How to Ensure Your Digital Procurement
Transformation Program Delivers on the Promise
Procurement leaders get energized by the prospect of a brave new digital world. They create business cases,
navigate complex sign-off processes and build excitement.
Sadly, the digital promise doesn’t always deliver, exposing a large gap between expectation and reality. Years of
demanding work later, the brave new world has become, perhaps, a slightly enhanced old world with disappointed
stakeholders.
Benefits Promised vs. Value Realized

Benefits Promised

Reduced Operating Costs

Value Realized [1]

24%

38%

Higher Productivity
Cognitive Sourcing
Increased Savings
Improved Employee and
Customer Satisfaction/
Amazon Experience
[1] Based on GEP’s internal benchmarks and
experience in providing similar services

35%
65%

28%

69%
40%

75%

53%

Value Realized

87%

Targeted Value

Source: GEP

In recent GEP surveys of procurement teams, half consider their digital transformation as complete or almost complete.
As is the case with every new software implementation, your organization needs to overcome roadblocks to use innovative
technology to your advantage. For successful digital transformation of the procurement and supply chain functions,
enterprises need to take a holistic approach.
This white paper will examine the key reasons below that can cause traditional digital transformations to stumble and
provide tips for ensuring success.
• Paying inadequate attention to the benefits
• Paying inadequate attention to data structure
• Failing to put the right staff in place
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FOCUS ON THE BENEFITS, NOT THE TOOL
Technology is a key enabler for digital transformation, and many platforms can deliver results. A cloud-native platform that
provides end-to-end procurement functionality for direct and indirect spend management is essential for modern procurement
teams. In addition, this type of solution offers flexibility to meet changing market conditions and internal requirements.
Digital advocates can become fixated on the technical solution, even branding their transformation initiatives “The [insert
software name here] Project.” This shift in focus from transformation to technology tool is counterproductive. The goal of the
transformation and the projected benefits are often lost amid the hype of the tool.
Instead of asking “What can this specific tool do for me and my organization?” the key question you should be asking is
“What do we want from this transformation?”
For example, there is a tendency to replicate a paper-based sign-off process using spend limits and seniority to determine
workflows. Unfortunately, this approach delivers nothing more than the old manual requisition system on a screen.
This legacy mindset diminishes the self-service advantages of automation. Users who were promised an Amazon-like
experience are quickly disappointed and fall back into old habits of buying what they like from the most convenient vendor.
Anticipated benefits such as savings and vendor consolidation fall short.
Another issue: Many organizations have complex processes with too much control, and sometimes those steps are skipped for
expediency. This may be due to the perception that digitalization is making the process slower and less efficient. Rather than
asking “Can the technology do [insert task here]?” asking “What can this technology do for us?” is the path to greater success.
Savvy users want to align their user experience with tools they are used to; however, attention spans are often short due to the
high volume of distractions around us. Sharp, intuitive user experiences are key to sustaining users’ loyalty to the approach.
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The graph below illustrates the business process transformation successes with investment in change management and
adaptation of existing processes to digital solutions.
Success Factors for the Digital Transformation of the Purchasing Function

Supplier enrollment
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Source: PwC Digital Procurement Survey, 3rd Edition

The end goal must be a thorough digital transformation of procurement and supply chain management. This approach
entails moving away from data silos, increasing robotic process automation and adopting the cloud.

HOW TO AVOID TECHNOLOGY PITFALLS
A logical starting point to planning and strategizing a digital transformation is a top-down approach, assessing and
prioritizing incumbent processes. It’s essential to resist the temptation to micromanage every function in the procurement
workstream. You’ll lose focus by overcomplicating the structure before you’ve even begun.
Effective management of nondigital supplier relationships in a digital environment is a key action for segmenting lessmature suppliers. A holistic view of procurement beyond your organization enables you to perform appropriate due
diligence throughout the assessment and strategy portions of the transformation.
Being realistic with your technology budget and what you can achieve will help avoid overreaching and running out of
funds, a common pitfall. An extensive procurement software transformation will likely produce the best result, but it’s usually
a long and expensive journey. Taking an “all-or-nothing” approach doesn’t get you closer to your goals.
If you can’t undergo a complete digital transformation, try a small-start digital solution. Taking careful steps to establish
credibility and build confidence will help you reach your goal.
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A wise alternative to complete digital and software transformation is a quick win with a lean transformation. Focusing on a
higher-level process provides a foundation and structures the milestones as sprints.
For example, creating a chatbot that takes care of repetitive helpdesk tickets can reduce the support team’s workload by
30% to 40%. This project will cost less than $1 million and can go live in six to eight weeks. This is a clever example of
taking small steps to drive quick efficiencies.
Leverage technology solutions to replace old-school controls and avoid cobbling together of legacy platforms that lead
to false economies of cost efficiencies. Configure the tool end-to-end on your process as a prime requisite, from lessons
learned. If this piece fails, the second phase never happens.

CLEAN UP OLD AND DIRTY DATA
Bad data is a drag on productivity. The software solution you choose is not going to magically sort your data. The adage
about “rubbish in, rubbish out” still applies. Sometimes this rubbish data is quite old — and there’s little wisdom and much
effort involved in including 25-year-old data in your new solution, especially if it’s low quality.
Procurement leaders spend an unacceptable amount of their resources searching for a source of truth. Doing so with bad
data has the potential of wreaking havoc at every step of a digital transformation. Implementation timetables can blow out
as the team tries to find and fix the rubbish data.
What’s more, insights gleaned from dirty data can lead companies down the wrong operational or strategic paths, leading them
to make costly decision-making errors. In the end, faith in the transformation dwindles if dirty data infects the entire process.
Even organizations with an emphasis on master data suffer from a lack of forward thinking. In the initial part of the
digitalization journey, there is seldom a vision of how data will be used in the future. As a result, many organizations lose the
opportunity to think about metadata and how it could flow information up and down the supply chain in the future.
Data siloed away in disparate sources is also cause for concern. The larger the business, the higher the chances that data
is being stored in multiple databases, giving the organization a disproportionate and inaccurate understanding of its critical
business information.
A human-dependent data collection process will always be the leading cause of data quality issues. In addition, duplicated
data that has been lying in the dumps for decades is a major contributor to misleading analytics.
In some cases, data isn’t dirty; it’s just impossible to find. Year after year, businesses record the same consumer data in
a hundred different ways and store that same data in multiple locations. The fact that a company could be collecting the
same consumer data for multiple purposes complicates the sources of truth.
Consolidating sources into a single place where teams can access the data, do their jobs and cut the analysis bandwidth
to cleanse and perform quality control streams is essential for success.
Transparency and traceability are undoubtedly important in a supply chain, but too often the ecosystem is opaque — at
least below Tier 1 suppliers. Opacity makes it challenging to unearth the data needed for a digital transformation and a
consolidated procurement management approach. Developing a more robust process for collecting and sharing data from
suppliers can help address the issue.
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HOW TO AVOID DATA PITFALLS
Investing in data cleansing and system harmonization across feeds to align sources of truth is a wise approach. Avoid
reporting on data with questionable accuracy. Do everything you can to correct bad data so it doesn’t waste time and
damage credibility of the whole big data vision.
New technology requires high-quality data from the outset. This involves starting with a trustworthy data feed to drive
reliance. Focus on metadata, not master data.
Once users have data, features such as advanced procurement data analytics enable them to perform sophisticated
quantitative operations and draw actionable insights — and value — from data.

ASSEMBLE THE RIGHT TEAM
Many transformation teams point to a lack of internal expertise or talent as a central obstacle to digitalizing the
procurement process.
According to a recent PwC survey, skills, change management and sponsorship are the main hurdles to digitalization (see
chart below).
Roadblocks to Digitalization
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New Model Skills
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Source: PwC Digital Procurement Survey, 3rd Edition
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Along with the new ways of working that digital brings, a procurement organization’s structure must now include teams with
digital expertise and knowledge. This approach empowers procurement to advise business units on the best technologies
and partners.
You need adaptable people — software engineers, product managers, data scientists and project managers — with fresh
skills to implement a successful digital transformation. Such talent requires a shift in expectations of resources and depth in
procurement skill sets.
Inertia is another roadblock. As such, further education of procurement staff and more dedicated resources are needed to
align with evolving technologies.
Not having the right people with the right expertise in the right positions will, at the very least, add time and difficulty to a
digital transformation. There’s also a shortage of people who can effectively lead digital transformations because of the
complexities of each organizational project and associated verticals.
Often, organizations will underestimate the leadership and experience needed for the job. The wrong team leader can
create the perception of procurement being a roadblock rather than a value-added unit.
As repetitive procurement tasks become automated and supply market data is more prevalent, enterprises can shift staff
from transactional and administrative tasks to data integration and analytics.
As a result, procurement data teams will transform into data experts, and most savings will be identified using data analytics.

As the procurement landscape and roles shift, category and procurement knowledge will still be essential. Still, the ability
to generate strategic insights will become procurement’s most valuable skill.
At the same time, procurement’s working structure and staff will evolve from a functional organization to project-driven
networks. This shift gives procurement the ability to respond to business requests and the ever-changing supply market.
To succeed, procurement must no longer be a large, siloed department but instead be integrated into the broader
organization’s value chain. Removing unnecessary processes will form a network of expertise to address business issues.
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Form an Internal Network of Experts

Front Office

Mid Office

Back Office

Business partnering

Sourcing CoE

Tail and spot buys

Strategy, insights and analytics

Strategy and auctions

Customer support

Category management

Contracting CoE

Helpdesk and order
management

Internal and external data feed

Drafting approvals and signing

Stakeholder management

Master data CoE

Pipeline management

Vendor, contract saw,
guided buying, catalogs,
payment terms

Supplier support
RFx, invoices, payments
Reporting and compliance

Dashboard, metrics, SLAs
Buying channel program
management
Travel, fleet, contingent labor
SRM CoE
Performance, sustainability,
innovation

Source: GEP

AVOIDING TALENT PITFALLS
As discussed earlier, developing digital centers of excellence capabilities is a priority for developing and delivering
digitalization. Middle-office data scientists manage the mapping and provide a clear definition of process engineering,
which are essential to success.
Back-office skills will need to rely on predictive analytics to forecast budgets based on demand volatility. In one example
of doing more with a leaner staff, chatbots will build a foundation to automate specific routine tasks, freeing up humans for
more complex decision-making.
For S2C and P2P teams, upskilling is a prime requisite to embrace the new digital way of working. In addition, the ability to
focus more on added-value tasks will raise procurement’s profile.
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CONCLUSION
Modern procurement functions are constantly under pressure to leverage the latest technology. Enterprises must overcome
roadblocks with innovative technology and approaches to digital procurement.
As companies undergo digital transformation, they must set clear and practical expectations. Technology projects can be
quickly derailed if the digital promise doesn’t deliver.
For the payoff of a digital future to be realized, there must be three components in place: the right technology, a solid data
infrastructure and a well-trained team.
For true success, it is vital to select the right partner because not every procurement transformation platform enables
companies to integrate their own suppliers’ data to deliver a successful, long-term and consistent performance.

WHITE PAPER

9

How to Ensure Your Digital Procurement
Transformation Program Delivers on the Promise

GEP delivers transformative supply chain solutions that help global enterprises become more
agile and resilient, operate more efficiently and effectively, gain competitive advantage, boost
profitability and increase shareholder value.
Fresh thinking, innovative products, unrivaled domain expertise, smart, passionate people — this
TM
TM
TM
is how GEP SOFTWARE , GEP STRATEGY and GEP MANAGED SERVICES together deliver supply
chain solutions of unprecedented scale, power and effectiveness. Our customers are the world’s
best companies, including hundreds of Fortune 500 and Global 2000 industry leaders who rely on
GEP to meet ambitious strategic, financial and operational goals.
A leader in multiple Gartner Magic Quadrants, GEP’s cloud-native software and digital business
platforms consistently win awards and recognition from industry analysts, research firms and
media outlets, including Gartner, Forrester, IDC and Spend Matters. GEP is also regularly ranked a
top supply chain consulting and strategy firm, and a leading managed services provider by ALM,
Everest Group, NelsonHall, IDC, ISG and HFS, among others.
Headquartered in Clark, New Jersey, GEP has offices and operations centers across Europe, Asia,
Africa and the Americas. To learn more, visit www.gep.com.

GEP SMART is an AI-powered, cloud-native
software for direct and indirect procurement
that offers comprehensive source-to-pay
functionality in one user-friendly platform,
inclusive of spend analysis, sourcing, contract
management, supplier management,
procure-to-pay, savings project management
and savings tracking, invoicing and other
related functionalities.

GEP NEXXE is a unified and comprehensive
supply chain platform that provides endto-end planning, visibility, execution
and collaboration capabilities for today’s
complex, global supply chains.
Built on a foundation of big data, artificial
intelligence and machine learning, GEP
NEXXE is next-generation software that
helps enterprises make supply chain a
competitive advantage.
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