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Introduction

Partner SelectionSystem Selection
Having set out the vision for your S2P 
implementation and selected a product 
to support your target operating model, 
you will need a partner to assist in 
the implementation of your solution. 

Selection of the right Systems Integrator (SI) is critical to 
the success of your project. There are a number of factors 
to take into account when assessing candidates, including:

1. Experience of implementing S2P cloud solutions

2. Evidence of success and references

3. Professional Methodology

4. Cultural Fit

5. Cost vs. Value

The objective is to find a partner with the necessary 
experience, skills, proven methodologies, with the best fit 
to your organisation, and at the right price. 

An essential part of selecting a 
solution is to frame your procurement 
vision and the purpose for your 
project. This ‘Solution Blueprint’ will 
provide a framework of requirements 

to build a specific and complete RFP for your solution.  
It will enable you to develop your technology 
procurement process, including the criteria by which 
you assess responses to your RFP. The goal is to select 
a solution that will meet your diverse requirements, 
without adding unnecessary complexity.



1. System Selection



1.1 Solution 
Blueprint

Engage with your stakeholders to build your Solution 
Blueprint, starting with the existing architecture and 
process flows. The output should include:

• Baseline procurement solution

 •  User cases and process flows

 •  Technical architecture

• Critical technology features and functions 

• Anticipated technology “gaps”

• Localised requirements and variations

• Updated technical architecture & data flows with 
required integrations

• Platform shortlisting recommendations on how solutions 
will be evaluated

• Change management & organisational readiness assessment

• The basis for a business case

• Analysis of the Impact on the Procurement Target  
Operating Mode



1.2 Request for 
Proposal

The Solution Blueprint will enable you to define your 
requirements in an RFP. The RFP should be based on desired 
outcomes, rather than specific functionality, as there are often 
different ways to achieve goals. The RFP should invite bidders 
to define how they can drive success in your organisation. 
Stakeholders should be encouraged to focus on needs, rather 
than wants, and on process rather than design. RFP questions 
should invite the vendor to explain how they can meet the 
requirement with their solution. If the solution can’t meet the 
requirement, is there a workaround or process change that the 
vendor can suggest?



1.3 Evaluating 
Solutions

Evaluation of the solutions should be based on a combination of 
standard ‘hygiene’ questions to the provider; company health, 
experience, references and technical expertise, and how their 
solution meets your requirements. It is particularly important 
that sufficient time is provided to the vendors to present their 
solution and responses. They should also be expected to answer 
questions from the evaluation team.

Include appropriate measures to assess non-functional 
requirements such as disaster/recovery arrangements, 
maintenance and support, and evidence of a product road-map 
with planned upgrades.



2. Partner Selection



2.1 Experience

The key consideration when assessing an SI’s experience is ‘is it 
relevant’? Whilst knowledge of the vertical market or sector that 
you operate in is an advantage, it is more important that the SI is 
familiar with the product that you have selected, and has a track 
record of successful implementations. You should be mindful of 
how much you may be paying for the SI’s own training to deliver 
the solution. If you have opted for a cloud-based solution, 
experience of this architecture will be vital.

An organisation that has implemented your chosen product many 
times is more likely to know the potential pitfalls, but also to 
show you the path to maximise the return on investment, in line 
with your business case, as well as achieving your objectives.. 
It should also have experience of integrating the solution with 
various enterprise applications. Software vendors will have deep 
knowledge of the product, but may not have the expertise to 
address complex business processes through innovation and 
pragmatism, which in turn delivers a complete solution.

Allow the vendor to bring its experience to the selection  
process, with advice and challenges to your assumptions.  
An organisation that offers alternative proposals and 
improvements you may not have thought of can add  
significant value to your implementation.

The vendor’s portfolio of clients/projects can also help you 
assess its capability of executing a project for your size or  
nature of business.



2.2 Evidence of 
Success

You should be provided with reference sites that have used the 
SI before and given the opportunity to speak to them about 
the experience. It is essential to ask probing questions of these 
reference sites, such as ‘What lessons did you learn?’, ‘What 
would you have done differently?’ as well as assessing what went 
right. Ideally you should ask the same questions of all references 
for your candidate SIs to enable you to score/rank the responses. 
It is important when gathering this intelligence, to distinguish 
between your activities and the SI’s, as a successful project is 
the partnership of these two. Establishing what an SI could do 
better, as well as what your own organisation should focus on, 
will increase the likelihood of a successful outcome. 

Care should be taken though as this type of feedback can be 
quite subjective, and a lukewarm reference may have been 
influenced by the experience of the individual providing the 
responses, rather than the team or organisation as a whole.



2.3 Methodology

A candidate SI should be able to walk you 
through its proposed approach, detailing the 
tools and methods it uses. Can it demonstrate 
that it has the enablers and accelerators to 
deliver the project quickly and effectively? 
The methods should cover all elements of the 
implementation project, not just the technical 
delivery, so areas like Supplier Onboarding, 
Stakeholder Engagement, Change Management, 
Ways of Working, Risks & Issue Management 
should feature in its proposal. 

Assess their ways of working for a fit with  
your organisation and its culture. A rigid  
waterfall approach may not be appropriate  
for a hi-growth, fast moving organisation  
where more agility is required.



2.4 Cultural Fit

One of the most important success factors for any project is the 
compatibility of cultures between the two parties. It is also one 
of the most difficult to assess in advance, although there are 
three areas to consider; attitude, aptitude and agility. Cultures 
should be aligned at two levels, the organisation and the 
individual team members. The first is often more obvious, with 
some organisations more suited to the large traditional GSIs, 
with their formality and structured offerings. Others will be more 
comfortable with a smaller, more specialised SI that knows your 
business, and is able to engage at all levels of the organisation as 
a single team of experienced consultants.

Include an assessment of the alignment of the SI’s values with 
your own, its social responsibility strategy and how it manages 
its own staff, as these factors can reduce conflict and associated 
costs, delays and contractual issues.

You should also try to get a feel for the individuals who may be 
involved with your project. Inevitably they will be engaged on 

other projects prior to you placing an order with them, but with 
sufficient notice it may be possible to spend time with them to 
evaluate the cultural fit with your own team. 

It is worth mentioning that the longer you keep your selection 
in a competitive mode, or the more organisations you have in 
your shortlist, the more difficult this assessment will be. Aim to 
reduce your candidates to a preferred vendor and spend time 
with them to see if the relationship gels.



2.5 Cost vs. Value

When assessing the costs associated with vendors proposals, 
make sure you are comparing apples with apples. GSIs with more 
offshore resources may appear cheaper but you need to assess 
the effectiveness of those resources before committing, and 
savings may be eroded if face to face time is required with these 
resources. Software vendors often focus on technical projects 
to implement their solution. They often lack the capability to 
deliver supporting activity such as Change Management and 
Supplier Onboarding.

When looking at the financials, pay particular attention to what 
is being delivered. Rate cards do not always indicate the value of 
the individual’s input to the project. Smaller, specialised firms may 
charge slightly more per diem, but are often able to offer smaller 
teams of more experienced consultants who are able to deliver 
the project quicker, with less risk than a larger GSI organisation. 



Successful system selection depends on having a clear statement 
of your procurement vision and the purpose of your project. 
A Solution Blueprint will ensure you have an effective and 
complete RFP to put to the market.

The selection of your implementation partner is critical. Make sure 
it has a proven track record of delivery as evidenced by previous 
customers and the tools and methods to do the job efficiently and 
effectively. Find out who they are and how they work. 

Take the time to ensure that your two organisations will be 
able to work closely and harmoniously as a single team – your 
chances of success will be significantly increased.

3. Summary
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