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Procurement teams that achieve 

high levels of maturity occupy a 

fully-strategic, highly-valued role 

within their organization, with the 

ear of the C-suite and the trust to 

drive organization-wide strategic 

initiatives.

When this eBook first came out a few 

years ago, the world was a different 

place. Not to say that the fundamental 

stages of Procurement Maturity don’t 

still apply – they very much do. But the 

impact of disruption has mandated a 

shift in Procurement’s priorities that 

also serve as an overlay on the curve of 

maturity development.

Procurement, and companies as a whole, 

are looking to get back on course and build 

for the future. 

The Procurement Maturity continuum of 

Savings > Compliance > Risk > Collaboration 

now includes the elements of Recovery > 

Rebuilding > Resilience as well. 

Business disruption is never pleasant, but it 

is often very constructive. In this case of the 

global pandemic, the true fragility of the 

global supply chain became abundantly 

evident. This created a lot of extra work for 

Sourcing and Procurement teams, but it 

also significantly boosted levels of agility, 

resourcefulness, and creativity. It has also 

put a greater emphasis on the need for 

procurement transformation – strategically, 

process-wise, and digitally.

The previous edition of this eBook opened 

with an explanation of Abraham Maslow’s 

hierarchy of needs – that achieving a 

higher level of self-awareness and self-

actualization can only happen when basic 

needs have been met. This is still true 

of course, but resuming on the path to 

Procurement Maturity may also include a 

step back to re-establish a solid footing.

Let’s get started...

The Procurement 
Maturity Curve
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Stage 1: Savings 
Equal Survival 

A report on Procurement Performance 

Management by Per Angusta included 

a number of great insights. According 

to Pierre Laprée, Founder and CEO 

of Per Angusta, the “level of your 

maturity within your procurement 

organization will typically influence 

how you measure and report on 

procurement’s performance.”

For Procurement teams, savings has always 

been an operational priority and a KPI in 

the eyes of senior management. Savings is 

our reason for existing, and the first “need” 

to be satisfied on our quest for advanced 

maturity. While the methods for achieving 

those savings have evolved, along with the 

key functional objectives of CPOs, in this 

post-pandemic world the emphasis is firmly 

back on the savings themselves, with a 

heavy dose of cash management as well.

To be sure, there is still a clear and 

consistent desire to expand beyond 

“survivalist” savings into efforts that create 

new types of value and even impact the 

top line. Procurement technology plays a 

key role in this progression, especially when 

data and analytics are allowed to drive our 

results. We can use increased visibility to 

improve compliance, risk management, and 

collaboration, further impacting each dollar 

spent - and to redefine what savings entails.

That re-emphasis on savings and bottom-

line impact is illustrated very clearly in a 

graphic from Ardent Partners’ report CPO 

Rising 2020: Continuity, Resilience, Recovery:

STAGE 1 — SAVINGS EQUAL SURVIVAL

Source: Ardent Partners’ PROCUREMENT METRICS THAT MATTER IN 2020 CPO Rising 2020: Continuity, Resilience, Recovery Report
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(Re)Defining Savings 

Savings is the top procurement 

performance metric because defending 

– or more importantly, rebuilding – the 

corporate bottom line is critical. This 

spans multiple types of savings: identified 

savings, negotiated savings, and realized 

savings, just to name a few. Different 

parts of the business are interested in 

different measures of savings. Finance 

is concerned with realized savings for 

its P&L impact, while operations may 

emphasize cost avoidance because it 

leads to market share opportunities.

As KPIs go, savings is a simple binary 

measure: we either accomplish it or we 

don’t. But, on the maturity curve, even 

the newest Pocurement organizations 

quickly outgrow this stage as quality 

and service level expectations create a 

subjective opportunity for Procurement 

to create value. Procurement can apply 

existing skills and tools in new ways 

and to new categories of spend — with 

significant results that can be measured 

in terms of savings as well as through 

contributions to competitive advantage.

For example, Artificial Intelligence (AI) 

and automation provide a flashpoint for 

reconsidering perspectives on savings. 

Services categories can be addressed 

using Robotic Process Automation (RPA) 

or chatbots rather than people hours. 

The associated productivity gains are 

absolutely critical to the business, but 

the structural changes they usher in 

make it difficult to capture a straight 

dollar value for Procurement to claim as 

savings. When the choice was in-source vs. 

outsource, the cost structure and units of 

measure remained the same. Automation 

can change a service delivery model 

enough that it seems more like a new 

category of spend than a less expensive 

way of addressing an existing one. 

By reorienting the way we achieve savings, 

and by pursuing other goals in parallel, we 

can both meet our obligations and expand 

Procurement’s scope. This is especially 

true when risk mitigation, innovative 

potential, and efficiency improvements are 

among the stated category objectives.

Deliver More and 
Spend Less

Even now, placing such a high priority on 

savings doesn’t have to be a race to the 

bottom where we must compromise quality 

or functionality to shave off a few pennies. 

As the last year has shown, Procurement 

can deliver much more — supply chain 

flexibility and involvement in suppliers’ 

own supply networks, creative sourcing 

strategies, higher levels of service, faster 

delivery, and earlier insight into R&D.

This means optimizing supply relationships 

(supplier collaboration) rather than 

establishing outcomes as “fixed,” then 

negotiating to pay less for them. This 

“negotiate more” procurement model 

requires an in-depth understanding of 

what you get today, what it costs, and 

how that product or service affects the 

end consumer — complete situational 

awareness. To accomplish this, Procurement 

STAGE 1 — SAVINGS EQUAL SURVIVAL

It’s become clear that 

there is no leadership 

without technology 

leadership. The recent 

rapid digital acceleration 

has placed technology as 

the cornerstone of global 

leadership.

Accenture, Technology Vision 2021
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needs the ability to dig deep into the 

details of spend and supplier profiles. 

Again, more and better integrated data 

is the critical component. Then we can 

leverage process automation to influence 

the mix of goods and services consumed in 

support of evolving business objectives.

Performance-Enhancing 
Technology 

If the disruption caused by the global 

pandemic revealed anything, it’s that 

there is no business without technology. 

Continuity plans, remote workforces, supply 

chains — technology provided the digital 

foundation that kept organizations running, 

and sometimes helped them run better.

Procurement hasn’t always been an early 

adopter of technology, but those who 

have the digital advantage were able to 

pivot faster and leverage agility to bring 

more value to their organizations, even 

during the most challenging periods of 

disruption. Technology doesn’t define 

the procurement maturity curve, but it 

definitely accelerates the path upward.

That’s because every aspect of procurement 

technology — from spend analysis through 

supplier management — creates a unique 

opportunity for Procurement professionals 

to leverage data and improve efficiency. 

Only source-to-pay platforms that enable 

advanced integrated functionality such 

as embedded analytics and contract 

management allow Procurement to grow 

beyond basic approaches to generating 

savings. As this diagram from The Hackett 

Group shows, the digital divide between 

leaders and laggards can be substantial:

Just as our definition of savings is open to 

re-evaluation, so too are the expectations 

of enterprise procurement solutions. 

Beyond being the “right” way to work, 

they must outperform manual alternatives 

and be comparable in usability to 

consumer applications. The ability of any 

procurement solution to have a sustained 

impact is determined by how easy it is for 

distributed buyers to get what they need 

quickly enough that they are not tempted 

to circumvent the process. Or, during 

periods of disruption, make it possible for 

organizations to get what they need, period.

The vast challenges experienced 

during business disruption cement 

Procurement’s need for a solid technology 

foundation — one that allows us to access 

information, streamline transactions, 

maintain constant visibility, and above 

all, be resourceful and resilient.

STAGE 1 — SAVINGS EQUAL SURVIVAL

Source: The Hackett Group, Four Dimensions for Measuring Digital Progress in Purchase-to-Pay
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It’s Not How Much Data 
You Have, But How Much 
You Use It That Counts

As they mature up the curve, Procurement 

teams reach a point where the data 

they’ve collected can be just as (if not 

more) valuable than the savings they have 

generated. We say “can be” because like 

anything else, the value of data is in the 

leveraging of it. Like a circular economy of 

value, increased understanding leads to 

more effective strategies and enables more 

complex approaches. Knowledge about 

products, services, suppliers, and markets 

changes what we bring to the table.

Leading Procurement teams leverage vast 

amounts of data to make better day-to-

day decisions around sourcing, suppliers, 

contracts, purchasing, payments, and other 

processes (see diagram above). Making 

the data as effective as possible generally 

requires the inclusion of third-party data 

sources and / or providers, then aggregating 

and integrating all this disparate data into 

your existing information to optimize spend, 

risk, compliance, and other initiatives. 

Ardent Partners’ 2020 procurement 

research asked CPOs what’s needed to get 

Procurement to the next level — top of the 

list is better data visibility that can be gained 

from enhanced analytic capabilities (40%).

Any means of increasing efficiency can be 

considered part of Procurement’s purview. 

We can rationalize demand, leverage 

volume, and match pricing models to 

supplier cost models. We can establish 

better plans for anticipating and addressing 

costly supply disruptions. Taking a broader 

approach to generating savings requires 

Procurement to have up-to-date category 

expertise, a savvy understanding of 

supplier relationships, and an objective 

view of the competitive landscape. 

Procurement can also drive the elimination 

of waste: any area where the enterprise is 

not realizing sufficient value in return for 

investment. For this, we must benchmark 

current material and service utilization 

rates and how they intersect with 

internal processes. Our existing analytical 

capabilities can open the door to purely 

internal savings through the adjustment 

of wasteful processes before working with 

supply partners who are in a position 

to make further recommendations.

The disruption from the pandemic brought 

the immense value of Procurement 

to executive teams and stakeholders. 

There is widespread acknowledgement 

in organizations that Procurement 

is able to deliver so much more than 

savings and spend management. 

Those expectations make the argument 

for a more expansive approach to 

measuring Procurement performance.

STAGE 1 — SAVINGS EQUAL SURVIVAL

Source: Ardent Partners’ Procurement Metrics That Matter in 2020 CPO 
Rising 2020: Continuity, Resilience, Recovery Report
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Stage 2: A Culture 
of Compliance

Maslow posited that after basic needs 

are met, people strive to hang on to 

those gains. For organizations coming 

out of a major disruptive period to 

rebuild and recover (market share, 

customers, financial footing, etc.), 

the goal is to sustain momentum. 

In the same vein, transforming Procurement 

from tactical “purchasing guys” to a critical 

strategic role wouldn’t have been possible 

without decentralized buying. But it also 

means that sustaining the savings gains and 

getting spend under management creates a 

reliance upon others doing the “right thing.” 

Enter compliance.

Letting Go

While decentralized buying increases 

efficiency, it can create a risky situation for 

Procurement. Our performance, as measured 

by savings, is linked to the choices and 

activities of others. This dependence upon 

internal relationships and clear expectations 

is at best challenging and at worst 

frustrating. But it isn’t really new, either. 

We’ve always been dependent upon the 

business for demand. That’s the crux of the 

negotiated savings / realized savings divide.

Unfortunately, some Procurement 

organizations have responded to the trend 

towards distributed buying by establishing 

stricter rules. This sends a mixed message 

to buyers. Do we trust them to make good 

decisions or not? The way buyers interpret 

this combination of increased autonomy 

and increased penalties will effectively 

determine how they perceive Procurement.

Make Compliance Easy

Procurement often uses the terms “maverick” 

and “rogue buying” to describe off-contract 

or non-compliant purchasing. Both imply an 

intent to go against established practices, 

but lack of awareness is far more likely to 

be the cause. According to The Hackett 

Group, one of their effectiveness metrics 

of Top Performers is compliance, which 

demonstrates how critical it is to establish 

a culture that doesn’t just acknowledge the 

guardrails, but actively stays within them.

Having a “single source of data truth” that 

combines supplier information, negotiation 

details, and contract terms, and supports 

the purchasing lifecycle, is key to achieving 

actionable visibility and improved 

compliance. Obviously, you can’t manage 

what you can’t see, and yet, very few 

organizations achieve such a unified central 

view of spend. Without visibility into spend, 

it’s unlikely you’ll sustain savings targets.

STAGE 2 — A CULTURE OF COMPLIANCE
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This is another area where the value of 

technology can’t be overstated. Tools like 

eProcurement facilitate the requisition-

purchasing-approval process and remove 

reasons for users to stray, and go further to 

eliminate the circumstances under which 

noncompliant purchases might be made. 

But the technology has to be easy and 

intuitive to use. This fact was also amply 

demonstrated during the pandemic, with 

the reliance on remote workforces. 

Aligning for Mutual 
Success 

Procurement should be less focused on 

bringing purchasing activity into sync 

with our procedures and more focused on 

flexibly bringing the organization and our 

procedures into alignment with each other. 

This requires Procurement to understand 

the objectives of the organization and 

the full capabilities of qualified suppliers. 

Ardent Partners’ CPO Rising 2020 research 

shows that 49% of CPOs indicated that 

improving internal collaboration and 

communication is at the top of their agenda.

Since stakeholder relationships do not end 

with the conclusion of a sourcing project, 

Procurement should be open to anything 

we can learn through non-compliance. 

Chronic compliance challenges should 

indicate that something is wrong with our 

process, contracted / approved suppliers, 

or both. Resolving these problems 

positions Procurement professionals 

as “fixers” who put the needs of the 

business ahead of tactical procedures.

STAGE 2 — A CULTURE OF COMPLIANCE

Transformation happens 

when people let go of control 

and trust performance-

based procurement 

professionals who use their 

brain well and work marvels, 

even if this goes outside 

of a standard process or 

controlled framework. This is 

challenging for people who 

value compliance first and 

security.

Per Angusta, Procurement Performance Management 

Defined, 2019

Source: The Hackett Group, Four Dimensions for Measuring Digital Progress in Purchase-to-Pay
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Eyes on the Buys: 
Compliance Through 
Visibility 

As organizations evolve on their 

Procurement maturity journey, it’s not 

only the amount of data generated 

that grows, but systems can start to 

proliferate as well. Ensuring compliance 

requires a type of procurement 

sleuthing where systems integration is 

a significant enabler. This is where you 

have to see the forest and the trees. 

The source-to-pay process is often looked at 

from a high-level perspective — a continuum 

of several procurement processes. It is 

important to achieve sufficient breadth 

of end-to-end P2P process coverage, 

but it is equally valuable to invest in 

connections between the various steps of 

the overall process in order to establish true, 

holistic visibility. In terms of purchasing 

compliance for example, minimizing the 

gap between spend data and contracts 

makes it easier for Procurement to monitor 

where supplier and category details 

don’t match the contracts in place.

Assuming most people have the best 

interests of the enterprise in mind when 

they act makes it possible to achieve 

the desired alignment — regardless of 

what the specific compliance goals of 

the enterprise are — without putting 

undue energy into enforcement. Having 

the right procure-to-pay technology 

tools in place helps make it easier. 

Procurement Technology 
Adoption Rates

STAGE 2 — A CULTURE OF COMPLIANCE

Source: Ardent Partners’ Procurement Metrics That Matter in 2020 CPO Rising 2020: Continuity, Resilience, Recovery Report
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Stage 3: Managing 
Risk Inside and Out

Just as leadership has evolved to 

require technology leadership, major 

global disruption has proven that 

successful business management 

equates to risk management.

2020 taught some serious lessons in risk 

and resilience. The pandemic pulled the 

rug out from under a lot of complacency 

when it came to risk management. 

While this created immediate – often 

significant – negative consequences for 

organizations across industries, it spurred a 

new commitment to adopting more robust 

strategies to mitigate risks of all kinds. 

It was a reality check, and one that will 

put companies on a better footing when 

they face down the next major incident.

On the maturity curve, after Procurement 

has dealt with the primary internal 

spend management needs of savings 

and compliance, it is time to focus on 

the external threats. Although not all 

changes in external conditions have 

negative consequences, unpredictability is 

inherently risky. Volatility even more so.

Ardent Partners identifies supply risk as a 

“massive blind spot” for the vast majority 

of companies today, and in fact has 

identified that only 34% of all businesses 

have an active supply risk program. Part 

of the reason is how big and unwieldy 

global supply chains have become. 

This complexity makes it exponentially 

more difficult to address risk events, 

especially if they start cascading.

Some risks affect Procurement directly 

and some are embedded multiple 

layers deep in the supply chain. This 

added distance makes risks hard to see 

and even harder to manage, even for 

STAGE 3 — MANAGING RISK INSIDE AND OUT

Source: Ardent Partners’ Procurement Metrics That Matter in 2020 CPO Rising 2020: Continuity, Resilience, Recovery Report
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sophisticated enterprises with dedicated 

risk-management teams. If Procurement 

is to play a role in addressing supplier and 

third-party risk, we have to significantly 

expand our approach. According to KPMG, 

organizations have realized the importance 

of using big data to proactively manage 

supply chain risks and better prepare 

their network for external disruptions.

Sourcing for Risk 

Having an overly internal focus during 

strategic sourcing assumes the enterprise 

is at the center of the market. Only a very 

few companies have the demand to “make” 

markets, and then only in a few categories.

Procurement needs to bring three 

things to light in each category 

of spend we manage:

1. What are the relevant risks?

2. What is each supplier doing 

to manage them today?

3. What should we be doing 

independently of our suppliers 

to manage risks? 

This approach acknowledges the 

importance of understanding category 

dynamics and supplier capabilities. If two 

suppliers provide a comparable product 

or service, but one is more expensive 

than the other, it would be natural to 

select the less expensive option. But 

if the more expensive supplier takes 

meaningful risk mitigation steps that the 

other does not, and the category justifies 

such an investment, the decision-making 

process needs to be re-weighted.

Risk awareness must be part of the strategic 

sourcing process, and once an award is 

made, it needs to remain a high priority. 

We should not assume that putting a 

relatively low-risk supplier in place covers 

the enterprise for the term of the contract.

STAGE 3 — MANAGING RISK INSIDE AND OUT

The global pandemic could 

be the black swan event 

that results in a complete 

transformation – a maturing 

– of how Procurement 

rethinks the supply chain 

model.

Deloitte, COVID-19: Managing supply chain risk and 

disruption

Source: Deloitte, COVID-19: Managing Supply Chain Risk and Disruption Report
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One way for Procurement to incorporate 

risk in the sourcing process is by including 

the contract negotiation in the sourcing 

process. This allows Procurement to 

integrate risk management from the 

outset and include it as a weighted factor 

in the award process so that contractual 

engagements are not tied to pricing alone.

Inside Out Risk 
Management 

In some cases — and despite the best 

of intentions — companies sometimes 

increase their own risk. We might make 

our specifications so narrow that it is 

impossible to find backup sources of 

supply. Alternately, if suppliers regard us 

as “high maintenance,” they are less likely 

to give us advance warning or additional 

assistance in the face of disruption.

Each category of spend should 

be evaluated for the risk profile it 

bears both inside and outside of the 

company, but this requires a high level 

of objectivity and self-examination.

Suggesting that requirements be subject 

to comparison to the market does not 

mean they should be constrained by 

known supplier offerings. As long as there 

are multiple suppliers competing in a 

category, there will always be a range of 

options available. The point is to make 

sure each offering is optimized given all 

known constraints, internal and external.

Spend Management 
is Risk Management 

It is critical that Procurement not think of risk 

mitigation activities as separate from our 

other spend management responsibilities. 

Sourcing, spend analysis, supplier 

management, and contract management all 

require external risk awareness, especially 

once Procurement has demonstrated an 

ability to address internal requirements and 

risks. This goes back to the need for visibility 

through systems and data integration.

When Procurement recognizes that the 

enterprise is part of a much larger system 

of players and forces, and accepts the 

role we can play in managing those 

dynamics, our work becomes far more 

complex. Fortunately, this complexity 

comes with a corresponding increase in 

potential for competitive advantage.

STAGE 3 — MANAGING RISK INSIDE AND OUT
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Stage 4: The Pursuit 
of Shared Value

We have looked at how Procurement can 

progress from meeting the fundamental 

requirement for savings to protecting it 

through compliance. We have considered 

the potential associated with a shift 

from an inward-out focus to one that is 

externally driven, allowing us to position 

the enterprise to take advantage of 

the best available options as well as to 

minimize risk. Although this progression 

tracks an expanding perspective and 

set of objectives, it is still dominated 

by what Procurement can do alone.

When we collaborate with others, leading 

joint efforts for shared benefits, we increase 

the potential for value creation. Achieving 

a state of mutual advantage requires 

Procurement to completely alter some of the 

ways we’ve worked and thought in the past.

No Function is an Island 

We can no longer think of our objectives as 

being at odds with those of our suppliers: 

information must be hoarded for the 

leverage it could represent in a negotiation. 

We pay a dollar more, and the supplier 

adds a dollar to their profit margin. We 

insist on better prices, so they reduce 

our service levels. There can only be one 

winner, which requires a loser – and no 

Procurement professional intends to be that.

In a state of collaboration, none of those 

old lessons apply. Information has no value 

unless it is shared in a way that advances 

the causes of all parties. We invest a dollar 

– as does the supplier – and the joint effort 

pays dividends for both sides. Contracts 

foster innovation and advantage rather 

than enforcing service levels. Both parties 

win without squabbling over a zero-sum 

STAGE 4 — THE PURSUIT OF SHARED VALUE

Closer relationships between 

buyers and suppliers could 

create significant value and 

help supply chains become 

more resilient.

McKinsey & Company, April 2020

Source: McKinsey & Company, Taking Supplier Collaboration to the Next Level
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solution. In an age when resiliency has 

to be an operative word when referring 

to supply chains, the practice of shared 

success serves as a primary driver of 

supplier relationship management.

Maximizing Maturity 
Potential 

Reaching a state of effective collaboration 

with suppliers represents the realization of 

Procurement’s full potential. This allows us to 

create value above and beyond the financial 

figure – some would say constraint – 

represented by savings. In fact, collaboration 

has more to do with achieving alignment 

with enterprise objectives than remaining 

confined by a Procurement-only perspective. 

Internal collaboration is critical, especially 

when the company is determined to 

maximize agility. Procurement must 

be prepared to do our part, adapting 

processes and information availability 

to real-time business needs.

STAGE 4 — THE PURSUIT OF SHARED VALUE

While many procurement 

departments are facing 

high levels of uncertainty, 

49% of CPOs indicated 

that improving internal 

collaboration and 

communication is at the top 

of their agenda.

Ardent Partners, CPO Rising 2020: Continuity, 

Resilience, Recovery
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Conclusion

Procurement really came into its own 

during the global disruption caused 

by the pandemic. Taking a leadership 

stance in keeping business moving, 

Procurement teams displayed outstanding 

strategic, operational, and managerial 

skills. Ardent Partners encapsulated 

Procurement perfectly, “As individuals and 

professionals, we are, by nature, resilient.”

While the discipline has come a long way 

from its tactical origins, there is a lingering 

frustration with the savings-driven KPIs 

around Procurement’s organizational 

contributions. But this is minor in the bigger 

picture. As a catalyst on the trajectory 

up the Procurement Maturity Curve, 

the possibilities of building on savings 

through compliance, risk, collaboration, 

and supply chain revisioning represent 

enormous opportunities, including using 

savings as a springboard for increased 

Procurement influence, not as an 

impediment to bigger value creation.

Maslow characterized the hierarchy of 

human needs from survival up through 

enlightenment as society’s capabilities 

increased. Securing food and shelter may 

have become easier in the advanced 

world, but the ubiquity of smartphones and 

other technologies have not eliminated 

our need to eat and reside in safety. 

The same is true for Procurement.

Developing the capabilities and 

implementing the technologies required 

for global risk management and strategic 

collaboration does not reduce the need 

for cost efficiency. It does, however, 

change Procurement’s perspective and 

our approach. If we do our job well, 

and with the right objectives in mind, 

it will also alter how the rest of the 

enterprise and our supply base regard 

Procurement’s place in the operation as 

we continue to propel business forward 

and positively impact the bottom line.

CONCLUSION
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