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1.0 Executive Summary

IT procurement plays a crucial role in ensuring an organization's external party IT spending effectiveness, purchasing efficiency, supply risk mitigation and stakeholder relationship building. Gartner has seen many organizations either start to set up the function or take initiatives to enhance the function's capability by employing internal or outside talent to manage IT procurement. In this research, we explain the important tasks and issues that should be addressed during the first 100 days for onboarding a new head of IT procurement.
1.1 Overview

The IT procurement function requires strong leadership to make the function more strategic within the organization's overall structure and ecosystem. This is especially true and necessary at a time when new disruptive IT trends are emerging and the microeconomic and macroeconomic environment is challenging. For many newly promoted or recruited heads of IT procurement, long-term success demands the building of a strong, solid foundation at the initial phase after taking over the new role. A strong foundation for the new head of IT procurement may include general procurement organizational understanding and a strength, weakness, opportunity and threat (SWOT) assessment, detailed procurement measurements and priorities, internal and external relationship building, and the delivery of major procurement projects.
1.2 Assumptions

This research is based on the assumption that the organization has had a certain level of structured IT procurement function and processes for a period of time, and the newly recruited or promoted head of IT procurement doesn't need to build up the function from scratch.
If the current IT procurement is managed on an ad hoc basis, the activities and tasks described in this research may not be applicable and will require a different set of tasks and duties at a different speed. Users can employ Gartner's procurement maturity model to assist in their assessment efforts ("Gartner Maturity Model for IT Procurement").
1.3 Key Findings

· For an incoming head of IT procurement, the key to success is to become acquainted with and accustomed to the new organizational culture and environment. It is especially important to learn and understand the existing culture within IT procurement.
· As a member of the senior procurement management team, the head of IT procurement should focus on internal functional competencies and tasks as well as interdepartmental and cross-functional relationships and linkages.
· For the first 100 days, the objectives and measurements to be in place should not be overly aggressive and ambitious because the head of IT procurement is quite unlikely to have a thorough grip on the team's capability in an unknown environment in a relatively short time frame.
· The new head of IT procurement should focus on team stability, process and policy continuity, and the continuous seamless delivery of ongoing projects, and any major disruptive changes introduced should be implemented gradually and carefully.
1.4 Recommendations:

· The new head of IT procurement should have access to an overview of the function with a sufficient handover process, either with the outgoing person or from other sources.
· The new head of IT procurement should establish the real business and management issues and priorities within the first couple of months to make a correct and fair assessment of the situation and to strategize the functional direction in the initial period.
· Paying attention to the organizational politics is necessary, but the new head of IT procurement should try to avoid being perceived as a "politician," which will hurt the role in the long run. The new head should instead focus on the business and procurement issues and deliverables.
2.0 Analysis
For the newly appointed head of IT procurement, the first 100 days in a new organization (external recruitment) or new position (internal promotion) are exciting and yet challenging. There are two factors for success in the role: first, the directions set in the initial period often will have a longer-term impact because they set the strategic vision and management style for the function and the team, and second, there are often high expectations of the new person by all stakeholders and interested parties concerned. Thus, success is a must, and failure is not an option.
By the end of the first 100 days, the head of IT procurement should have set up a strong foundation to lead the procurement team, have a clear understanding of the spending profile and key vendor base, and have built up solid stakeholder relationships. The organization is now in a stabilized mode and ready to deliver on targets and challenges set forth for the IT procurement organization.
2.1 Week 1
The main theme for the first week's activity is for the new head to settle in the new environment and immediately start the handover process and internal briefing sessions. The main objective is to ensure that the head of IT procurement is able to have a firm grip on the new environment and a snapshot view of the current IT procurement function.
2.1.1 Hold Handover With Outgoing Person
Depending on the local and organization-specific practices and traditions, there are many circumstances in which the new head of IT procurement is able to sit down with the outgoing person to have a thorough and solid handover. Although the length and the details of the handover differ from one organization to another, the handover process is critical for the smooth transition and transfer of the positions. The following are examples of the items that should be covered in the transition:
· Overview of the people and organization — procurement team and key technology procurement stakeholders

· Explanation of processes and policies —the existing written procurement processes and policies

· List of existing key procurement projects and main action items

· Pain points and risk factors previously experienced by the procurement organization

· A handover and transition plan, to be jointly authored by the new head of procurement and outgoing person

· The political and organizational issues for the new head to be aware and mindful of
In case of a cold transition without a formal handover, a series of status quo interviews with key team members will replace the handover activities. During the interviews, the new manager will inquire about the role self-assessment of each team member, existing processes, and lists of key projects and action items. If organizational documentation is available, interviews may be structured alongside such descriptions. Such interviews will equip the new manager with inside knowledge to support the course of the cold transition.

It is important to have a formal written communication sent out to the relevant stakeholders about the new head of IT procurement.
The new head will be able to have a high-level view and initial assessment in terms of the complexity, main issues and challenges, main relationships, and key projects from the handover. He or she will have a solid grip on the foundation as well as strategic directions from those details.
2.1.2 Hold Initial Staff Meetings

Hold initial meetings with the key executive stakeholders (such as the CIO and his management team, CPO, COO and CFO) to be able to have an initial impression set and business and personal relationships kick-started. Try to focus these initial meetings as an opportunity to have an introduction at the professional and personal level with the intention of building up initial interpersonal relationships with these key stakeholders. Don't talk about the business too early during these initial meetings, because there is no information for proper conversation on business. However, it is important for the head of IT procurement to be able to establish a good first impression and show professionalism to the executive stakeholders as an important partner to work with. As the new head of IT procurement is new to the organization, he or she is not able to identify all the relevant executive stakeholders and needs assistance in identifying these key contacts by depending on the established networking by other procurement managers and the direct reporting manager. It is also important and practical to know who has the power to execute, and who can say no, the approval chain and what the head will have to go through to get something approved.
Procurement staff may be interested to find out about the newly appointed head's management style and personality firsthand in order to derive some sort of direction on how to deal with potentially different management styles. Depending on the size of the procurement team, the level of details of the initial staff meeting will obviously vary. The following list provides what is necessary for familiarizing oneself with the procurement team:

· Each staff's main role and responsibility

· Discussion on the previous performance records

· Each staff member's professional background
· General feedback on the department and job

· General expectations on the new IT procurement head

· Providing expectation on management style and any other wish list details

At this stage the main focus will be on internal meetings. Therefore, no vendor meetings are conducted.
2.1.3 Week 1 Assessment

The main objective for Week 1 for the head of IT procurement is to ensure the handover is sufficient and to meet both the staff and the key stakeholder executives. The main focus is on a thorough and proper handover that will deliver sufficient initial details and information.
2.2 Week 2
The main focus for Week 2 is to conclude the handover process and to identify the key business priorities, including the procurement measurement and deliverables. From Week 2 onward, an experienced head of IT procurement will start the process of assessing the function's SWOT. The SWOT process should be a continuous process that could last the entire 100 days and beyond.
For Week 2, the head of IT procurement is now geared up to play the leadership role and drive the function forward with fresh energy and mind-set. The manager can usually define himself or herself in the first two weeks.
2.2.1  Conclude Handover

The official handover process should be formally closed in Week 2. The new head should be fully briefed of the process, the organization, the main projects and the key stakeholder relationships. When concluding the handover, the new head should check whether the following have been addressed:

· Have all the handover plan items been fully addressed?

· Have all the handover items (such as process documents, archives, important e-mail and contracts) been transferred?
· Have any interim urgent issues been managed and addressed?
· Are there other issues/items to be raised and addressed?
A proper handover and transition process is always an indication of good organizational process and organizational culture. It is important for the new head of IT procurement to document and report a handover process to show good knowledge management as well as good process.
The main reason why a proper handover is essential is because this will effectively shorten the organizational and functional knowledge acquisition process to, ideally, a maximum of two weeks. This will allow the most effective mode of transition for a new head whose main challenge is to understand the existing organization.
2.2.2 Review and Update Procurement Mission and Strategy
The procurement strategy document defines the goals and the objectives of an organization's IT procurement function as well as how to achieve these goals. It is important for the new head to revise and enhance the existing documentation (if applicable) to incorporate new visions and directions to the existing procurement strategy document. This new strategy document is based on the vision of the new head and his/her limited acquisition of the knowledge from the complete situation. However, the head should introduce some elements of fresh management thinking on the IT procurement strategy into the strategy paper. The strategy document is a manifestation of the direction for the function under a new leadership and is subject to constant revision and refinement.
In case there is no strategy document or paper for the current procurement function, the IT procurement head should plan to establish the strategy paper draft as one of the tasks to be prioritized for the period within the first 100 days.

2.2.3 Convene Procurement Management Meeting

Depending on the organizational setup and the complexity, the IT procurement management team should comprise the following personnel:

· Software category lead

· Hardware category lead

· Services category lead

· Market intelligence, policy and operations
· Key business/stakeholder relationship managers
The management or operations meetings should be set up on the regular basis to achieve the following main objectives:

· Review and update the procurement strategy

· Update on the key sourcing projects and their progress

· Track and report measurement targets

· Discuss and address any issues pertaining to the procurement function for the period

· Address staffing issues
For the very first management meeting, the main purpose is to have the lead present and discuss each area (category management, business unit relationship and policy). This will give the head an opportunity to interact with the key team as well as cross-verifying the items briefed and transitioned during the handover process.
2.3 Weeks 3 and 4
Once Weeks 1 and 2 are over, the head is in a much better position to understand the internal operations of the department as well as some first external contacts. The next two weeks' focus will be on building external relationships, further fact-finding and setting the expectations for the IT procurement management team.

2.3.1 Review and Revise Stakeholder Management Process and Plan

Business stakeholders are the key to the success of the IT procurement function — both as its internal customer and its main partner. The success of the procurement function depends on the support, recognition and cooperation from internal stakeholders. The main purpose of the stakeholder management process is trying to address the following:

· Determine who are the key stakeholders at different levels

· Define the key objectives of these stakeholders (cost, quality or supplier profile)

· Determine the form of engagement (formal and informal) and the frequency of the engagement (weekly, monthly or quarterly)

· Obtain the commitment from the stakeholders to support and contribute to the process

· Assign the key IT procurement lead and personnel for those identified relationships
Once the stakeholder management plan is finalized, it will be implemented by respective relationship managers or contact points to plan, report and track the progress made on the key stakeholder relationship meetings and agenda and the capturing of any internal client issues.

2.3.2 Establish a Business Relationship With Key Executive Stakeholders
The relationships between the key executive stakeholders (CIO, CFO, business unit GM, COO, CPO) are the key to success in gaining the support of the IT procurement organization. The relationships will be important for the following reasons:
· For IT procurement to be seen as more strategic in the entire organization, the visibility of the IT procurement head is one of the key success factors.
· Resolving any potential conflict during any key IT procurement projects with the stakeholders could involve senior-level management.
· The overall organizational support for the head of IT procurement can be determined by the senior executive teams that are also the key internal customers to serve.
· For organizations without any formal organizational role definition (what IT procurement is supposed to be responsible for), the only measure left to gain influence is the IT procurement head's personal influence and reputation.
2.3.3 Conduct Executive Stakeholder Discussions

During these two weeks, the new head will first of all identify the key executive stakeholders for engagement and key internal clients to interact on a regular basis. Formal meetings with executive stakeholders will be required to discuss issues such as:

· Identify the expectations from executives on the IT procurement

· Obtain commitment from executives to support the IT procurement function in principle and on specific projects
· Review historical support activities by IT procurement to the business unit

· Identify any key priorities that IT procurement can support to make real immediate impact
· Secure management support and commitment to the ongoing stakeholder management program

· Identify the key IT personnel to work with IT procurement within that executive's direct reporting line on an ongoing basis
· Discuss the gap between the expectation and what the function has been delivering, and how to close that gap
2.3.4 Review Key IT Vendors' Status and Conduct Vendor Management Meetings

The existing IT procurement team may already have provided good information on the vendors and external-party IT spending analysis, but going through them is still a good exercise to be conducted by the new head. A leader in action versus in talk is more respected by the staff. For example, the head should ask the key procurement category management team to gather and provide the following information:

· The total spending and spending by categories

· The top 20 vendors and their performances

· Spending details with valid contract and without valid contract

· Relationship history with the key strategic vendors
· Performance levels and issues with key strategic vendors

Once a list of the key vendors is established, the head of IT procurement can set up individual meetings with those key vendors' senior management and main contacts to discuss the following in the initial meetings:

· Historical relationships and a high-level view of the contract performance

· Key issues and concerns from service providers and vendors
· Any new direction or new strategy by IT procurement that may impact the existing vendors and contracts
Those meetings should ideally be conducted jointly with the key stakeholders who have ongoing relationships as well as day-to-day service delivery.
2.4 Month 2 — Weeks 5 Through 8

With the foundation having been firmly set from the first month's work, the focus for the second month for the head of IT procurement is to work on the details of the procurement measurement scorecard, the potential for reorganization, the roles and responsibilities realignment, and the validation of the procurement process and tools, and to identify the gaps existing in the current procurement organization to meet the new vision and mission.
2.4.1 Assessing the IT Procurement Organization's Strengths and Weaknesses

For many organizations, the IT procurement organization plays a trusted advisor's role. It normally doesn't carry the mandate to manage third-party IT spending but will get engaged in the external-party spending process and provide professional expertise in sourcing, contracting, vendor management and general commercial expertise. The new leadership may want to conduct an assessment on whether the current skills base, organizational model, processes and tools are sufficient to deliver the strategic vision and mission introduced by the new leadership team. The following are examples of the areas for conducting this assessment:

· Survey and study the current skills inventory. Compare those skills to the required skills portfolio and identify the gaps.

· Assess the current staff's skills levels and its suitability to work on the current or new roles. This is also an opportunity to identify each individual's skills gap, career development goal and action plan to close those potential gaps.

· Assess the procurement process maturity levels in the areas of supply management, demand management and vendor management. Any gaps and issues should be discussed and acted on. After the assessment exercise, a list of processes should be documented and updated (see "Gartner Maturity Model for IT Procurement").
· Assess whether the current procurement tools are sufficient to meet the organizational IT purchasing needs. Study the e-procurement market to have a better understanding of the suitable procurement applications that may meet organization's needs.

· Initiate or revise the function's talent and skills development plan that incorporates the new vision and mission.
· Initiate any training and talent acquisition plans if necessary within available budget.
2.4.2 Setting New Procurement Objectives and Measurements
The existing procurement business objectives and measurement targets may not reflect the priority and targets that are set by the new head. After adequate discussion and meetings with the key stakeholders and the business units, the new head is likely to be in a position to charter a new (but it may not be totally new) course for the function. The revised objectives and the measurements will support a new course of direction, such as:

· Review and validate the existing business measurement and business objectives with the IT procurement management team

· Review the main stakeholder and business unit expectations of IT procurement, such as quality, response lead time, savings and risk management.
· Revise the business objectives for the IT procurement function. They should be balanced, realistic, achievable and progressive.
· Conduct the objective reviews with the procurement team to get the internal understanding and buy-in.
· Review and obtain buy-in and endorsement from key external stakeholders, such as the CFO, CIO and direct reporting managers, such as the CPO and CIO.
· Assign and allocate the finalized measurement targets to the IT procurement team. The key measurement targets can include savings achievements, client satisfaction and procurement operations.

The procurement measurements reflect the work focus for the function and are the key to ongoing performance tracking and reporting. Because they are communicated and endorsed by the external stakeholders, the credibility and reputation of the function are at stake. These measurements thus should be the main focus of the head of procurement as well as the entire team.
2.4.3 Assessing Reorganization Needs

It is quite common for the new head to think of initiating any reorganizational efforts at this stage. The reorganization is a logical step for the new leadership due to the change of the management philosophy and practices, new business requirements and strategic directions. The IT procurement head should examine whether the organization has the following key ingredients, which are crucial for an effective procurement organization:

· Sourcing experts — They are the experts in category management.
· Relationship managers — They manage the stakeholder relationships and are involved early in procurement projects.
· Market intelligence capability — It provides supply market information, benchmarking and best practices.
· Process, compliance and control discipline — It is charged with assessing the overall IT procurement process efficiency, policy compliance, ethics and overall business control such as procurement self-audit

The new head should also be aware that any reorganization isn't done for the sake of doing it. It has to be based on valid business reasons. Any potential negative disruption should be minimized. Reorganization can prove to be a major failure factor if it is done recklessly. For example, the head can consider engaging in a reorganization if most of the following conditions are met:

· Current organizational setup doesn't support the new objective and targets.
· Current organizational skill sets don't support the new objectives, and new skills are required to be sourced from the market.
· There is some obvious organizational misalignment (the wrong people at the wrong job), and it must be corrected with reorganization.
· Business reasons should be communicated and agreed on, also from all team members.
2.4.4 Review Departmental Budget and Funding Requirements
While it is normally inherited from the previous head, the new person should nevertheless spend time to review, revise and possibly rethink the departmental budget to reflect somewhat different needs for the department. The key activities in the budgeting may include:

· Review the previous fiscal-year budget and actual funding to identify previous spending discipline, patterns and process maturity.
· Review if there is any additional budget and funding that is required to meet the valid needs, such as additional head count expansion, increased external training and staff skills development.
· Review overall budget to ensure budget prudence and balance of requirements.
· Discuss with funding authority how additional funds can be requested and approved.
· Prepare departmental yearly, quarterly and monthly budget reports for regular tracking and reporting.
· Review the budget needs to hire additional resources to deliver based on management and stakeholder expectations.
2.5 Month 3 — Weeks 9 Through 12

For the third month, the head of procurement's main objective is to ensure that the linkages between the internal procurement team, stakeholders and external vendors are all knitted together and are performing according to the initial design and deliberation. The smooth flow of three dimensions (procurement team, stakeholder and external vendors) is the main objective for the head because it clearly signals the effective operation of the function.
From Month 3 onward, the new head is supposed to manage the IT procurement function on an ongoing and business-as-usual basis and is expected to provide a hands-on supervisory and leadership role to the function in the course of delivering the key measurement targets. The head is expected to resolve any staffing and management issues, and strategize the immediate-term (one to six months), short-term (six to 12 months) and near-term (one to three years) objectives for the function.
Therefore, for Month 3 the focus for the head is to ensure all elements are working harmoniously and seamlessly. This is an important stage in determining whether a healthy, cooperative, effective and efficient procurement function culture is starting to emerge (or otherwise). The long-term impact is clear. This is otherwise known in management organization theory as the performing stage (forming, norming, storming and performing).

In reality, the seamless efficiency of the department could be tested and confirmed by pressing business issues, such as a renewal or important new acquisition activity. Be aware that there will be no real protected period but that the daily business must go on at all times. Therefore, it is important to spot such issues already in Months 1 or 2 with the early team meetings and prepare the team to prove that the new order is delivering results. It would be naïve to think that the new head of procurement will not be associated with major activities based on a 100-day protection period.
2.5.1 Conducting the Weekly Operations Review Meeting

The purpose of a weekly operations meeting is to ensure that the measurement targets (such as savings, client satisfactions and procurement lead time) are on track, to review any major procurement projects' status (key project can be determined by the project IT spend size, risk profile and client relationships), to discuss any management and staffing issues, and to channel key corporate messages from the executive team.

2.5.2 Initiating and/or Participating in a Key Executive Stakeholder Internal Meeting

This is the extension of the initial executive engagement meeting. The frequency of such meetings will depend on the nature and importance of the relationship. For example, as the key user of IT procurement services, the CIO may have much vested interest in the function and, therefore, require frequent interaction. Another important action the head should do is to identify the key management meetings of the stakeholder and attend such meetings. An example of such an important event can be the CIO's key management staff meeting. The purpose of attending such a meeting is to understand the requirements (general and specific) from that function and incorporate them into procurement action plans, if necessary.
2.5.3 Strengthening Relationship With Direct Reporting Executive

The head of IT procurement should also establish and maintain a strong relationship and gain rapport with its own reporting line management. Organizations have different reporting structures for the IT procurement organization, such as reporting to the CPO (with central corporate procurement function) or reporting to the CIO (without a central corporate procurement function). The direct reporting executive will be a very important source of management resources to provide management support, provide functional guidance and resolve potential issue with the key stakeholders.
2.5.4 Prepare and Communicate IT Procurement Measurement Dashboard and Other Designated Progress Reports

Because Month 3 is already in a business-as-usual mode for an experienced head of IT procurement, a regular measurement dashboard or metrics are supposed to be prepared and issued to the internal staff and key stakeholders (may be in a different format). The main purpose of such regular reporting is to give the internal department and interested parties the following information:

· Where we are in terms of the annual business measurements

· What the key projects in the pipeline are and the status of the key projects

· What the main issues are and any specific challenges the function is facing

· Planning for the next reporting period
· Any key staffing issues and matters

At the end of the first 100 days, and even before, the expectation from all business constituents is that they will be willing to work with a procurement team that will perform as well as or even better than before, depending on the issues. The activities discussed above will help address the challenges one by one. However you perform the execution of the single steps, be sure to have a continuous feedback mechanism and open your ears to suggestions. If you are not getting enough feedback, actively ask for it and ensure you see your executives often to always enable them to give corrective feedback. This will help you do not only a good job in the first 100 days, but the best you can.
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