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Executive Summary
A NetSuite finance team is sized correctly when its required hours, built from observed work, fit inside its
productive hours, and when every transaction stream that needs an independent reviewer has one. This
report argues for that two-part test instead of a headcount ratio. The worksheet formula is: required hours
equal the sum of volume by workload class times observed active minutes, plus recurring close and reporting
hours, plus exception and rework hours; required full-time equivalents (FTEs) equal required hours divided by
locally documented productive hours per FTE. These are planning calculations, not an externally validated
benchmark.

Published ratios are context, not targets. APQC, a benchmarking body, states that staffing-intensity and
process-workload measures should be paired, because “Neither measure should be used alone to make
headcount decisions” (www.apqc.org). A 2019 CFO.com summary of APQC data reported a median of 69.4
finance FTEs per $1 billion of revenue across 1,784 business entities (www.cfo.com), while a December 2024
CFO.com article using APQC data gave a median of 78.6 (cfo.com).

Hours must be productive hours. The U.S. Bureau of Labor Statistics (BLS) reports that employer costs for
paid leave were 8.1 percent of total compensation costs for full-time private industry workers in its release for
June 2026 (www.bls.gov), so paid time is not worked time. Elapsed time is not active time either. A Lean
Enterprise Institute practitioner post states that most processes spend less than 10 percent of elapsed time on
value-adding activity (lean.org), which means a slow bill approval is more often a waiting or ownership problem
than a missing employee.

Capacity also has a coverage dimension. The U.S. Government Accountability Office (GAO) describes
segregation of duties as dividing key duties “so that no one individual controls all key aspects of a transaction”
(www.gao.gov). Oracle documents that SuiteApprovals delegation lets an approver pass authority to another
employee in the same subsidiary (docs.oracle.com), and it lists transactions created through CSV import,
script deployment, web service or RESTlet among the cases it treats separately (docs.oracle.com), so
coverage must be verified workflow by workflow.
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The decision is one of several interventions: clarify ownership, repair data or workflow design, add integration
monitoring, automate a tested activity, train or redistribute, or add capacity (temporary or permanent).
Released capacity is not a realized payroll saving. CFO.com, reporting APQC data in September 2026, states
that creating capacity does not automatically reallocate it to higher-value use (www.cfo.com). No source
reviewed supports promising headcount reductions from NetSuite or AI. Approve the case with dated
assumptions, then revisit it after comparable operating cycles.

Introduction and Background
Finance leaders at NetSuite-using e-commerce, software-as-a-service (SaaS) and mid-market companies face
a recurring budget question: when transaction volume grows, is the right response another hire, a better
workflow, an automation, or temporary help for the peak? A generic ratio hides the variables that decide the
outcome: how much work is straight-through versus manual, how many exceptions come back, how much
recurring close and reporting work exists regardless of volume, and how many people can legitimately review
someone else's work.

This report offers an operating-capacity worksheet that combines those four elements. It is deliberately narrow.
It is not a company-wide workforce-budgeting tutorial, an implementation-resource plan, or an accounts
payable (AP) automation return-on-investment calculator; separate guides on finance team development and
on AP cost per vendor bill cover those purposes. The editorial focus is English-language, for US, Canadian
and other mid-market NetSuite users, and no geography-specific staffing norm is claimed.

The publisher, Houseblend, is a Montréal NetSuite consultancy that provides implementation, integration and
managed administration services. Managed NetSuite administration is therefore a comparable option in the
decision register below, and the reader should weigh that disclosure. The report does not rely on the
publisher's own pages as evidence and makes no claim about engagement results.

Many published figures come from vendor-sponsored or undated surveys, so each is labeled with its sponsor,
date and sample where the source gives them, and none is used as a staffing target. NetSuite statements
reflect Oracle help-center pages read in October 2026 and should be re-verified against the reader's own
account. Where this report offers judgment rather than sourced fact, it says so.

Key Changes in How Finance Capacity Should Be Planned

From Staffing Ratios to a Scoped Workload Model

APQC's published guidance on whether finance FTE levels are appropriate recommends evaluating
normalized staffing measures alongside workload, cost, quality, cycle time, controls, automation and service
requirements (www.apqc.org). It adds that process-level measures, such as invoices processed per AP FTE,
reveal where staffing gaps originate (www.apqc.org), and that a percentile should not automatically become a
staffing target (www.apqc.org). The practical reading is that a ratio starts a question; it does not answer it.

The same APQC page is explicit about scope. It tells readers to count all labor performing the work regardless
of reporting line or location (www.apqc.org), and it warns that excluding this hidden labor can materially
understate staffing (www.apqc.org). For a NetSuite team this matters because finance work is often done by a
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controller who also manages the system, by a shared-services group, by a part-time bookkeeper, or by an
outsourced provider. APQC's proration rule is simple: an employee spending half of their time on finance work
counts as 0.5 FTE for that work (www.apqc.org).

Published ratios also move. The 2019 CFO.com piece reports a median of 69.4 finance FTEs per $1 billion in
revenue from 1,784 business entities (www.cfo.com), and a December 2024 CFO.com article on APQC data
reports a median of 78.6 (cfo.com). APQC's open-standards measure list defines the headline measure as
finance-function FTEs per $1 billion revenue (www.apqc.org), so a firm well below $1 billion in revenue cannot
read those medians as a target, and this report adopts none. APQC itself advises comparing results with
relevant industry, size, region and service-delivery peer groups (www.apqc.org) and cautions that a low FTE
count is not evidence of success if it produces late payments, errors or weak controls (www.apqc.org).

A volume-times-standard-time model is older than finance benchmarking. A 2010 Miami-Dade County study of
its payroll division combined work standards with workload data (www.miamidade.gov) and then determined
staffing requirements by adding allowances to the baseline (www.miamidade.gov). Hyperbots, a vendor,
describes a staffing calculator that estimates needs from transaction volumes, processing time and productivity
assumptions (www.hyperbots.com). That page is a generic explanation and its example figures are not
evidence about NetSuite teams; the useful point is the structure, which this report extends with exception work
and review coverage.

From Scheduled Hours to Productive Hours

The denominator of the worksheet is productive hours per FTE, and it should be defined separately from
scheduled hours. The U.S. Office of Personnel Management (OPM) explains in its fact sheet on the 2,087-hour
divisor that a calendar year actually consists of either 365 or 366 days (www.opm.gov), which is why a simple
52-week by 40-hour product understates a year for pay computation. That figure is a pay convention, not a
statement about productive time.

Paid time and worked time also differ. A BLS Monthly Labor Review article explains that hours paid include
paid hours worked and hours of paid time off (www.bls.gov), so paid hours exceed hours worked. Current BLS
data show the scale of leave: employer costs for paid leave accounted for 8.1 percent of total compensation
costs for full-time private industry workers in the release for June 2026 (www.bls.gov). That average covers a
whole labor market and does not describe any one company; the reader's own leave policy, holidays, training
days and administrative time should set the deduction.

The planning rule is to document three numbers per period: scheduled hours, deductions (leave, holidays,
training, meetings, system administration), and the remainder as productive hours. This report presents
ranges, not a single utilization percentage, because no authoritative source reviewed supplies a defensible
cross-company figure for finance teams.

From Elapsed Time to Active Time

NetSuite timestamps are clues about elapsed time, not measures of active work. Oracle's System Notes
documentation records the date and time the action took place (docs.oracle.com) and states that System
Notes v2 tracks significant changes only (docs.oracle.com).
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The distinction is the core of process-improvement practice. The Lean Enterprise Institute states that most
processes spend less than 10 percent of the elapsed time on value-adding activities (lean.org) and argues that
halving work time improves lead time by only 5 percent at most (lean.org); both are practitioner rules of thumb,
not measured samples. The Connecticut Office of Policy and Management's lean metrics guide defines an
activity ratio as processing time divided by lead time (portal.ct.gov). Applied to finance, if a bill has 6 minutes of
active work and three business days of elapsed time, the activity ratio is under one percent, and a second
preparer would barely change cycle time. This is arithmetic on placeholder inputs (Hypothetical Example), but
it shows why waiting must be measured separately.

Active time needs an observation method. The Asian Productivity Organization describes work sampling as a
widely used basic industrial engineering technique (apo-tokyo.org) and says observations should be recorded
over a period of days or longer (apo-tokyo.org). Observation changes behavior: a peer-reviewed simulation
paper describes the tendency of people to increase their work pace when they sense they are observed
(informs-sim.org), and notes that informing the worker of the study's purpose is a common mitigation (informs-
sim.org). A short sample of a few comparable days, taken without recording identifying client data, is enough to
start; record the sample date, sample size and observer beside each time standard.

From Averages to Normal and Peak Stress Tests

An average week hides the close. Published close-duration data illustrate the spread. APQC data summarized
by CFO.com in 2018 put the median monthly close at 6.4 calendar days (www.cfo.com) and top-quartile
performers at 4.8 days or less (www.cfo.com); a 2019 ISG Ventana analyst perspective reported that 61
percent of participants indicated their company completes its monthly close within six business days
(research.isg-one.com). The clocks and samples differ, so neither is a staffing input; they show that close
timing varies and that the reader's own peak dates must be modeled.

Utilization and delay are not linear. A peer-reviewed Winter Simulation Conference paper presents the
Kingman equation, also called the VUT equation (www.informs-sim.org), in which queue delay scales with a
utilization term that grows without bound as utilization approaches one. A healthcare-operations chapter
summarizes the practical result: waiting times increase at an increasing rate in utilization (ideas.repec.org).
MIT lecture notes add that if a system is unstable, its long-run measures are meaningless (web.mit.edu), which
for a finance team means that planning at or above 100 percent of capacity produces a growing backlog, not a
steady wait. The exact buffer is a local choice, so the worksheet below shows ranges.

Hiring also has a lag. A peer-reviewed study of a Dutch call center estimated a performance increase of 64
percent in the first year of employment (cris.maastrichtuniversity.nl), and an MIT Sloan Management Review
article cites a 2003 study in which time for new hires to achieve full productivity ranged from eight weeks
upward (sloanreview.mit.edu). Neither concerns NetSuite or accounting, so they support only the principle that
early output is below steady state; the reader should enter their own ramp assumption.

From Headcount to Coverage

Capacity has a control dimension. GAO's Standards for Internal Control state that management divides or
segregates key duties and responsibilities among different people (www.gao.gov), so that no one individual
controls all key aspects of a transaction (www.gao.gov). Where segregation is not practical, GAO says
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management designs alternative control activities (www.gao.gov), and it names limited personnel as one
reason (www.gao.gov). COSO's framework says segregation of duties is typically built into the selection and
development of control activities (www.coso.org) and that a smaller entity's system of internal control may be
less formal than a larger entity's (www.coso.org). NIST's control catalog likewise requires organizations to
define system access authorizations to support separation of duties (nvlpubs.nist.gov) and gives the example
of dividing mission or business functions and support functions among different individuals or roles
(nvlpubs.nist.gov).

For finance operations, the capacity implication is that review is a scarce resource with an independence
constraint. A preparer cannot be their own reviewer, so adding preparers can increase the review load without
adding any independent reviewer. The Public Company Accounting Oversight Board (PCAOB) lists controls
over journal entries and adjustments in the period-end financial reporting process among controls that address
risk (pcaobus.org). Smaller teams rely more on senior involvement: PCAOB notes that controls over
management override may be particularly important at smaller companies because of the increased
involvement of senior management (pcaobus.org). These are generic standards; readers subject to specific
reporting rules should consult their auditors or counsel.

Implementation Considerations and Process Changes

Step 1: Define the Service Promise and Measurement Population

Write down what the finance team promises: close by which business day, payments within which window,
reporting packs on which dates, which review sign-offs. Then define the population being measured.
Document these items:

Process ownership: one named owner per process.
Entities and complexity: subsidiaries, currencies, transaction types.
Period boundaries: cut-off dates and close-peak dates.
Effort sources: in-house, shared and outsourced labor.
Reviewer obligations: who must sign off, and how soon.

APQC recommends that, before restructuring or automating, teams document current FTEs, transaction
volumes, costs, cycle times, error rates, service levels, controls and employee time allocation (www.apqc.org).

Population definitions in NetSuite need care. Oracle's saved-search procedure uses a Main Line transaction
filter (docs.oracle.com), which means the choice between header and line rows, and between posting and non-
posting transactions, is a setting the analyst makes. Voided transactions remain as records: Oracle describes
voiding as the preferred way to cancel an existing transaction because the audit trail is preserved
(docs.oracle.com), so a search that counts records can count voided entries unless filtered. Write each saved
search's definition of records, lines, posting status and void or retry handling next to the volume figure, and
have a second person re-run it.
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https://docs.oracle.com/en/cloud/saas/netsuite/ns-online-help/section_4471788894.html#:~:text=From%20the%20Transaction%20Filter%20list%2C%20select%20Main%20Line.
https://docs.oracle.com/en/cloud/saas/netsuite/ns-online-help/section_N563543.html#:~:text=This%20is%20the%20preferred%20way%20to%20cancel%20an%20existing%20transaction%20because%20the%20audit%20trail%20is%20preserved.


Step 2: Collect a Short Representative Time Sample

For each workload class, observe active minutes on a representative set of days that includes at least one
peak. Keep these classes separate:

Straight-through: system-matched transactions touched only in monitoring.
Manual processing: keyed, coded or adjusted by a person.
Failed integration records: records that need investigation and reprocessing.
Review: independent checking of someone else's work.
Recurring close and reporting: work that exists regardless of volume.
Waiting: elapsed time with no one working, tracked apart from active time.
Rework: correction of work already counted once.

NetSuite's bank-matching features illustrate the split: Oracle says its transaction matching runs reconciliation
rules to automatically match imported lines to corresponding transactions (docs.oracle.com), and positions
manual matching as the step for exceptions.

Integration exceptions are a distinct class. Celigo's documentation states that integrations could hit an error
due to a mismatched field, an expired credential or a rate limit (docs.celigo.com) and supports assigning errors
to a teammate for ownership and follow-up (docs.celigo.com). It also notes that the platform performs up to
four retry attempts for intermittent errors (docs.celigo.com), and that open errors can be retried only if the
record timestamp is within a default window of the last 30 days (docs.celigo.com). Resolving an error is not the
same as reprocessing it: Celigo describes the resolve action as for errors the user has addressed outside the
platform (docs.celigo.com). A team that clears errors without recording what was reprocessed will miscount
exception hours. NetSuite's own logs are short-lived as well: Oracle states that CSV import job statuses are
stored for 30 days (docs.oracle.com), so error evidence should be captured within the period.

Rework and review need their own rows. Gartner's 2019 release on accounting automation, based on
interviews with more than 150 controllers and chief accounting officers, says avoidable rework in accounting
departments can take up to 30 percent of a full-time employee's time (www.gartner.com). Gartner's 2024
survey of 497 controllership staff found that 18 percent of accountants make financial errors at least daily
(www.gartner.com). These are survey self-reports, but they support measuring rework rather than assuming it
away. Check for double counting: a failed integration record that is later manually keyed belongs in one class,
not two.

Step 3: Build the Normal-Period Hours Model

The worksheet formula is: required hours equal the sum over workload classes of volume times observed
active minutes divided by 60, plus recurring task hours, plus exception and rework hours not already counted.
Then:

Scheduled hours: contracted hours for every person doing the work, including part-time, shared and
outsourced effort.
Deductions: leave, holidays, training, meetings and administration, from the organization's own policy
and calendar.
Productive capacity: scheduled hours minus deductions, per person and in total.
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https://docs.oracle.com/en/cloud/saas/netsuite/ns-online-help/chapter_4842302228.html#:~:text=runs%20reconciliation%20rules%20to%20automatically%20match%20imported%20lines%20to%20corresponding%20transactions
https://docs.celigo.com/hc/en-us/articles/53099097276955-Error-management-overview#:~:text=Integrations%20could%20hit%20an%20error%20due%20to%20a%20mismatched%20field%2C%20an%20expired%20credential%2C%20or%20a%20rate%20limit.
https://docs.celigo.com/hc/en-us/articles/53099097276955-Error-management-overview#:~:text=Assign%20errors%20to%20yourself%20or%20a%20teammate%20for%20ownership%20and%20follow%2Dup.
https://docs.celigo.com/hc/en-us/articles/16182564553371-Retry-or-resolve-errors#:~:text=the%20platform%20performs%20up%20to%20four%20retry%20attempts%20for%20intermittent%20errors
https://docs.celigo.com/hc/en-us/articles/16182564553371-Retry-or-resolve-errors#:~:text=You%20can%20retry%20open%20errors%20if%20the%20record%20timestamp%20is%20within%20the%20default%20last%2030%20days
https://docs.celigo.com/hc/en-us/articles/16182564553371-Retry-or-resolve-errors#:~:text=handling%20errors%20you%20have%20addressed%20outside%20the%20platform
https://docs.oracle.com/en/cloud/saas/netsuite/ns-online-help/section_N350581.html#:~:text=CSV%20import%20job%20statuses%20are%20stored%20for%2030%20days%20and%20for%20up%20to%20a%20maximum%20of%201%2C000%2C000%20jobs.
https://www.gartner.com/en/newsroom/press-releases/2019-10-02-gartner-says-robotic-process-automation-can-save-fina#:~:text=average%20amount%20of%20avoidable%20rework%20in%20accounting%20departments%20can%20take%20up%20to%2030%25
https://www.gartner.com/en/newsroom/press-releases/2024-02-21-gartner-survey-shows-that-a-third-of-accountants-make-several-error-per-weeo-due-to-capacity-constraints#:~:text=Eighteen%20percent%20of%20accountants%20make%20financial%20errors%20at%20least%20daily


Required FTE: required hours divided by locally documented productive hours per FTE for the same
period.

Keep the calculation in the same period unit (a month or a close cycle). Do not mix a monthly volume with an
annual productive-hours figure.

Step 4: Stress Test Normal Versus Peak

Run at least three scenarios from the reader's own assumptions: normal, a volume-growth case, and a peak or
exception-burst case. Vary volume by workload class, recurring task hours, review hours and rework hours
separately, because they do not move together. Add absence and ramp cases. Present the result as a range of
required FTE across productive-hours assumptions, as the worked example below does.

Period-close mechanics add structural constraints that no amount of capacity removes. Oracle states that the
Period Close Checklist lists tasks in the order in which they should be completed (docs.oracle.com), and that
other checklist tasks cannot be completed until all previous periods have been closed (docs.oracle.com). If an
earlier period must be reopened, Oracle notes that this reopens all of the subsequent closed periods
(docs.oracle.com), which multiplies rework. Oracle also notes that Quick Close only marks the tasks as
completed (docs.oracle.com), so a closed status is not proof that the close work was performed; do not use
period status as a workload measure.

Track waiting and dependency constraints independently. If a task sits for days awaiting a business approver,
a sales-team input, or a customer-data fix, the constraint is a dependency, and a hire does not remove it. The
diagnostic in the Step 6 section turns this into a decision.

Step 5: Add a Coverage Map

For each process that needs independent review, record the preparer, reviewer, backup, configured NetSuite
role and approval or delegation route, and flag every single-person dependency. Table 1 below gives a
template with NetSuite documentation points that determine what can be configured.

Element What to
record

NetSuite documentation point to verify

Preparer Who creates
the
transaction or
entry, and in
which role

Oracle describes SuiteApprovals as managing approval of specific record types as well as email
approvals (docs.oracle.com)

Reviewer A different
person with
authority and
time to
review

Oracle's audit-enablement guidance says workflows can provide approval limits and prevent
users from approving their own transactions (docs.oracle.com)
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https://docs.oracle.com/en/cloud/saas/netsuite/ns-online-help/section_N1455781.html#:~:text=Tasks%20are%20listed%20in%20the%20order%20in%20which%20they%20should%20be%20completed.
https://docs.oracle.com/en/cloud/saas/netsuite/ns-online-help/section_N1455781.html#:~:text=until%20all%20previous%20periods%20have%20been%20closed
https://docs.oracle.com/en/cloud/saas/netsuite/ns-online-help/section_N1452509.html#:~:text=Reopen%20the%20period%2C%20which%20reopens%20all%20of%20the%20subsequent%20closed%20periods.
https://docs.oracle.com/en/cloud/saas/netsuite/ns-online-help/section_N1452509.html#:~:text=It%20only%20marks%20the%20tasks%20as%20completed.
https://docs.oracle.com/en/cloud/saas/netsuite/ns-online-help/chapter_161589014381.html#:~:text=capabilities%20to%20manage%20the%20approval%20of%20both%20specific%20record%20types%20as%20well%20as%20email%20approvals
https://docs.oracle.com/en/cloud/saas/netsuite/ns-online-help/section_4604128838.html#:~:text=workflows%20can%20provide%20approval%20limits%20and%20prevent%20users%20from%20approving%20their%20own%20transactions


Element What to
record

NetSuite documentation point to verify

Backup Who reviews
when the
primary
reviewer is
absent

Approval can be delegated to another employee in the subsidiary indefinitely or for a set period
(docs.oracle.com), for journal entry, sales order, vendor bill, expense and purchase approvers
(docs.oracle.com); Oracle says that when you delegate approval, your approval limits still apply,
but it does not say whose limits govern the delegate's approvals, so test this in your own account
(docs.oracle.com). Verify each workflow separately

Approval
route

Amount
thresholds,
record types,
entities

Records are automatically approved below the Record Amount Limit (docs.oracle.com)

Records
outside
routing

Imports,
scripts,
integrations

Oracle lists transactions created through CSV import, script deployment, web service or RESTlet
among its documented cases (docs.oracle.com)

Table 1 shows that coverage is a configuration question, not just a staffing one. A delegation feature is one
documented capability; it does not cover every approval mechanism, so each actual transaction type, workflow
and integration should be tested before the backup column is marked as covered. The Record Amount Limit
row also shows a design lever: thresholds change reviewer workload without any new hire, but the thresholds
themselves are a control decision for the controller and auditors.

An outsourced or shared provider does not transfer the review obligation. PCAOB's standard on service
organizations recognizes that a service organization's system may be designed with the assumption that
certain controls would be implemented by the user organization (pcaobus.org), and the American Institute of
Certified Public Accountants (AICPA) publishes a guide for service auditors performing a SOC 1 examination
under AT-C section 320 (www.aicpa-cima.com).

Step 6: Choose the Intervention

Table 2 lays out a decision register: the options, the evidence that points to each, and the dependencies and
cost assumptions to record. Managed NetSuite administration, which the publisher offers, appears as one row
beside the others; the table makes no claim about its comparative merit.

Intervention Indicated when the evidence
shows

Capacity effect to
record

Dependencies and cost
assumptions

Clarify ownership Long elapsed time, low active time;
approvals idle with unnamed owners

Reduces waiting;
usually no change in
active hours

Needs a named owner per
step; cost is management
time

Repair data or workflow design Exceptions and rework dominate
active time; repeat error classes

Reduces exception
and rework hours

Needs root-cause
evidence; may need
SuiteFlow or script
changes

Add integration monitoring Failed records worked manually;
errors found late

Moves exception
work earlier; lowers
rework

Needs error ownership
and retention within
platform windows
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https://docs.oracle.com/en/cloud/saas/netsuite/ns-online-help/bridgehead_1506060872.html#:~:text=delegate%20your%20approval%20to%20another%20employee%20in%20your%20subsidiary%20either%20indefinitely%20or%20for%20a%20set%20period
https://docs.oracle.com/en/cloud/saas/netsuite/ns-online-help/bridgehead_1506060872.html#:~:text=Journal%20entry%2C%20sales%20order%2C%20vendor%20bill%2C%20expense%2C%20and%20purchase%20approvers%20can%20also%20delegate%20approval%20authority
https://docs.oracle.com/en/cloud/saas/netsuite/ns-online-help/bridgehead_1506060872.html#:~:text=When%20you%20delegate%20approval%2C%20your%20approval%20limits%20still%20apply.
https://docs.oracle.com/en/cloud/saas/netsuite/ns-online-help/bridgehead_1544019693.html#:~:text=gets%20automatically%20approved%20when%20the%20transaction%20amount%20is%20less%20than%20the%20Record%20Amount%20Limit
https://docs.oracle.com/en/cloud/saas/netsuite/ns-online-help/section_0806110833.html#:~:text=The%20transaction%20is%20created%20through%20CSV%20import%2C%20script%20deployment%2C%20web%20service%2C%20or%20RESTlet.
https://pcaobus.org/oversight/standards/auditing-standards/details/AS2601#:~:text=that%20the%20system%20was%20designed%20with%20the%20assumption%20that%20certain%20controls%20would%20be%20implemented%20by%20the%20user%20organization
https://www.aicpa-cima.com/cpe-learning/publication/reporting-on-an-examination-of-controls-at-a-service-organization-relevant-to-user-entities-internal-control-over-financial-reporting-soc-1-guide#:~:text=This%20attestation%20guide%20is%20designed%20to%20help%20CPAs%20%28service%20auditors%29%20perform%20a%20SOC%201


Intervention Indicated when the evidence
shows

Capacity effect to
record

Dependencies and cost
assumptions

Automate a tested activity High-volume, stable manual class
with documented steps

Releases hours; not a
payroll saving by
itself

Test before release; keep
a rollback; review remains

Train or redistribute One person holds all complex work Reallocates hours;
reduces single-
person risk

Training hours cut
productive capacity
temporarily

Temporary coverage A bounded peak, absence or backlog Adds hours for a
stated period

Onboarding, access and
review rules

Hire (staff accountant or controller) Required hours exceed productive
hours in normal and peak cases after
other fixes

Adds production
hours (staff
accountant) or review
hours (controller)

Ramp period; cost source
and currency stated by the
reader

Managed NetSuite administration
(external provider, including the
publisher, Houseblend)

Administration, role changes, saved
searches, workflow and integration
upkeep are a recurring or specialized
workload

Moves administration
hours outside the
team; counted in
capacity

Scope, access rights,
response times and review
responsibility must be
written down

Table 2 makes the point that the same symptom, slow processing, maps to different interventions. The first
three rows address causes of apparent shortage; the later rows add capacity. A staff accountant adds
preparation hours, while a controller adds review, ownership and judgment hours; that distinction is this
report's planning judgment, not a sourced finding, and it matters because if review independence is the binding
constraint, more preparers may increase the review backlog.

Step 7: Separate Released Capacity from Realized Savings

Automation releases hours; whether a payroll saving follows is a separate management decision. CFO.com,
reporting APQC data in September 2026, states that creating capacity does not automatically reallocate it to
higher-value use (www.cfo.com). The article describes a median 20 percent reduction in finance personnel
time spent on transactional activities (www.cfo.com) alongside a separate measure showing that 8 percent of
finance FTEs have been redeployed to higher-level tasks (www.cfo.com), and notes that the two measures
use different samples and are directional only. Gartner argues that a cost-centric return-on-investment formula
focused on full-time employee time savings can undervalue some projects (www.gartner.com). Record
released hours in the worksheet, and record a payroll effect only when a position is actually changed.

Step 8: Approve, Then Revisit

Approve the staffing case with the worksheet attached, the assumptions dated, and a review date after one or
more comparable operating cycles (a close cycle, a quarter, a peak season). At that review, compare the
estimate with:

Service outcomes: close timing and payment windows against the promise.
Error and rework evidence: exception classes and their active time.
Close-peak performance: the peak scenario against what happened.
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https://www.cfo.com/news/how-cfos-can-get-more-value-from-finance-process-automation-metric-of-the/829421/#:~:text=Creating%20capacity%20does%20not%20automatically%20reallocate%20it%20to%20higher%2Dvalue%20use.
https://www.cfo.com/news/how-cfos-can-get-more-value-from-finance-process-automation-metric-of-the/829421/#:~:text=The%20median%20organization%20reports%20a%2020%25%20reduction%20in%20finance%20personnel%20time%20spent%20on%20transactional%20activities.
https://www.cfo.com/news/how-cfos-can-get-more-value-from-finance-process-automation-metric-of-the/829421/#:~:text=Another%20measure%20shows%20that%208%25%20of%20finance%20FTEs%20have%20been%20redeployed%20to%20higher%2Dlevel%20tasks.
https://www.gartner.com/en/newsroom/press-releases/2019-10-02-gartner-says-robotic-process-automation-can-save-fina#:~:text=Using%20a%20typical%2C%20cost%2Dcentric%20ROI%20formula%20focused%20on%20full%2Dtime%20employee%20time%20savings


Review coverage: whether every stream had a reviewer and a backup.

Then update the time standards. APQC's caution applies in both directions: a low headcount that produces late
payments, errors or weak controls is not a success (www.apqc.org), and a high headcount without evidence is
not a demonstrated need.

Data Analysis and Evidence
The evidence below is context for the reader's own measurements. None of it is a staffing standard. Each
entry gives originator, date and sample where the source states them.

Staffing intensity and its limits

APQC via CFO.com (2019 and December 2024): the medians are 69.4 and 78.6 finance FTEs per $1
billion revenue, with a sample of 1,784 business entities stated only in the 2019 article (www.cfo.com)
and none stated in the later one (cfo.com).

Close timing

APQC via CFO.com (2018): median monthly close 6.4 calendar days from a sample of 2,300
organizations, top quartile 4.8 days or less (www.cfo.com).
ISG Ventana (2019): 61 percent of participants indicated their company completes its monthly close
within six business days (research.isg-one.com). The sample size is not stated on the page.
Reading: the clocks and scopes differ (calendar versus business days), so the figures are not
comparable to each other or to a specific NetSuite account.

Workload, exceptions and errors

Gartner survey of 497 controllership staff (fielded July 2023, released February 2024): 18 percent
of accountants make financial errors at least daily (www.gartner.com), and 73 percent report heavier
workload because of new regulations (www.gartner.com).
Ardent Partners (January 2026): the invoice exception rate for AP departments is 18.4 percent on
average (payablesplace.ardentpartners.com). No sample size is stated on the page; it is an AP-specific
benchmark, and unit-cost implications belong in the separate AP guide.
BlackLine-sponsored IMA survey (2016, vendor sponsor): 43 percent of respondents spend more
than half their time collecting, entering and validating data (www.blackline.com); the survey is dated and
sponsored, so it only illustrates data-handling time.

Talent supply

BLS (August 2026 page): employment of accountants and auditors is projected to grow 5 percent from
2025 to 2035 (www.bls.gov), with about 115,300 openings projected each year (www.bls.gov).
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https://www.apqc.org/How-Can-a-Finance-Organization-Determine-Whether-Its-FTE-Levels-Are-Appropriately-Geared#:~:text=A%20low%20FTE%20count%20is%20not%20evidence%20of%20success%20if%20it%20produces%20late%20payments%2C%20errors%2C%20weak%20controls
https://www.cfo.com/news/metric-of-the-month-finance-ftes-per-1b-in-revenue/658277/#:~:text=as%20reported%20by%201%2C784%20business%20entities%20to
https://cfo.com/news/how-many-finance-employees-should-you-have-accounting-automation-revenue/734637/#:~:text=At%20the%20median%2C%20organizations%20employ%2078.6%20FTEs%20in%20the%20finance%20function%20per%20%241%20billion%20in%20revenue.
https://www.cfo.com/news/metric-of-the-month-cycle-time-for-monthly-close/659297/#:~:text=At%20the%20median%20are%20the%20organizations%20that%20need%206.4%20calendar%20days
https://research.isg-one.com/analyst-perspectives/finally-a-faster-close#:~:text=61%20percent%20of%20participants%20indicated%20their%20company%20completes%20its%20monthly%20close%20within%20six%20business%20days
https://www.gartner.com/en/newsroom/press-releases/2024-02-21-gartner-survey-shows-that-a-third-of-accountants-make-several-error-per-weeo-due-to-capacity-constraints#:~:text=Eighteen%20percent%20of%20accountants%20make%20financial%20errors%20at%20least%20daily
https://www.gartner.com/en/newsroom/press-releases/2024-02-21-gartner-survey-shows-that-a-third-of-accountants-make-several-error-per-weeo-due-to-capacity-constraints#:~:text=73%25%20of%20accountants%20report%20that%20their%20workload%20has%20increased%20because%20of%20new%20regulations
https://payablesplace.ardentpartners.com/2026/01/state-of-epayables-part-nine-ap-benchmarks-and-best-in-class-performance/#:~:text=The%20invoice%20exception%20rate%20for%20AP%20departments%20is%2C%20on%20average%2C%2018.4%25.
https://www.blackline.com/about/press-releases/2016/many-finance-accounting-professionals-dissatisfied-with-their-financial-closing/#:~:text=Forty%2Dthree%20percent%20of%20respondents%20spend%20more%20than%20half%20their%20time%20collecting%2C%20entering%20and%20validating%20data
https://www.bls.gov/ooh/business-and-financial/accountants-and-auditors.htm#:~:text=Employment%20of%20accountants%20and%20auditors%20is%20projected%20to%20grow%205%20percent%20from%202025%20to%202035
https://www.bls.gov/ooh/business-and-financial/accountants-and-auditors.htm#:~:text=About%20115%2C300%20openings%20for%20accountants%20and%20auditors%20are%20projected%20each%20year


Taken together, the evidence supports three conclusions with limits. Staffing ratios vary with sample and date,
so they cannot set a target. Rework, manual effort and error self-reports are common but measured differently,
so the reader should measure their own. And talent supply data show a steady flow of projected openings,
though none of them measures time to hire or predicts any one firm's hiring result; lead time to hire is a
planning judgment that the reader should check against their own recruiting history.

Case Studies and Real-World Examples

Worked Worksheet Arithmetic (Hypothetical Example)

This hypothetical illustration uses placeholder inputs; none comes from a real company or is a benchmark.
Table 3 applies the worksheet formula to six workload classes and three overhead rows, for a normal month
and a peak month in which volume classes are multiplied by 1.4, recurring close and reporting hours by 1.5,
review hours by 1.3 and rework hours by 1.5.

Workload class Monthly
volume

Active minutes
each

Normal
hours

Peak
hours

Straight-through payment application (monitoring
only)

6,000 0.1 10.0 14.0

Manually coded vendor bills 900 6 90.0 126.0

Expense reports 300 4 20.0 28.0

Failed integration records worked 240 9 36.0 50.4

Bank reconciliation exceptions 350 5 29.2 40.8

Manual journal entries 120 20 40.0 56.0

Recurring close and reporting n/a n/a 60.0 90.0

Independent review n/a n/a 30.0 39.0

Rework not counted above n/a n/a 18.0 27.0

Total required hours 333.2 471.2

Table 3 shows a required load of 333.2 hours in a normal month and 471.2 in the peak month. Dividing by a
productive-hours range converts that into FTEs. With the placeholder productive-hours range of 125, 140 and
155 hours per FTE per month, the results are:

Normal month: 2.67, 2.38 and 2.15 FTE.
Growth case (volume classes up 20 percent, other rows unchanged, 378.2 hours): 3.03, 2.70 and
2.44 FTE.
Peak month (471.2 hours): 3.77, 3.37 and 3.04 FTE.
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Three interpretations follow. First, the productive-hours assumption alone moves the normal-month answer by
about half an FTE, so it must be documented. Second, the peak, not the average, determines whether
temporary coverage is needed; the peak-to-normal gap is about 138 hours here. Third, the 36 hours of failed
integration work and 18 hours of rework total 54 hours a month, which is capacity that monitoring and root-
cause work could address before any hire is approved.

Waiting is outside this table: if those 900 bills each took three business days of elapsed time with 6 active
minutes, the activity ratio would be under one percent, and the right question is who owns the approval.
(Hypothetical Example.)

Implications and Future Directions
For the operating budget. The worksheet gives a CFO or controller a defensible structure for a headcount
request: scope, observed minutes, productive hours, a range, and a peak case. It also gives a way to say no:
when the evidence shows waiting, unclear ownership or exception loops, fund redesign or monitoring first.

For control design. As volume grows, more transactions tend to arrive through imports, scripts or
integrations, which SuiteApprovals treats separately (see the coverage map), so they may need a
compensating review. The SEC's management guidance describes compensating controls as controls that
serve to accomplish the objective of another control (www.sec.gov), and COSO lists the ability of management
to override internal control among the limits of any control design (www.coso.org).

For hiring type and timing. The controller-versus-staff-accountant choice depends on which constraint binds:
a staff accountant fits when production hours bind, and a controller or senior reviewer fits when review
independence, judgment or ownership binds. For scale-ups, the practical sequence is usually to fix the largest
exception class, add monitoring, cover the peak temporarily, and hire when the normal-case worksheet
exceeds productive hours with margin. That sequence is judgment, not a sourced rule.

For NetSuite administration. System administration is a workload class like any other: role changes, saved-
search maintenance, workflow upkeep and integration monitoring. Teams can staff it in-house, share it, or
place it with a managed provider; the publisher is one such provider, and a team should compare scope,
access rights, response times and its own review obligations against the in-house alternative.

For AI and automation. Deloitte's 4Q 2025 CFO Signals survey of 200 CFOs at North American companies
with at least $1 billion in revenue reports that nearly half cite automating processes to free employees for
higher-value work as a talent priority (www.deloitte.com). The sources reviewed here support released
capacity, not guaranteed headcount reductions; reviewing after comparable cycles with the same sampling
method is how to tell the difference.

Frequently Asked Questions (FAQs)

What is a NetSuite finance team workload model?

It estimates required hours from observed work and compares them with productive capacity: volume by
workload class times observed active minutes divided by 60, plus recurring close and reporting hours, plus
exception and rework hours, divided by documented productive hours per FTE. It is a planning calculation, not
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a validated benchmark. APQC's guidance to combine workload and staffing measures (www.apqc.org) is the
closest authoritative structure.

How many accountants do I need for NetSuite?

No source reviewed supports a universal number, and APQC says a percentile should not automatically
become a staffing target (www.apqc.org). The answer for a specific firm is the worksheet result across
productive-hours assumptions, plus the review-coverage check.

When should I hire another accountant in NetSuite?

Consider a hire when required hours exceed productive hours in both normal and stress scenarios after
ownership, workflow design and exception classes have been addressed, and when the waiting analysis
shows the delay is not a dependency. Use temporary coverage when only the peak exceeds capacity, and
record ramp time, since new hires start below steady output (cris.maastrichtuniversity.nl).

How does the month-end close drive NetSuite workload?

Recurring close tasks are a block of hours that does not scale with volume, and they have a required order
and period dependencies: Oracle says the checklist lists tasks in the order they should be completed
(docs.oracle.com) and that earlier periods must be closed first. Model the close as its own row and stress it for
the peak.

What review coverage and segregation of duties does a small team need?

Each stream that needs an independent reviewer needs a named reviewer and a backup, configured roles and
a tested approval route. Where segregation is impractical, GAO says management designs alternative control
activities (www.gao.gov). Oracle's delegation is scoped by approver type and subsidiary, so verify it for each
workflow.

Controller or staff accountant: which hire fits?

A staff accountant adds preparation hours; a controller adds review, judgment and ownership. If review
independence or ownership binds, more preparers can add to the review load. This is a planning judgment
based on the segregation principle (www.gao.gov), not a sourced finding.

How do scale-ups plan finance headcount?

Use ranges, not a single forecast: run normal, growth and peak scenarios, list the interventions in the decision
register, and revisit after comparable cycles. Hiring lead time is a judgment for the reader's own recruiting
history to settle; BLS projects about 115,300 openings a year for accountants and auditors, which reflects
demand and turnover rather than time to hire (www.bls.gov).

Should the NetSuite administrator be in-house or outsourced?

Treat administration as a workload class and compare options on scope, access rights, response times and
review responsibility. An outsourced provider's system may assume controls implemented by the user
organization (pcaobus.org), so the provider's report does not replace the team's own review. The publisher
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offers managed administration and is one option to evaluate.

Conclusion
A NetSuite finance team should be sized from evidence about its own work, not from a ratio. The worksheet in
this report requires four inputs: a defined service promise and population; observed active minutes by
workload class, separated from waiting; a normal-period and peak-period hours model divided by documented
productive hours; and a coverage map showing preparer, reviewer, backup, role and approval route for each
stream that needs independent review.

The sources reviewed support the structure, with limits. APQC's guidance supports combining measures and
counting all labor, and cautions against using a percentile as a target (www.apqc.org). Government and
standards sources support separating key duties and designing alternatives where that is impractical
(www.gao.gov). Oracle's documentation shows that coverage depends on configuration, record type and
creation path. Published benchmarks vary by sample and date, and none adopted here sets a target.

The decision that follows is one of several interventions, and a hire is justified only when the evidence shows
required hours above productive hours after cheaper causes have been addressed. Released capacity from
automation is not a payroll saving until a position is changed. Approve the case with dated assumptions and
revisit it after comparable operating cycles, using the same sampling method.
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Our services include NetSuite integrations and customization, as well as AI integrations and AI transformation
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Improve and support an existing system

Houseblend offers NetSuite health checks, optimization, managed support and project rescue services. We
also provide expertise for analytics and specialist workflows, including NetSuite Analytics Warehouse,
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Work with Houseblend

Explore NetSuite implementation, integrations, managed support and AI integrations. Contact Houseblend to
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