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Every technology decision lives inside a
tension triangle.
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The tension triangle Foundational-stage challenges

The CIO drives innovation and speed.

The CFO enforces discipline and ROI.

Procurement safeguards compliance and value.

When these roles are aligned, tension becomes productive, sharpening
decisions and accelerating transformation. But at the Foundational stage,
alignment is rare. Business units purchase in isolation, Finance sees invoices
before it sees strategy, and Procurement arrives too late to shape terms. 
The result? CIOs defend purchases they didn’t drive, eroding credibility before
it can be established.

This isn’t a flaw in leadership. It’s the natural starting line. Most organizations
begin here.

The opportunity is clear: visibility is the CIO’s first lever of credibility. 
The proof point that spending is transparent, defensible, and ready for board
review.

Without new sourcing governance, CIOs risk losing the ability to negotiate
effectively. These operational inefficiencies are early warning signs that
credibility can slip away before it’s established.

At the Foundational stage, the challenge is structure. Decisions happen in
silos, renewals slip through the cracks, and vendor terms go unchallenged.
Each purchase becomes a credibility test in front of Finance, Procurement,
and ultimately the board.

IDC research highlights just how exposed CIOs are at this stage:
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27% of organizations were forced into rapid digital adoption without
appropriate governance.

84% of executives agreed “we are now living in a digital world.”

https://my.idc.com/getdoc.jsp?containerId=US49551122&pageType=PRINTFRIENDLY


IDC benchmarks reveal where contracts
deviate from peer norms, giving CIOs the
data to demonstrate that early
interventions are not just corrective, but
defensible.

IDC can helpQuick win – Start with a single ledger

At the Foundational stage, spend data lives in silos. Business units commit to contracts independently,
Procurement sees only fragments, and Finance often discovers spend after the fact. Without a
consolidated view, CIOs are left exposed, vulnerable to duplication, unfavorable terms, and vendor lock-in.
More importantly, they walk into Finance and board reviews without defensible data.

A unified ledger is more than operational hygiene. It is the first visible signal that IT spend is under control
and that the CIO is ready to lead sourcing with authority..

Centralize contracts, renewals, and costs

Why it’s quick: You don’t need new systems or approvals. A shared spreadsheet or existing finance
tool is enough to create immediate visibility.

Why it’s a win: Even a basic ledger eliminates surprises at board reviews, uncovers duplication, and
provides Finance and Procurement with proof that oversight has begun.

1. Build a unified view of spend
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IDC’s intake templates capture exactly what
Finance and Procurement need to evaluate
spend: scope, projected cost, vendor terms,
and business rationale, helping CIOs
demonstrate credibility early in the sourcing
cycle.

IDC can help
Quick win – Convert existing tools into an intake form

In the Foundational stage, new purchases often bypass IT. Business units prioritize speed, but hidden
commitments erode confidence. The CIO is left defending invoices instead of shaping strategy, while the CFO
questions why spend is approved without scrutiny.

A standardized intake process makes every request visible, measurable, and defensible. Intake is the
mechanism that moves the CIO from “last to know” to “first to guide,” slowing down the impact of Shadow IT.

Replace ad hoc requests with a structured process.

Why it’s quick: You don’t need to build a new system. Repurpose tools already in use — a help desk
ticket, SharePoint form, or workflow to capture requests immediately.

Why it’s a win: Intake ensures Finance and Procurement see the strategy before invoices. It prevents
hidden deals, gives early line of sight to renewals, and shows the board that IT spend is being
governed from the start.

2. Standardize intake
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IDC’s PlanScape framework outlines stage-
appropriate sourcing functions that balance
agility with oversight, helping CIOs prove to
stakeholders that they are building a
foundation for sustainable credibility.

IDC can help
Quick win – Launch a lightweight sourcing council

At the Foundational stage, sourcing often happens ad hoc. Each new request feels like a fresh battle, and
vendors quickly learn how to exploit the inconsistency. Without even a basic sourcing function, CIOs remain
reactive, defending deals instead of guiding them.

Creating a lightweight sourcing council shifts the narrative. By bringing IT, Finance, and Procurement
together, the CIO demonstrates that every decision is informed, cross-functional, and defensible. This step
doesn’t just add structure; it reassures the board that sourcing has governance, and it signals to vendors that
terms will be scrutinized.

Move from reactive approvals to guided decisions.

Why it’s quick: No new hires or budget are required. Use existing leaders and schedule a standing
monthly or quarterly review to begin immediately.

Why it’s a win: Even a simple council changes perception. Vendors see that deals will face cross-
functional discipline, and the board sees sourcing moving from reactive to governed, building CIO
credibility with every meeting.

3. Lay the groundwork for a 
sourcing function
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At the Foundational stage, CIOs don’t need advanced ROI models or AI-enabled sourcing platforms. They
need visibility, shared intake, and a sourcing function that begins to formalize decisions. These aren’t
bureaucratic hurdles. They are credibility levers.

With each step, CIOs move from reactivity to authority and prepare for the Growth stage, where credibility
is reinforced through benchmarking and ROI alignment.

From visibility to authority

Visibility firstIDC
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Peer proof

“Anti-agile practices from large vendors:
multi-year lock-ins, complex licensing, and
opaque pricing, are increasingly undermining
CIO credibility.” 

IDC CIO Guidance IDC CIO Guidance

“Without new sourcing governance, CIOs risk
losing the ability to negotiate effectively.” 

https://my.idc.com/getdoc.jsp?containerId=US49551122&pageType=PRINTFRIENDLY
https://my.idc.com/getdoc.jsp?containerId=US49551122&pageType=PRINTFRIENDLY


What’s next
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Sources

Ready to build visibility into authority? Schedule a 30-minute session with an IDC analyst to:

Talk to an IDC expert

Benchmark your sourcing practices against peers.

Identify hidden duplication and renewal risks.

Build the first steps of a defensible sourcing framework.

These steps won’t solve every sourcing challenge, but they create the foundation for defensibility. The real
gains come as CIOs expand beyond visibility into benchmarking and ROI modeling.
That’s where IDC comes in.

Our experts help CIOs:

Benchmark vendor contracts against peers.

Apply intake templates that accelerate Finance and Procurement alignment.

Establish sourcing functions that strengthen board confidence.

IDC PlanScape: Creating a Sourcing Function
for Software-Based Digital Innovation – Sep
2022 (IDC #US49642622)

IDC CIO Guidance: New IT Sourcing
Governance Is Needed as Anti-Agile Vendor
Practices Expand – Aug 2022 (IDC
#US49643322)
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