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Failing to harness the potential of upcoming e-invoicing 
regulation exposes banks to the risk of revenue loss in 
SME banking due to reduced payment & financing 
volumes
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Increased digitization and related uptake of e-invoicing have led to new entrants 
competing for increased market volume previously held by specialized providers

Country-specific implementations of mandatory standardized B2B e-invoicing under 
VAT in the Digital Age (ViDA) is expected to further boost e-invoicing in Europe

Access to standardized data from e-invoices paves the way for embedded 
payments and banking solutions in, e.g., e-invoicing software, threatening banks

PSPs and (neo)banks are entering the e-invoicing market to capture valuable market 
share and enhance customer interaction with SMEs, intensifying competition

Well-positioned e-invoicing providers rush to integrate payment and financing 
capabilities to offer one-stop-shop solution for SMEs tapping into the €6.6 Bln EU 
B2B payments revenue opportunity1

For banks, it is imperative to adapt and innovate now to stay ahead in this dynamic 
environment

FUTURE B2B ECOSYSTEM IS DEFINED BY THE RISE OF PLAYERS OFFERING ONE-STOP-SHOP 
SOLUTIONS, SHIFTING POWER DYNAMICS TOWARDS THOSE DOMINATING E-INVOICING 

1. Current developments

1 OW/Innopay analysis
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BANKS RISK BECOMING LESS RELEVANT TO SMES AS SOFTWARE PROVIDERS START 
OFFERING COMPREHENSIVE, INTEGRATED SOLUTIONS
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Type of service
Payments/FinancingE-invoicing/Accounting

E-invoicing 
Providers

E-invoicing 
Providers Banks

1

2

Banking as a Service

A

A

C

Banks

B

NON-EXHAUSTIVE

Changing e-invoicing ecosystem Strategic scenarios

The uptake in e-invoicing will intensify this battle for SME client relevance between banks and e-invoicing providers

To maintain client engagement, banks should enhance their platform with 
services related to e-invoicing and accounting. This could be achieved by:

a. Offering own accounting/e-invoicing services within the banking 
platform 

b. Embedding e-invoicing software within the banking platform via APIs
c. Partner with Banking as a Service players offering services to e-

invoicing providers

E-invoicing providers start embedding banking services into their platform, 
becoming a one-stop-shop for its clients and winning client interaction over 
banks by: 

a. Integrating solutions from BaaS/Fintech providers
b. Forging partnerships with banks for payments and financing services
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E-INVOICING PROVIDERS ARE BETTER POSITIONED TO CAPITALIZE ON OPPORTUNITIES OF E-
INVOICING, ENHANCING RELEVANCE AND DRIVING INNOVATION IN SME BANKING
Challenges for banks

NON-EXHAUSTIVE

Losing revenue to e-invoicing providers
Mandatory e-invoicing shifts the dominant position to e-invoicing 
providers who increasingly enhance their services with payment and 
financing features, boosting revenue at the expense of banks

Competition is intensifying
Pioneering (neo)banks are already entering the e-invoicing ecosystem by 
partnering with specialized e-invoicing providers, integrating e-invoicing 
solutions in banking app, complemented with seamless payments and 
financing solutions

Disintermediation of SME interaction by PSPs/FinTechs
Existing threat of diminished customer interaction between banks and 
SMEs grows as PSPs and FinTechs offer faster, cost-effective payments & 
banking services to e-invoicing providers, limiting cross- & upsell 
opportunities for banks

2. Challenges

Banks need to rethink how to maintain their relevance and enhance their offerings for SMEs with e-invoicing

1

2

3
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BANKS HAVE THE OPPORTUNITY TO TRANSFORM SME ENGAGEMENT AND FOSTER CUSTOMER 
INTIMACY BY LEVERAGING E-INVOICE DATA

Instantly pay invoice from the banking app, 
eliminating manual tasks and human errors (e.g. 
copying IBAN) 

Pay invoices directly from banking app

Boosting SME working capital needs with embedded 
lending by leveraging reliable invoice data for faster 
and more cost-effective SME loan underwriting

Invoice (embedded) financing

Showing invoice data (AR/AP) into the SME banking 
application dashboard, centralizing business 
intelligence for SMEs

Centralized business intelligence

INDICATIVE

3. Banking & e-invoicing use cases
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BANKS CAN PROGRESSIVELY ADOPT AND INNOVATE TO MAINTAIN AND ENHANCE DOMINANT 
POSITION IN SME BANKING

1
2

3Integrating SME invoicing data
Build on strong customer relationships and high 
level of trust to e.g.: 
⎼ Create financial overview, insights and 

forecasts
⎼ Drive sound financial decision making through 

centralized Business Intelligence & new 
insights (e.g., prediction of cash flow issues)

⎼ Improve (credit) risk management processes 
and assessments for financing

Enhancing SME payments
Leverage existing payment capabilities, combined 
with e-invoicing to e.g.:
⎼ Integrate seamless invoice processing by 

offering integrated payments 
⎼ Boost the use of relevant payment methods 

(e.g., open banking) and improving users’ 
payment flexibility

Enabling new SME business models
Extend key strength of access to capital and key 
role in payments to e.g.: 
⎼ Build new customized value propositions 

based on e-invoicing data (e.g., tailored 
financing options)

⎼ Become one-stop-shop for SME clients (e.g., 
by embedding bookkeeping functionalities in 
banking app)

INDICATIVE

4. High-level roadmap
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Vision & strategy definition Justification & approach setup

WE BRING MARKET LEADING EXPERIENCE TO SUPPORT YOUR JOURNEY IN POSITIONING, 
PREPARING & UNLOCKING INNOVATION IN E-INVOICING 

1
Value proposition design

2 3
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E-INVOICING PROVIDERS: PRIORITIZE HIGH PRIORITY PROSPECTS WHILE STILL 
STRATEGICALLY TARGETING POTENTIAL LONG TERMS PROSPECTS

Categories Most important players Action list Visa

Hight-priority prospects:
Well established players in France that have 
limited relations with competitive parties 

- High partner feasibility 
- High short term opportunity potential 
- High long term opportunity potential 

1. Approach with relevant storytelling: 
• Present a compelling story, illustrating how services will help them stay competitive in an increasingly 

competitive market
2. Educate and sell issuing solutions:

• Educate prospects about the benefits of issuing cards to SMEs as a solution, explaining how this can create a USP 
• Focus on selling issuing solutions to prospects, leveraging BaaS/bank partnerships

3. Sell open banking and value added services: 
• Promote open banking solutions to prospects, showcasing how these can help them extend their offering to 

SMEs
• Further emphasize the sale of value-added services, such as foreign exchange (fx), to enhance their SME 

offering

Prospects confident with their positioning:
Well established players in France that have 
strong relations with competitive parties

- Low partner feasibility 
- High short term opportunity potential 
- High long term opportunity potential 

1. Gather information on competitors' satisfaction:
• Research and gather information on how satisfied prospects are with their current partners who offer similar 

solutions and to what extend alternative partnerships are feasible
2. Monitor dissatisfaction and seize opportunities:

• Monitor any signs of dissatisfaction with prospects current partners
• Position as a better alternative, covering the complete landscape
• Recognize that there may be limited opportunities, but be proactive in identifying prospects with unmet needs

Potential long term prospects:
Either (1) parties that are well established 
elsewhere and trying to gain market share in 
France (2) younger French prospect that are in 
their growth phase and gaining market share

- Medium partner feasibility 
- low short term opportunity potential 
- High long term opportunity potential 

1. Educate on SME invoicing and card payments in France (for well established parties):
• Educate prospects about the advantages of entering the SME invoicing market in France, highlighting potential 

growth opportunities
• Explain the benefits of accepting cards as part of their invoice payment methods to enhance payment flexibility 

and customer satisfaction
2. Approach with relevant storytelling; educate and sell issuing solutions; sell open banking and value added 

services (see actions category 1). 
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Source: Oliver Wyman analysis, Company websites, expert interviews

More to be added
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SELL EXISTING PROPOSITIONS TO ALL PLAYERS IN ECOSYSTEM TODAY AND OFFER NEW 
HOLISTIC OFFERINGS IN THE FUTURE WITH PAN-EUROPEAN PLAY

VALUE PROPOSITION WHAT WE SELL TO WHOM DO WE SELL INCENTIVE FOR PLAYERS 
(NON-EXHAUSTIVE)
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Payments, FX & Digital Identity 
for B2B e-invoicing use cases

• Payments: integreation: Card issuance beyond T&E
• FX for multi-currency accounts 
• Digital Identity

• Payments: FinTechs BaaS, Payfacs
• FX: BaaS, Payfacs, PSPs 
• Digital Identity: E-invoicing providers, PSPs, 

BaaS providers

• Share of per trx payment margin for 
issuance/acceptance

• Discounted rates on trx fees
• Incentive bonus per value added service sale
• More payment revenues
• Marketing through promotionOpen Banking capabilities to suit 

B2B 
• PIS business initiation
• B2B batch payments
• AIS invoice status tracking

Enabling invoice data exchange • Access to e-invoice data for financing providers
• E-invoice data model 

• Banks & other financing firms (factors, 
Fintechs with license)

• Monetize sharing e-invoice data on a “per 
consent basis”

• Ability to give out more loans

Flexible payment & financing 
method for SMEs

Flexible payment method for both buyer & supplier incl. 
improved access to credit based on e-invoice data exchange 

• E-invoicing providers, FinTechs, Acquirers • Share of per trx payment margin for 
issuance/acceptance

• Ability to reposition payment fees as 
lending fees & increase lending revenue 

Provide (certified
white-label) e-invoicing 

technology

• E-invoicing technology (certified) with embedded 
capabilities

• Enabler for data exchange network
• PDP-API to non-certified providers (France)

• Accounting firms 
• E-invoicing providers (non-certified or looking 

for better offering)
• Large ERP systems requiring e-invoicing 

modules
• Banks

• Ready-to-use platform with pre-integrated 
payment capability

• Ability to earn share of per trx payment 
margin 

Source: Oliver Wyman analysis
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COUNTRIES HAVE DIFFERENT APPROACHES ON IMPLEMENTING E-INVOICING MANDATES, 
LIKELY CONVERGENCE TO DCTC (2035) WILL BRING HARMONIZATION

Regulated Non-standardised (Potentially) standardized

Government

Software 
solution

Software 
solution

Supplier Buyer

Real-time reporting model2

Government

Software 
solution

Software 
solution

Supplier Buyer

Centralized exchange model

Government

Software 
solution

Software 
solution

Supplier Buyer

Decentralized exchange Model (DCTC)1

Software 
solution

Software 
solution

Supplier Buyer

Interoperability model

Tax administrations set the overall 
fiscal rules framework to be followed 
as well as the standards; often audits 
happen post-execution of invoice 
transaction

Government

Software 
solution

Software 
solution

Supplier Buyer

Centralized clearance model

(optional)
*

* Peppol is optional

Decentralized 
governanceCentralized governance

2

With ViDA, model is likely to disappear 
in the long run, not incorporating any 

elements of Digital Reporting 
Requirements (DRR)

Certified provider

Reporting flow

With ViDA, model is likely to disappear 
in the long run, not incorporating any 
elements for e-invoicing and requiring 

separate systems

Models with a centralized e-invoicing governance, are allowed for in 
ViDA and are now being selected for B2B e-invoicing, especially by 

countries aiming for more institutional control 

Models with decentralized e-invoicing 
governance (DCTC) allow for most 

innovation and are recommended by 
industry experts, OpenPeppol and likely 

also ViDA in the future 

1 43
OR

Source: Innopay analysis, Report Next Generation CTC by EESPA, Peppol, etc., Note: 1 Continuous Transaction Control 2This model is not strictly an e-invoicing model as other methods can be used to transmit the invoice

Note: most popular 
model in South America
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Note: Some countries implement multiple models allowing for more degrees of freedom for e-invoicing providers 
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E-INVOICING STREAMLINES INVOICING, SIMPLIFYING AND DIGITIZING THE FLOW OF 
SENDING AND RECEIVING INVOICES

Indicative

Source: Oliver Wyman analysis, Note: 1Transmission in a new step [e]invoicing process which was not needed in the traditional  invoicing flow 

Invoicing (traditional) comparison to e-invoicing (today)

Invoicing 

E-invoicing  

Sent via a network 
(e.g.,  Peppol) OR 

processed by a 
conversion provider

Supplier

Create PDFPrepare invoice Attach to e-
mail Send e-mail Receive e-mail Re-key data Receive in 

software

Send invoicePrepare invoice Transmit invoice1 Receive invoice

Buyer

What is happening?

• Traditionally invoice data is keyed in manually leading 
to long processes, no streamlining, increased costs and 
suppliers having to wait long for their payment

• With the rise of digitalization, e-invoicing removes 
friction by easing exchange of invoices through 
«transmission»  and structured formats that facilitate 
more frictionless transmission

• This transmission is facilitated by so-called ”networks” 
that connect e-invoicing solutions to one another and 
speak the same “language”

• This enables more prompt interactions and faster 
exchange, thereby accelerating payment cycles by 
reaching recipients faster, having positive impact on 
cash flow but also enabling business automation, etc. 

• On top of this, the whole process from preparing the 
invoicing to receive it is digitized according to EU 
standards

E-invoicing solution providers

Manual work and/or fractioned tooling

Supplier Buyer
Fully digital according to  EN16931
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SUGGESTION IS TO DRAFT MOCK-UPS IN PHASE 1 AND ESTABLISH PILOT IN PHASE 2 TO 
REALIZE PROPOSITION THAT IS READY FOR GO-TO-MARKET WITHIN 6 MONTHS

October November December January February March April & beyond

Phase 1: mock-ups Phase 2: pilot Phase 3: Product

1
Make value 
proposition 

real

2
Conduct country-

by-country 
analysis

3
Define sales & go-

to-market 
approach

4
Create Business 
case & monitor 

success

Create demos/mock-ups

Analyze additional key countries

Define impact on proposition development

Align top 5 potential clients 
(e-invoicing providers) for pilot

Test demos/mock-ups 
with potential clients

Prepare pilot

Concretize 3 players for 
pilots, incl. agreements

Execute pilot

Product development (if/where needed) Ready to sell product

Decisions: 
• Agreement on product development
• Agreement on execution of pilot 

(what to pilot & to whom to sell)

Decisions: 
• Agreement on ready to sell 

proposition
• Agreement on go-to-market approach

Work out & adapt approach based on outcomes pilot

Onboard teams for testing 
in specific markets

Define country 
roll-out

Adapt country analysis 
based on latest insights

Execute on go-to-market 
approach

Set-up business case & KPIs Monitor program

Multiple iterations involving the innovation team & potential partners
Legenda

Key decision moments requiring senior involvement

Decisions: 
• Go/no-go start pilot

Create sales/pitch 
documents for pilot

Initial 
business case

Internal alignment 
on prioritization
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IMPACT OF E-INVOICING ON BANKS: RISK OF BANKS BEING DISINTERMEDIATED BY PDPS 
PROVIDING IBAN PAYMENT SOLUTIONS
Disintermediation of banks Est. annual loss for banks induced by disintermediating e-invoicing solutions*

Est. number of customers 
(thousands)

Est. annual loss for 20% of 
SMBs customers

Est. SMBs payment flows 
2028 (€ BN)

2,000-2,200 € 400 MM € 500 BN

1,300-1,400 € 260 MM € 320 BN

1,000-1,100 € 200 MM € 230 BN

600-700 € 125 MM € 160 BN

400-450 € 80 MM € 100 BN

300-350 € 65 mm € 80 BN

Total 5,900,000** € 1,100 MM € 1,400 BN
A

B

C

Working capital

Customer ‘golden data’

Payment solutions (generating interchange fees)

Businesses

Banks

Businesses

Banks

Neobanks using e-
invoicing to win 

customers
A

B

C

A

B C D

D Liquidity

D

* Est. annual loss of € 950 per SMBs, considering  interchange fees, liquidity & working capital funding; ** Due to multiple equipment of businesses | Source: Desk research, Xerfi, press releases | Oliver Wyman analyses

E-Invoicing is becoming a strategic priority for banks’ SMB businesses with € 65-400 
MM annual revenue at stake

E-invoicing impact & opportunity analysis 
(what is happening)

Sense-making 
(how to proceed)

Business case estimates 
(why pursue)

Program management, monitoring & evaluation
(how to adapt & track progress)

Implementation plan 
(how to deliver and who will do what)

Understand customer needs
(to whom to sell)

Define fit incl. channels, partnerships, revenue 
streams 

(how to sell)

Define value map incl. products & services 
(what to sell)

Define positioning & strategy
(where to play)

Establish a strategic baseline for e-invoicing Establish value propositions for e-invoicing Determine best path forward and execution plan

5. Next steps 
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