employees with those of the 
organization and, as a result, ends up encouraging 
the right kinds of behavior. 

 

Once this foundation has been determined, the 
ideal starting point is an analysis of the statutory 
requirements that apply to the business. Where is 
business being conducted? What are the tax and 
regulatory laws that apply? What might cause 
compliance issues?  

For example, employee expenses may be within 
budget but the reports lack sufficient backup 
documentation or may be submitted late. IRS 
accountable plan requirements have specific rules 
regarding documentation and timely filings, and 
the penalties can be significant, in addition to 
repayment of back taxes. 

“Policies should be reviewed on  
a regular basis to ensure that  

they align with the organization, as  
well as staying up-to-date on trends  
and innovations in corporate travel.” 

https://www.chromeriver.com/blog/creating-and-enforcing-expense-policies
https://www.chromeriver.com/blog/creating-and-enforcing-expense-policies
https://www.chromeriver.com/blog/creating-and-enforcing-expense-policies
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Beyond this, focus on simple changes involving big-
ticket items. Then, as usage increases, analyze 
historical data to determine further areas of focus. 
Policies may need to be strengthened or even 
eased. After all, you may not need a rule where no 
problem exists. 

Policies should also be reviewed on a regular basis 
to ensure that they align with the organization, as 
well as staying up-to-date on trends and 
innovations in corporate travel such as the growing 
adoption of ride sharing and shared 
accommodation services for business use.  

They must also be effectively communicated to all 
employees, so staff are aware of all restrictions in 
advance of making purchases. Not only does this 
avoid them potentially falling foul on compliance 
issues, but it also avoids any potential “I didn’t 
know” excuses for non-compliant expenses being 
submitted for reimbursement.  

 

Put an Effective Policy into Place  

Once these policies have been created, the first 
critical step (if it has not already been done) is to 
implement an automated expense management 
solution. Without this, any policy is virtually 
impossible to enforce, and is likely to exist only on a 
complex and seldom-read spreadsheet.  

 

An expense automation solution should be able to 
incorporate any organization’s travel policy, 
regardless of its complexity. This 
unlimited configurability must extend 
not only to rules and reimbursement 
limits for any kind of travel or out-of-
pocket purchases, but must also enable 
organizations to route approvals 
precisely according to expense type, 
amount and GL code. Without this level 
of configurability, organizations may find 
themselves needing to adapt their 
internal processes around the 
restrictions of the vendor’s software. 

 

An automated expense policy contains a set of rules 
that integrates with software tools used to 
authorize, track, approve, process and reimburse 
employees for business-related expenses. Because 

it is configured into every step of the process, 
managers gain visibility into areas where they can 
improve upon business processes and manage 
spending more effectively. 

Now armed with facts and data, managers can 
negotiate more cost-effective travel arrangements, 
spot errors or malicious fraud earlier, issue better 
expense management rules and spending 
guidelines as well as identify opportunities to 
develop preferred vendor relationships. 

This improved visibility is possible because the 
automated system was specifically designed to fit 
the organization’s culture and objectives. The 
automated workflow mimics the existing company-
approval processes. Policy exceptions are caught 

https://www.chromeriver.com/blog/why-your-expense-policy-should-follow-your-business-travelers
https://www.chromeriver.com/blog/why-your-expense-policy-should-follow-your-business-travelers
https://www.chromeriver.com/products/expense-management
https://www.chromeriver.com/innovations/business-rules
https://www.chromeriver.com/innovations/business-rules
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before spending takes place. This has the effect of 
eliminating the back-and-forth that often happens 
when processing reports. By the time the approver 
receives a report, all the information is in place so 
they can easily make an informed decision. 

 

Another benefit of automating expense policy 
administration is the de-personalization of the 
process. Enforcement comes from the system, 
which is based on approval rules, not from an email 
sent by an expense payables clerk. Removing the 
human element improves employee relationships 
and returns everyone’s focus to the organization’s 
objectives, where it belongs. 

For companies such as professional services 
organizations which bill expenses back to clients, 
individual clients may mandate that employees 
adhere to their internal expense policies while 
working/traveling on client business. These should 
be able to be configured into the business rules 
engine just as easily as the organization’s own 
policies.  

Then, when an individual chooses that client’s 
billing code when creating an expense report, 
those rules are automatically enforced, superseding 
the organization’s own rules.  

 

Effective Enforcement is Critical 

Of course, a policy is viable only if it can be 
enforced. It doesn’t do any good if employees don’t 
read the policy manual or can’t remember all the 
rules. The key, then, is to integrate the policies and 
rules into the expense management software, 
thereby simplifying what is required of employees 
and their managers. Here are three ways to support 
and encourage employee engagement: 

1. Build training and real-time notifications into the 
software. Integrating triggers and rules for T&E 
booking and reimbursement provides 
guidance at the point of purchase, pre-

approval or when filing the expense, to avoid 
the chance of rejection.  
 

It also applies rules consistently, which ensures 
that all parties are being treated fairly. For 
example, an employee might receive an alert 
that suggests alternate travel methods when 
booking a flight between certain destinations.  
 

Expense managers can also define how they 
handle out-of-policy submissions. For example, 

“The key is to integrate the policies and 
rules into the expense management 

software, thereby simplifying what is 
required of employees and their managers.” 

https://www.chromeriver.com/blog/how-i-did-it-best-practices-for-implementing-business-rules
https://www.chromeriver.com/blog/how-i-did-it-best-practices-for-implementing-business-rules
https://www.chromeriver.com/blog/how-i-did-it-best-practices-for-implementing-business-rules
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if a $35 lunch receipt is submitted and the limit 
is $25, organizations can either allow the 
expense to be submitted with no explanation, 
allow the expense to be submitted, but require 
an explanation of the overage, or can hard-stop 
expenses (i.e. only allowing employees to 
submit the expense up to $25). 

 
2. Support built-in, system-initiated auditing. 

Auditing 100% of expense reports for 100% of 
an organization’s employees is unsustainable 
and, frankly, a waste of time and resources, 
which will likely cost more to perform than the 
savings it will generate. Automated systems 
can generate audit instructions based on 
certain criteria, such as a previous pattern of 
non-compliance, or can choose to audit a 
specific department in any given time period. 
An expense automation solution should also 
enable you to conduct random audits. 
 

3. Provide exception handling. Remove frustration 
and provide a sense of control by including 
alternate approval or handling options. Rather 
than tell traveling employees that they cannot 
book the flight, give them the option of 
manager pre-approval. This can also relate to 
approvals of submitted expense reports, by 
allowing line-item rejections. This means that if 
one $25 charge on a $1,000 expense report 
requires further explanation, the employee can 
be reimbursed for the remaining $975 without 
needing to wait on approval of the entire 
submission. 

 

 

 

For some types of organization, pre-approving 
travel bookings or approving expenses may require 
verification with a third-party system. Examples of 
this include a university or non-profit validating 
that funds are available in a given grant allocation 
to make a purchase, or a law firm needing to check 

with a time management solution before signing 
off on a dinner or taxi expense that it would bill 
back to a client. Whereas previously this would 
have required approvers to manually log into third-
party systems before approving a purchase or 
expense, a rules engine can now trigger an 
automated process that will use bot technology to 
verify the third-party data in real time before an 
expense or pre-approval can be authorized.  

https://www.chromeriver.com/products/audit
https://www.chromeriver.com/blog/intelligent-automation-with-chrome-river-autobot
https://www.chromeriver.com/blog/intelligent-automation-with-chrome-river-autobot
https://www.chromeriver.com/blog/intelligent-automation-with-chrome-river-autobot
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Benefits for the organization 

In sum, implementing an expense management 
solution with a world-class business rules engine 
can deliver wide-ranging benefits throughout the 
organization. These include: 

• Effective and precise deployment of corporate 
travel and expense policy, even down to 
individual user-specific policies. 

• Eliminating ambiguity and confusion in the 
way that employees interpret policies. 

• Automated enforcement of policies within the 
system, reducing the potential for 
confrontation with approvers. 

• Streamlined processes for expense submitters 
and approvers by eliminating manual data 
entry. 

• Faster approvals since approvers do not need 
to verify policies before signing off. 

• Reduced levels of noncompliant and fraudulent 
expenses being submitted. 

• Faster and more accurate billing of client 
expenses. 

• Compliance with global tax regulations and 
expense reporting and reimbursement 
requirements. 

On a pure cost basis, studies have shown that 
manual expense submission and processing can 
cost an average of $26.63 per report, with a semi-
automated solution costing $17.31 and a fully-
automated solution costing just $6.855.  

Based on an average saving of almost $20 per 
expense report, a mid-size organization with 1,000 
monthly travelers can expect a hard-cost savings of 
close to $250,000 per year, regardless of the other 
benefits outlined above.  

With such major cost savings, combined with a 
happier and more productive workforce, 
implementing an expense automation solution that 

incorporates a robust and highly-configurable 
business rules engine can have a huge positive 
impact on an organization.  

If your organization is looking to make the move to 
the next generation of expense management 
software, contact Chrome River today at 
info@chromeriver.com or 888 781 0088.  

 

 

 

 

 

 

 

Sources: 

1. JP Morgan 
2. Chrome River 
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4. Chrome River/YouGov  
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https://www.chromeriver.com/blog/top-10-perils-of-using-a-manual-expense-solution
https://www.chromeriver.com/blog/top-10-perils-of-using-a-manual-expense-solution
https://www.chromeriver.com/innovations/business-rules
https://www.chromeriver.com/innovations/business-rules
mailto:info@chromeriver.com
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Chrome River Technologies, Inc. lets business flow for some of the world’s largest and most-
respected global organizations. Our powerful, yet easy-to-use SaaS expense 
management and invoice automation solutions deliver the most modern global and mobile 
experience in the marketplace. Our highly-configurable business rules engine supports your 
evolving compliance and reporting requirements in today's ever-changing business climate.  
 
Chrome River is rated as a Leader in expense management by analyst firm IDC, and is loved 
by CFOs, CIOs, AP teams, travel managers and business travelers alike. Chrome River is trusted 
by more than 2 million users at more than 800 organizations worldwide. 
 

+1 (888) 781 0088 

info@chromeriver.com 

www.chromeriver.com 
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https://www.chromeriver.com/products/expense-management
https://www.chromeriver.com/products/expense-management
https://www.chromeriver.com/products/invoice-management
https://info.chromeriver.com/idc-marketscape-report-cloud-expense-management
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