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Executive summary

Procurement automation is ready to move when the organization can explain the operating problem, identify the
people who own each decision, show the evidence that must travel with the work, define the system-of-record
boundary, and agree on how progress will be measured. A large feature list cannot substitute for that clarity.

This guide provides a working method for evaluating readiness across eight dimensions: purpose, process,
people, evidence, data, systems, controls, and change capacity. It is designed to produce a decision record, not a
vanity maturity score. A team can be highly ready in one workflow and unready in another. The correct unit of
assessment is therefore a specific procurement workflow, such as indirect intake, supplier onboarding, a
sourcing event, purchase-order execution, or invoice-exception resolution.

The output is a bounded automation case with a named sponsor, a documented current state, an agreed target
state, prioritized requirements, a transparent benefit model, measurable outcomes, and explicit implementation
gates.

How to use this guide

Choose one workflow that matters enough to improve and narrow enough to examine. Convene the people who
request, review, approve, execute, receive, reconcile, support, and audit that workflow. Complete the worksheets
in order. Where evidence is missing, record the gap instead of guessing.

Readiness is not a single yes-or-no judgment. Use four dispositions:

¢ Ready: evidence exists, owners agree, and the dependency can enter implementation planning.
e Ready with action: the dependency is understood and a bounded action has an owner and date.
e Notready: proceeding would create material design, control, data, or adoption risk.

e Out of scope: the dependency is not needed for the selected workflow.
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1. Start with the operating decision

Begin with a decision statement that a leadership team can approve or reject. A useful statement names the
workflow, the problem, the affected population, the intended operating change, and the boundary.

Northstar Industrial Systems example

Northstar Industrial Systems will evaluate automation of non-production purchase requests from intake through
approved ERP handoff. The evaluation will cover request completeness, routing, stakeholder review, approval evidence,
exception management, and handoff status. It will not redesign ERP financial posting or supplier payment.

This statement is more useful than "automate procurement" because it establishes where the work begins and
ends. It also distinguishes the procurement operating layer from the financial system of record.
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Decision framing worksheet

Record:

workflow name and business purpose;

starting event and ending state;

business units, categories, geographies, and users in scope;
systems touched;

accountable executive sponsor;

process owner;

reason the decision is needed now;

consequences of maintaining the current state;

constraints that cannot be ignored;

explicit exclusions.

Gate 1: Do the sponsor, process owner, finance owner, and technology owner agree on the same scope sentence?

2. Establish the current-state evidence baseline

Do not begin with opinions about how the process "usually" works. Collect a representative evidence set and
reconstruct what actually happened. A useful sample includes ordinary work, urgent work, high-value work,
low-value work, and exceptions.

Evidence to collect

request forms, emails, tickets, or spreadsheets;

approval records and delegation rules;

supplier communications and required documents;
sourcing-event records where relevant;

contracts or policy references;

purchase orders, receipts, service-entry evidence, and invoices;
ERP interface or upload records;

exception logs, correction loops, and escalation messages;
timestamps for handoffs and decisions;

volume, value, and staffing data;

audit or control observations.

Protect confidentiality. Use masked or synthetic examples in workshops and public-facing materials. Store
sensitive evidence only in approved repositories.

Baseline measures

Measure enough to understand flow rather than every possible metric:

annual and monthly volume;

median and 80th-percentile elapsed cycle time;

estimated active touch time;

percentage of records complete at first submission;

percentage routed for clarification;

number and type of approvals;

exception frequency and dominant exception causes;

percentage with a purchase order before commitment where policy requires it;
receipt and invoice mismatch frequency;

percentage of records that can be connected end to end.
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Use medians and percentile views when a few extreme cases would distort the average. Separate elapsed waiting
time from active labor. Waiting time can reveal ownership or queue problems; labor time supports a cost model.

Gate 2: Can the team trace at least ten representative records from start to finish using actual evidence?

3. Map stakeholders and decision rights

A stakeholder map should explain who needs the workflow, who owns it, who controls it, who supplies evidence,
who acts on exceptions, and who supports the systems. A long attendance list is not enough.

Stakeholder roles

e Executive sponsor: resolves enterprise priority and funding.

e Process owner: owns the target operating model and performance.

e Requester: describes the business need and timing.

e  Procurement: chooses and coordinates the commercial path.

e Finance: governs budget, accounting context, and financial handoff.

e Operations: confirms need, delivery, and receipt or service performance.

e IT and security: governs architecture, identity, data movement, and technical controls.

e Compliance and legal: reviews policy, due diligence, obligations, and regulated evidence.
e Supplier-management owner: governs onboarding, information, risk, and performance.
¢ Integration owner: owns mappings, monitoring, failed records, and support.

¢ Change owner: prepares communication, training, and adoption evidence.

Decision-right map
For each decision, record:

11. who proposes;

12. who reviews;

13. who approves;

14. who may return or reject;

15. who handles an exception;

16. what evidence is required;

17. what system records the decision;

18. what happens when the owner is unavailable.

Use a decision-right map instead of assuming job seniority defines approval authority.

Northstar Industrial Systems example: Maya Chen owns the intake operating flow, Michael Grant reviews
finance exceptions, Marcus Lee owns the integration boundary, Sofia Alvarez owns supplier-risk evidence, and
the configured approver remains accountable for the final decision.

Gate 3: Does every material decision have one accountable role and a documented escalation path?

4. Map process, evidence, and system handoffs
Create one map with four synchronized lanes:

e work stage;

e owner and decision;

e evidence produced or consumed;
e system and status.
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For a broad intake-to-pay workflow, use the lifecycle Request, Source, Approve, Award, Execute, Receive, Invoice,
Reconcile. Not every request uses every stage, but every skipped stage should be a deliberate path rather than a
hidden gap.

Questions for every handoff

e  What event starts the handoff?

e  What minimum information must be complete?

e Which policy or rule selects the next route?

e Who receives the work?

e How does that person know action is required?

e What is the expected decision or output?

e  What evidence is retained?

e  What exceptions can occur?

e Which system is authoritative for the resulting state?
e How is a failure detected and corrected?

Handoff test

Walk one ordinary case and one exception through the map. If the team cannot tell where the record is, who
owns it, or what evidence is missing, mark the handoff as a design gap.

Gate 4: Is the current-state map accepted by the people who perform the work, not only by leadership?

5. Diagnose pain points without confusing symptoms and causes

Pain-point lists often mix symptoms, causes, and desired solutions. Separate them.

Layer Question Northstar Industrial Systems example
Symptom What is observed? Requesters repeatedly ask for status.
Operational effect What does it disrupt? Procurement coordinators spend time

chasing approvals.

Evidence What proves it? Messages and timestamps across 30
sampled requests.

Root cause Why does it happen? Ownership and required evidence are not
visible at the handoff.
Design need What must change? One status record, explicit owner,

evidence checklist, and escalation state.

Candidate capability What could support the change? Intake, workflow, notifications, approval,
audit trail, and exception handling.

Use five root-cause lenses:

e policy or decision design;

e  process sequence;

¢ information quality;

e ownership and capacity;

e system or integration behavior.

Avoid declaring that software is the cause or the cure before this analysis. A poorly defined approval policy
remains poorly defined when digitized.
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Pain-point prioritization

Score each problem from 1 to 5 on frequency, business impact, control impact, stakeholder reach, and feasibility
to address. Record evidence for each score. A high score does not create an automatic priority; it makes the trade-
off visible.

Gate 5: Are the top problems supported by evidence and linked to a specific operating change?

6. Convert needs into governed requirements
Write requirements as testable statements with a reason, owner, priority, and acceptance condition.

Weak: The system should have flexible approvals. Testable: For Northstar Industrial Systems non-production
requests above the configured threshold, the workflow must route to the finance role after procurement review,
retain both decisions, and send an exception to the process owner when an assigned approver is unavailable.

Requirement classes

e functional workflow;

¢ role and permission;

e evidence and document;

e policy and business rule;

e exception and escalation;

¢ data and master data;

e integration and system-of-record;
e notification;

e reporting and KPI;

e audit and retention;

e security and privacy;

e accessibility and usability;

e implementation and support.

Requirement record

Each requirement should include:

e unique ID;

e user and business need;

e testable requirement;

e source evidence;

e owner;

e  priority: must, should, could, or excluded;
o affected stage and role;

e data needed;

e system-of-record boundary;
e exception path;

e acceptance test;

e dependency;

e decision status.

Do not convert a preferred screen design into a mandatory requirement unless the visual behavior is necessary
for accessibility, control, or a validated user need.

Gate 6: Can an evaluator test every must-have requirement without interpreting vague adjectives?
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7. Build a decision-grade business case

A business case should show current cost, opportunity, investment, risk, and uncertainty separately.

Current-state cost

Quantify only what can be supported:

e coordination and follow-up labor;

¢ manual entry and correction labor;

e exception-resolution labor;

e avoidable rework;

e delay exposure, shown as elapsed time rather than automatically monetized;
e technology and support costs that would change;

e control or audit effort.

Benefit classes

e productivity opportunity;

e cycle-time opportunity;

e spend opportunity;

e visibility and decision-quality improvement;
e control and evidence improvement;

e supplier-experience improvement;

e resilience and continuity improvement.

Do not add unlike benefits without checking overlap. Labor reduction and procurement savings can describe
different value pools, but finance should confirm whether the underlying costs overlap.

Scenario method

Use conservative, expected, and high-opportunity scenarios. For every assumption, show:

e value and unit;

e owner;
e source;

e rationale;
e range;

e  sensitivity;

VendrNova's approved typical impact facts include 2-4% annual procurement savings, 6-month typical payback,
5-6x return on investment, and 90%+ spend visibility. They are not guaranteed results and should not replace a
customer-specific model.

Investment view

Gate 7: Has Finance reviewed the assumptions, overlap treatment, sensitivity, and investment scope?

8. Define success metrics and review cadence

Choose a balanced set that connects adoption and activity to business outcomes.

Suggested metric stack

e Input quality: complete requests at first submission.
¢ Flow: median and 80th-percentile cycle time.
e Effort: active touch time per record.
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Ownership: records without a current owner.

Control: approvals completed in the configured workflow.

Exceptions: exception rate and time to resolution.

Execution: approved requests with required purchase-order coverage.
Receipt: on-time and complete receipt evidence.

Invoice: first-pass match and exception mix.

Visibility: in-scope spend connected to usable supplier/category data.
Outcome: validated savings, risk actions closed, or service-level improvement.

For each KPI, define the business question, formula, grain, population, exclusions, source, owner, target, review
frequency, and required action when the measure moves.

Avoid a dashboard with no decision attached. Every KPI should have an owner and an agreed response.

Gate 8: Does each success measure have a baseline, a target or threshold, a data owner, and a decision cadence?

9. Complete the implementation-readiness gate

Review readiness dimension by dimension.

Readiness checklist

To do:
To do:
To do:
To do:
To do:
To do:
To do:
To do:
To do:
To do:
To do:
To do:
To do:
To do:
To do:

One bounded workflow and scope statement are approved.
Current-state evidence includes ordinary and exception paths.
Process, evidence, owner, and system lanes are mapped.

Decision rights and delegation are documented.

Top pain points are evidence-backed.

Must-have requirements are testable.

Data owners and quality gaps are known.

ERP and adjacent system responsibilities are defined.

Integration objects and timing needs are identified at a planning level.
Security, privacy, accessibility, and retention reviews are scheduled.
Business-case assumptions are owned and sensitivity-tested.

KPIs, baselines, and review cadence are defined.

Change impacts, training groups, and support ownership are identified.
Executive sponsor, process owner, and delivery owner are named.
Open dependencies have owners and target dates.

Classify the overall workflow as ready, ready with action, not ready, or out of scope. Preserve minority concerns
and unresolved risks in the decision record.

10. Run the 30-day readiness sprint

Week 1: evidence and scope

confirm the decision statement;
select representative records;
gather baseline evidence;
identify owners and systems;
log unknowns.

Week 2: current state and problems

map the ordinary and exception paths;
validate the map with practitioners;
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e quantify volume, time, and exception patterns;
e  prioritize root causes.

Week 3: target state and case

e define target operating behaviors;

e write and prioritize requirements;

e establish the system-of-record boundary;

e  build scenarios and investment categories;
e define success metrics.

Week 4: decision and mobilization

e run the readiness gate;

e decide proceed, proceed with actions, pause, or stop;
e assign dependency owners;

e prepare the evaluation or implementation brief;

e schedule the first governance review.

Final decision record

The final packet should fit on five decision pages plus supporting evidence:

19. decision and scope;

20. current-state evidence and priority problems;

21. target operating model and requirements;

22. business case and sensitivity;

23. readiness disposition, risks, owners, and next decision.

Workbook elements

The downloadable workbook should contain these editable tabs:

24. Instructions

25. Scope and decision

26. Evidence inventory

27. Stakeholder and decision rights
28. Current-state map

29. Pain-point analysis

30. Requirements

31. Business-case assumptions
32. KPI dictionary

33. Readiness gate

34. 30-day action plan

The workbook must label Northstar Industrial Systems data as fictional and keep assumptions editable.

Continue the review

Prepare for a workflow review: https://vendrnova-public-launch-v4-1.neetlife.chatgpt.site/book-a-demo
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