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Best-in-Class Public Sector Procurement
Public sector procurement – worldwide – is at a crossroads: For the first time, 

driven by market volatility and intense budget pressures, procurement professionals 

are strongly positioned to drive overall agency performance and lead transparency 

initiatives. The ultimate goal reaches even further – to deliver unprecedented cost 

savings that can channel scarce resources to much-needed services.
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Procurement’s longstanding focus on 
managing risk and adhering to regulatory 
policies is beginning to change. While risk 
and mandates are still important, they are 
now secondary to cost containment and 
resource optimisation.  

Driving widespread adoption of this “new 
normal” won’t be easy, public sector 
procurement strategy has remained 
relatively unchanged for more than 50 
years. Here are 10 strategies, as executed by 
some of the most effective, public national, 
regional and local procurement groups in 
Europe, the United States and Latin America.

  1.  Transform the purchasing culture

  2.  Start with spend analysis

  3.  Drive political and local government initiatives

  4.  Elevate supplier selection

  5.  Make a firm supplier commitment

  6.  Centralise procurement and sourcing 

  7.  Collaborate and share best practices

  8.  Facilitate technology and process adoption

  9.  Move beyond the technology: focus on the people, process and skills

10.  Partner with the right team
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1. Transform the procurement culture
How do you change a culture that’s been in place for longer 
than anyone can remember?

Vision, Leadership and Measurement consistently appear as 
the top three elements of every successful transformation. 
Procurement is no exception. In each case, there’s a major 
shift from a ‘traditional’ approach to a new model. The 
‘traditional’ public procurement model focused largely on 
meeting external policy requirements – which resulted 
in a static ‘check-list’ mentality that drove procurement 
engagements. The new model moves from a tactical approach 
to a strategic initiative, with a much stronger focus on driving 
lasting, measurable impact.

Vision identifies the limitations of the existing culture and 
sees the possibilities of a better approach to an intransigent 
problem. It all starts with a vision for change. Leadership must 
understand – and buy into – procurement’s natural potential 
before laying the framework for change. 

Leadership transforms the vision into change. Pockets of 
resistance are part of any change. At the same time, most 
professionals already feel intense public pressure, and 
want the satisfaction that comes from delivering better 
results. That’s why the most effective organisations all have 
procurement chiefs with the passion, influence and political 
sway necessary to challenge the status quo – as well as the 
programmatic skills and experience to make cost savings a 
reality.

Measurement is the final and perhaps, most important step. 
Measuring sourcing success used to be validated primarily 
by tactical metrics, including the number of e-auctions 
executed and specific compliance benchmarks. The new 
opportunity, driven by pressure to cut costs, makes these 
benchmarks mere table stakes. More meaningful measures 
focus on quality, spend under management, savings achieved, 
efficiency improvement and technology adoption.   

2. Start with spend analysis
Procurement transformation starts with spend analysis.  

It’s shocking how many public sector organisations fail to see 
how spend analysis can jumpstart change and consequently, 
miss numerous opportunities for savings and sourcing 
optimisation. To truly cut costs and improve efficiency, 

procurement needs cross-organisational visibility into how 
much it’s spending, on what products and services and with 
which suppliers.  

The visibility into agency-wide spending has a trickle-down 
effect across every function: it helps identify contractual 
discrepancies, discover off-contract spending, uncover 
opportunities for volume-based purchasing, improve 
negotiations, measure supplier performance and ultimately, 
stop savings leakage within organisations.

The United Kingdom’s Government Procurement Service (GPS) 
manages spend across the entire central government. This 
year, it began aggregating spend data from 17 government 
departments, covering more than 200,000 suppliers. The goal: 
attain complete visibility into government spend, tighter 
contract management and improve sourcing efficiency. This 
undertaking wasn’t even considered possible until a few 
years ago – and is now considered the biggest spend analysis 
initiative in the world.

3. Drive political and local government initiatives
Fueling the local economy sits right next to cost-cutting 
at the top of most governments’ priority lists. With the 
continuing economic volatility, public procurement has a rare 
opportunity to align their sourcing strategies with broader 
governmental priorities, and impact local communities.
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Consider the initiatives of the Welsh Assembly Government.In 
2008, the Assembly, which manages spending across Wales, 
implemented xchangewales – a strategic sourcing program 
that enables 40 government agencies and departments to 
share supplier information, collaborate on best practices and 
leverage the benefits of group purchasing. More than 1,000 
buyers use the program daily.

Along with driving £200 million worth of procurement benefits 
over the first five years, the initiative immediately addressed 
the government’s commitment to local economies. The 
agencies collaborate and report on high-priority issues that 
directly affect employment and revenue, including the number 
of contracts awarded to SMEs, and how much is being spent 
with local businesses. The Assembly even tracks how much 
work is awarded to companies with predominant Welsh 
heritages.

4. Elevate supplier selection
Strict selection regulations, limitations on negotiation, open 
bid processes and concrete selection criteria often make 
sourcing optimisation more difficult for public agencies. Early 
adopters of the ‘new normal’ are demonstrating that two 
interlocking strategies can multiply gains:

• Generate as much competition as possible by being 100% 
transparent about what you need from suppliers. Being more 
specific about sourcing and category needs consistently drives 
more customised bids that save steps in the bidding process – 
and cost less to run. 

 • Reframe RFQs to improve efficiency. Two easily 
implemented strategies: Limit the number of attachments 
allowed (to reduce review time) and ask structured questions 
to strengthen supplier bids.

5. Make a firm supplier commitment
The value of spend analysis transcends cost cutting.  The data 
makes forecasting achievable and realistic – which in turn 
forges stronger and more collaborative supplier relationships.   

Public organisations have acquired an unfortunate reputation 
among suppliers for uncertainty. Many agencies “go to 
market” for assessment-only purposes. When they request 
bids, they ask for non-guaranteed contracts, which in turn 
drive up a supplier’s costs. More mature sourcing teams go 
to market with visibility into exactly what’s needed. These 

experienced sourcing groups can guarantee volumes – which 

drives cost down, improves contract terms and enhances the 
team’s negotiation platform. Suppliers who understand the 
agency’s goals are more apt to help reach them; it’s much 
harder to work well from raw projections and guesswork.

6. Centralise purchasing and sourcing 
When the City of Paris (France) wanted a firmer grip on 
city-wide spending, its procurement leaders knew that 
centralisation would be critical. The city’s goal was ambitious: 
group 350 public organisations into five large purchasing 
clusters and combine their indirect spend.

While the project took years to complete, the ROI was 
measurable within the first year. The city saved more than 15 
percent and strengthened its purchasing power.

Another successful example of centralisation can be seen in 
the Emilia-Romagna Region of Italy. To cut costs and optimise 
purchasing and sourcing operations, Emilia-Romagna created 
Intercent-ER. Intercent-ER, wholly funded by the Region, set 
up an e-procurement system that has managed procurement 
operations for more than 700 public companies across the 
region, with a particular focus on the regional healthcare 
system – consolidating spending, contracts and negotiations. 
The hard savings were significant: more than 10 percent 
compared to average prices previously paid by the public 
administration, for a total amount of 460 million euro in the 
period 2005-2011. 
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Almost every local government has the same opportunity. 
By centralising procurement, organisations can uncover 
common purchasing needs, discover fragmented categories 
and contractual discrepancies, and drive savings through 
volume-based discounts and strengthened negotiation power. 
Centralisation also aids collaboration – another potent driver 
for efficiency.

7. Collaborate and share best practices
While one agency’s employees may be sourcing a category 
for the first time, it’s almost certain that someone else within 
the same government already knows the ins and outs of that 
marketplace.

Public organisations are all on the same team – with the same 
mission – and peer collaboration should be natural. 

Two successful examples are in use in the UK and the U.S., 
where thousands of public procurement executives informally 
share tips, content and knowledge on a regular basis through 
country-specific online education networks. Participation 
has skyrocketed with the economic crisis – growing 900 
percent since 2008. The immediate practical value of this 
heterogeneous social network continues to attract new users 
and build community across federal, state and local agencies, 
along with commercial organisations.

8. Facilitate technology and process adoption
There’s a disturbing trend in the public sector: Along with 
scaling back technology investments, organisations reeling 
from budget cuts have practically eliminated training. This 
has a lasting impact on efficiency as well as adoption; ROI of 
even the best technologies will plummet if employees aren’t 
adopting the right processes and techniques.

Consider the 180 public organisations in the UK that were 
tracked for eSourcing adoption rates in 2011: 35 percent 
of employees were still using an email-based approach to 
sourcing – and many were replicating manual processes within 
the sourcing tool. Full efficiency gains were rarely achieved.

The government of Mexico confronted a similar problem. 
Despite making a large investment in a new eSourcing 
platform a few years ago, adoption rates were unacceptably 
low. Post-deployment surveys showed that procurement 
employees didn’t understand the tool’s full capabilities and 

didn’t have a process roadmap for achieving true savings; 
as with the UK, many simply recreated manual processes. 
Performance improved once professional training and 
certification programs were rolled out.

9. Move beyond the technology: focus on the people, 
    process and skills
As noted above, it takes more than a software suite to 
drive lasting change.  Skill development, employee mindset 
and process excellence are all critical. According to the 
research firm Gartner, the right combination of skills, process 
and technology can improve an organisation’s financial 
performance by 30 cents on the dollar.1 

But every public sector head of procurement with a vision, 
and the desire to align staff, will acknowledge that there are 
still many employees who see their work as tactical, and are 
comfortable with the “check the box” approach to fulfilling 
external policy requirements.  

The urgency for change must be amplified by the entire 
leadership team and rolled out with an action plan for 
achieving specific goals. The starting point: an organisation-
wide skills assessment to identify essential areas where 
process or hard skills are lacking – followed with a framework 
for focused training to fill in the gaps.

10. Partner with the right team
The right partner , and technology, are critical for transforming 
procurement. With many vendors vying for attention, even 
setting priorities can be time-consuming, and the selection 
process can be challenging.

Whittle down the playing field to ensure that your goals fuel 
the conversation. Ensure that the proposals meet your needs, 
rather than reflecting a vendor’s future product roadmap. The 
perfect procurement partner should have:

• A clear understanding of your local and regional regulations 
• Proven ability to customise offerings – in this case, to meet 
    your specific needs
• Deep experience and success in the public sector
• Systems to drive adoption and foster skills
• Ability to add value beyond technology
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1Reaching Sourcing Excellence, Part 1: How To Keep 30 Cents of Every Dollar Spent - June 2009 – Gartner Inc.
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About BravoSolution
Supply management executives are now, more than ever, 
under pressure to deliver more savings, develop and manage 
strategic supplier relationships, accelerate procurement 
cycles, and maintain process excellence. Confronted with 
these diverse yet consistent challenges, CPOs and sourcing 
professionals must seek tailored solutions that deliver rapid 
ROI to their business. 

BravoSolution offers leading software and services to fit 
the needs of today’s sophisticated supply management 
organisations. Our services organisation, one of the world’s 
largest teams of professionals dedicated exclusively to 
sourcing and procurement consulting, delivers lean, targeted 
services to support strategic sourcing and procurement 

initiatives. Our industry leading software toolkit supports 
the full supply management lifecycle across a myriad of 
industries, geographies and business models.

As of today, over 50,000 procurement professionals in 60 
different countries are benefiting from BravoSolution’s 
technology and service – unlocking tangible benefits such as 
increased process efficiency, decision support, cost reduction, 
improved process governance, greater quality relationships 
with vendors and the ability to share, understand and act 
upon the wealth of sourcing-related data held within their 
organisation. BravoSolution has locations in the United 
Kingdom, Italy, France, Germany, Spain, Benelux, the United 
States, the United Arab Emirates, South America, Mexico 
and China.


