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Sourcing Strategy

1. Sourcing Context

Area

Requirement

IT Category

Commercial
Importance

Buyclass

Market
Competition

Supplier
Preferencing

Stakeholder
Alignment

Specification
Maturity

Assessment

SAP Licenses 2026

Cloud and Application
Platforms

High

Modified Rebuy

1 —Single source / no
realistic alternative

Exploitable

Mostly aligned

Industry standard

2. Category Strategy

Category
Strategy
Element
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Implication

Extension of the existing license agreement for 3 years,
true-ups and Copilot/Al licenses

System of Record pace layer

Business criticality assessment
Procurement complexity indicator

Supplier market conditions

Supplier commercial posture

Decision-making cohesion

Requirements definition status

Approved Direction
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Enable business transformation through scalable, integrated, and sustainable

Strategic Objective technology platforms.

Maintain competition and periodically challenge supplier positions to avoid

Supplier Strategy unnecessary dependency and commercial complacency.

Preferred Sourcing
Approach

Competitive sourcing focused on business outcomes, implementation
capability, integration requirements, and long-term value realization.

cloud consumption governance
commitment management

Technology
Considerations

FinOps controls
workload portability
vendor lock-in

Alignment: Partially Aligned

disaster recovery architecture and cost
sandbox and non-production environments
public, private, and hybrid cloud options
future service pricing exposure

scalability and exit considerations

Reason: The sourcing event relies on a single incumbent supplier with no realistic

alternative, limiting competition and increasing dependency. Stakeholder urgency
to renew ASAP conflicts with the preferred competitive sourcing approach, though
category manager intent to renew with better terms and consolidate demand

supports controlled negotiation.

3. Recommended Sourcing Strategy

Commercial

Reality

Single-source

dependency with

exploitable

supplier leverage

Implementation
complexity and

integration risk

post-award

Benefit-
realisation
exposure due to
weak ownership
and
measurement

Timing pressure
driven by
stakeholder

Recommended
Position

Preserve negotiation leverage
by enforcing strict commercial
controls and benchmarking
despite incumbent reliance

Separate implementation
accountability from sourcing
commitments with clear
governance and phased
milestones

Assign explicit benefit
ownership with measurable
KPls and ongoing monitoring
mechanisms

Challenge urgency to avoid
ceding leverage; validate

Why This Matters

Supplier will exploit
dependency to protect
margins and limit flexibility if
unchecked

Avoids deferring risk to
implementation phase where
governance weakens and
supplier accountability
declines

Prevents optimistic
assumptions from becoming
untracked and unrealised

Unjustified haste transfers
bargaining power to supplier

Primary
Exposure

Commercial
margin
erosion and
reduced
future
flexibility

Delivery
delays, cost
overruns, and
operational
disruption

Failure to
capture
expected
value and
justify
investment

Higher costs
and reduced
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urgency to renew

4. Action Plan

operational necessity before
ASAP accelerating sourcing

position

and weakens negotiation

contractual
protections

. Commercial
A Executive . . .
Priority Required Intervention Consequence if
Owner
Ignored
Approve strict commercial controls Unchecked supplier
1 Clo/IT including benchmarking, pricing margin protection and
Executive transparency, and reopener clauses to reduced future
counter supplier leverage negotiation power
Assign clear implementation ownership Implementation delays
Program . . .
2 with phased milestones and enforce and cost overruns with
Sponsor L . -
governance discipline diluted accountability
. . . Failure to realise
. Designate benefit owners with measurable . .
Business . . projected business
3 . KPIs and establish ongoing value ) S
Leadership o benefits and justify
monitoring .
expenditure
Challenge stakeholder urgency; validate Supplier gams undue
4 Procurement need-by date to preserve negotiation commercial advantage
Director Y P g through accelerated

leverage . A
g timelines

5. Expert Procurement Perspective

Assumption: Stakeholder urgency to renew ASAP is operationally justified.
Reality: This urgency appears self-created and risks ceding leverage to the supplier,
increasing cost and reducing contract protections.

Assumption: Supplier commitments on roadmap and service levels guarantee
implementation success.

Reality: Supplier commitments are intentions; implementation complexity and
governance weakening post-award will erode accountability.

Assumption: Single-source renewal is unavoidable and does not require challenge.
Reality: Dependency risk is high; failure to challenge terms and enforce controls will
increase commercial exposure and lock-in.

Assumption: Projected benefits will be realised without explicit ownership or
measurement.

Reality: Without assigned benefit owners and monitoring, benefits remain speculative
and untracked.

Assumption: Stakeholder alignment will sustain through implementation.
Reality: Alignment is fragile; shifting priorities post-award will weaken governance and
risk management.
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