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Summary

Explore the unique relationship dynamics between procurement 
and other departments, including finance, marketing, and 
informational technology. As with any strategic partnership, 
defining the relationship is essential to ensuring positive 
outcomes. Due to its vital role throughout the operational 
functions of a company, procurement departments have a unique 
challenge, as they need to define these relationships with every 
other central organization in the business. We’ll explore synergies, 
process efficiencies, data enrichment opportunities, and provide 
key insights on how the relationships can be improved to drive 
better, more informed business outcomes. 

Introduction

Today’s marketplace is an extremely competitive environment. Due to increased 
globalization the degree of connectedness means the pressure to stay ahead of a growing 
number of competitors has greatly increased. Consequently, it is imperative for all business 
functions to find ways to maximize their business value. Procurement is no exception.

Cost savings will always be a crucial factor when it comes to the success of a procurement 
department, but there are many more elements in play. Nowadays, procurement leaders need 
to play an active role in propelling innovation. They need to formulate strategies and come 
up with new ways to benefit the company’s bottom line.
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To do this, procurement departments need to produce clean data and analyze the results 
in a way that leads to actionable insights. Procurement should be the go-to department 
for recognizing trends, knowing the market, and building relationships with suppliers. 
Despite this evident and ever-growing need for optimization, procurement often fails to 
make strategic partnerships with other key departments.

There are certain things C-level executives universally value. Due to the nature of their 
position, executives need to look at the big picture and make decisions on the spot. 
Therefore, it is important to have an approach that factors this way of thinking into the 
relationship. It is essential to do homework and come prepared with a direct proposal. 
Rather than wasting time on inconsequential matters, it is imperative to immediately 
address a pain point or propose a solution.

It is also vital to make sure concerns require the input of executives and not someone lower 
down on the org chart. Hard facts and data will enable a productive conversation. 
Historically, many have viewed procurement as a process as a supporting role. But this is 
changing. Because competition and globalization have forced companies to evolve, surveys 
show that procurement is a topic of growing interest among the C-suite.

In addition to cutting costs, procurement leaders now have other value-oriented tasks. This 
includes matters like providing input during new product development and efforts aimed at 
advancing and nurturing the supplier base. Collaborating with vendors, ensuring they fulfill 
rapidly changing regulations, and guaranteeing the transparency of the entire process are 
now under procurement’s purview. Because procurement officers need to be familiar with 
both internal and external factors, the department’s opinion is valued when it comes to 
deciding on investments.

Together, the C-suite now expects the procurement department to create strategies that aid 
the entire organization and contribute to the overall goals. Because these relationships are 
becoming more crucial, below is a deep dive into three key departments, finance, marketing 
and IT, and how procurement officers can strengthen these relationships.

Working with C-level executives
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Finance

At most companies, the procurement unit reports to the CFO. While it would seem 
common for that reporting relationship to lead to constant collaboration and information 
sharing, that is more the exception than the rule. In many cases, the finance function fails 
to share information that could lead to better, more informed business outcomes. From 
observing and analyzing numerous departmental relationships, most companies cannot 
or do not want to connect the dots. The root problem is unstructured data and no 
common taxonomy; data gets parsed as it moves through the process and often personal 
agendas preclude data sharing. 

The Challenge

Finance and procurement have a natural symbiotic relationship when it comes to having a 
positive impact on the bottom-line. Both finance and procurement have a remit to increase 
profitability, reduce cost and risk. Moreover they must achieve these key business outcomes 
while remaining compliant. Despite having this uniformed goal, many complications still 
arise. Although the correlations between financial and procurement success are apparent, 
there is often an inability to agree on a key performance metrics. Like a parent and teacher 
discussing their struggling student, both have the best interest of the business in mind but 
often have very different ideas about how to define or reach peak success.
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Finance and procurement have a natural symbiotic 
relationship when it comes to having a positive impact on
the bottom-line. Both finance and procurement have a remit 
to increase profitability, reduce cost and risk. Moreover they 
must achieve these key business outcomes while remaining 
compliant.

K E Y  T A K E A W A Y

Goals:

• Get on the same page. Finance and procurement have similar duties in regards to 
their responsibilities, but to sustain a long term relationship, it is imperative that both 
parties get on the same page in terms of their responsibilities, goals and long term 
plans. The first step toward doing this can be as simple as tracking invoices to 
measure savings and cost changes, which is an easy way to link procurement 
performance to a metric the CFO function understands. 

• Define success quantitatively. Procurement and finance are both data-heavy 
functions, so focus on quantitative analysis and outcomes. Using numbers and the 
bottom line makes success more easily defined and employs both departments’ 
strengths. Use this similarity to set goals, define success and implement new 
measures. 

• Develop financial acumen. Procurement has a lot to learn from finance in terms of 
performance metrics, budgets and more. By developing more financial acumen not 
only will the relationship improve but it will also benefit supply chain performance and 
efficiency.

• Remember, money saved is money earned. A shift in finance’s perspective on 
procurement will improve their ability to see commonalities and develop long term 
goals. Viewing procurement as a profit maker instead of a cost center will stand to 
improve financial health in the long run.

Opportunities:
• Explore automated solutions. Utilizing automated technology solutions that create 

structured data enable mutual analyses that can help align the departments and makes 
data easier to share. Moreover, it can further collaboration, allowing the goals and 
expectations of both finance and procurement to be taken into account when making 
procurement decisions. 
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Marketing

The advancement of digital technologies has significantly impacted the marketing 
function over the last decade but with this growth comes challenges and complexity. 
The exact needs of marketing, and how procurement can help, is often missed by key 
stakeholders in this relationship as structured spend data can be a helpful tool when 
making key decisions. The crux of the problem often revolves around a breakdown in 
communication—procurement engages marketing with phrases like ‘risk reduction’ and 
‘cost savings’ and the marketing team sees this as a possible danger to their already 
small budgets.
 
With more upfront communication to ensure that marketing is aligned with the key goals 
of procurement, the two departmentswill be able to better realize the others’ value and 
forge an enriched partnership to maximize the marketing department’s ROI.

• Collaborate. Many new procurement technologies come with built-in social 
collaboration tools that improve teamwork, increase productivity, foster innovation and 
facilitate effective decision making. Ensure that these tools are available for both 
procurement and finance to utilize so that they can increase the number of 
communication channels.

• Show me the money. Nothing makes a CFO happier than savings. Fortunately, 
procurement has many ways in which they can improve financial agility to deliver more 
cash to the organization. By utilizing technology to deliver cost reduction, improve 
compliance and efficiency, and negotiate better terms procurement and finance will 
both benefit greatly.

• Tackle company policies and processes. Compliance and savings are integral to the 
success of finance and procurement. By working together to implement new policies 
and improve upon existing ones, both the CPO and CFO stand to benefit. These 
improved processes will allow both teams to work effectively towards clearly defined 
performance metrics.

The Challenge

The transformational growth brought about by digital technologies brings many 
challenges. In order to face them head on, CMOs and their teams have hard decisions to 
make in terms of who they will partner with, what technologies and services they will 
purchase and how they those purchases will help them reach their goals. 
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Goals:

• Understand what each function does best. Strategic, creative decisions such as 
campaign direction and selection of an agency of record must remain resolutely in 
marketing’s control. However, if these partnerships don’t prove as effective as 
expected, procurement should be fully equipped to have the less pleasant discussions 
which will allow marketing teams to maintain their productive relationships. While 
marketing assesses the capabilities and cultural fit of the agencies, procurement 
evaluates their detailed media-buying quotations for the items in the representative 
basket.

• Clear reporting lines needed. Many organizations appear unsure about how to 
structure their marketing procurement teams. Making sure the key executives from 
both departments come together to define the working relationship is crucial for a 
successful partnership.

• Focus on value, not cost. In any spend category, the ultimate aim of procurement 
should be to generate, preserve or grow shareholder value. Marketing spend has a 
significant return, but it is a department that can easily experience uncontrolled 
without proper oversight. Every dollar spent on marketing, which for many 
organizations is heavily focused on third party spend, should bring the organization 
some value.

In this process, the marketing team doesn’t always appreciate how procurement can best 
empower them so they often choose to bring them into late stage negotiations and 
contracting where their value cannot be fully realized. This problem seems to be universal. 
In 2015, PepsiCo made the decision to eliminate the procurement marketing team in order 
to be more “efficient and effective.” In order for procurement’s value to be north seen and 
utilized, communication between departments needs to be improved.
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Strategic, creative decisions such as campaign direction and 
selection of an agency of record must remain resolutely in 
marketing’s control. However, if these partnerships don’t 
prove as effective as expected, procurement should be fully 
equipped to have the less pleasant discussions which will 
allow marketing teams to maintain their productive 
relationships. While marketing assesses the capabilities and 
cultural fit of the agencies, procurement evaluates their 
detailed media-buying quotations for the items in the 
representative basket.

K E Y  T A K E A W A Y

Opportunities:

• Efficiently use resources. Make better use of digital resources, such as real-time 
feedback on customer preferences and the ability to tailor and target messages         
more precisely.

• Innovate. Marketers are creative and forward thinking. It is in procurement and 
marketing’s best interest to innovate and make the most of new approaches as they 
emerge.

• Find value. Marketing is a large indirect spend category in many businesses. 
Procurement has the opportunity to use take this data and find new sources of            
value there. 

IT

As business units become less siloed and move to a more collaborative model, the 
relationship between informational technology (IT) and procurement is critical for driving 
cost effective research and development to drive a company forward. In order for business 
units to remain successful, efficiency and profitability is essential and as more things 
become digitized, involving an organization’s CIO is necessary when beginning any of these 
initiatives. However, as companies become more cost constituous and focus on the return 
from large scale project, procurement also plays a central role in maximizing spend to 
get a return. When properly operated, the partnership between the CIO and the CPO can drive 
new business opportunities, increase collaboration and maximize effort. 
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The Challenge

Technology’s central role in a successful 
business is rapidly evolving and the CPO 
and CIO are at the forefront of this 
transformation. As technology changes, 
the CIO’s adaptation to meet these needs 
is essential. In the past the CIO was 
focused on the operations of the various 
enterprise technology units, but today the 
role is increasingly strategic and forward 
thinking. Similarly, the CPO’s key 
responsibilities are becoming more 
diversified, requiring knowledge of not 
only internal policy, industry standards, 
and budget but also a general knowledge 
of technology. 

As technology continues to transform businesses, CPOs and CIOs will be forced to adapt 
and work collaboratively towards innovative, effective and fiscally responsible solutions. 

Goals:

• Divide and conquer. Use the knowledge of each department to allocate based on 
strengths. Let the CIO set the broad aims for where the organization’s technology 
resources need to go. Likewise, the CPO can focus on the details, budget, current 
suppliers, and existing software portfolio. By playing to each department’s strengths 
the teams will work together more effectively.  

• Prioritize data. One of the most useful tools you have to measure effectiveness in 
current technology and plan for future purchases is actionable data. Utilizing data 
from both procurement and IT to compare and contrast new solutions, offerings and 
vendors will improve efficiency and control unchecked spend. Beyond active 
purchasing, automating the analysis of the data will improve intelligence and ease of 
future procurement.

• Use effective tools. Integrating best-in-class procurement tools into existing 
technology will enable collaboration amongst teams, and ultimately, effective 
transformation. These tools give insight into spending activity enabling procurement 
to make important decisions to drive the CIO’s goals forward. 
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As companies become more cost constituous and focus on 
the return from large scale project, procurement also plays a 
central role in maximizing spend to get a return. When 
properly operated, the partnership between the CIO and the 
CPO can drive new business opportunities, increase 
collaboration and maximize effort. 

K E Y  T A K E A W A Y

Opportunities:

• Digital transformation. Digital technology has been at the top of most CIO’s priority lists    
for some time now, however digital transformation isn’t one size fits all but rather a 
constantly evolving process that is necessary to be competitive. The irony for procurement 
is that, for the past decade, it has supported the rest of the corporate organization’s digital 
transformation but has yet to fully transform in its own right. Drawing on the CIO’s 
knowledge in this department will increase communication, collaboration, and efficiency   
for the procurement team.

• Find champions. Find leaders within the IT and procurement teams who are willing to look 
beyond the bottom line and support unique initiatives that drive business transformation 
that push both organizations forward.

• Low risk, high reward. Spend time working together to identify solutions that reduce the 
time each procedure takes by automating processes to improve efficiency. Is there any  
area within your business that hasn’t been addressed yet? Start there. Feel like you’re a  few 
years behind in a certain product offering? Do some research and get down to business. 

Conclusion

It is our hope that by exploring the relationship dynamics and challenges, procurement can help 
other departments understand the long term value of working closely together to establish 
sustainable and profitable processes. For finance, this means presenting procurement as a 
savings function and sharing quantitative data. In order to maximize the relationship with IT, 
making sure both parties view the relationship as a strategic partnership is crucial. When the 
CPO and CIO come together to research and implement new technologies, share common data 
and play to each other’s strengths, digital transformation can happen more quickly and 
efficiently. With marketing, strengthen the relationship by communicating upfront that show 
appreciation for creative value within a certain budget. When the CPO strengthens their 
relationships across the entire executive team, goals can be achieved while ensuring wasteful 
spending is not dramatically impacting the bottom line.




