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The tension triangle in the growth stage

The tension triangle

Every sourcing decision is now a board-visible credibility test. ClOs are
expected to deliver innovation at speed while proving each decision can
withstand scrutiny from Finance and Procurement. Yet many organizations
still stop short of comparative benchmarking, leaving them without the
context of peer standards and weakening credibility with Finance and
Procurement.

This tension triangle defines the Growth stage:

- ClOs drives innovation and speed.
- CFOs enforces discipline and ROI.

< Procurement safeguards compliance and value.

Managed well, the triangle creates balance and authority. Left unbalanced, it
erodes trust and slows transformation.

Growth-stage challenges

For ClOs in the Growth stage, scrutiny is relentless. Finance demands ROI
proof before approving spend. Procurement enforces rigor but often enters
too late. Meanwhile, you are accountable for speed, innovation, and credibility
with every sourcing decision tested in real time.

The challenge is no longer about bringing order to chaos or breaking down
silos. Instead, IT must demonstrate that it can move quickly and defensibly, so
that every decision strengthens its credibility rather than weakens it.
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1. Establish a benchmark-backed intake

Standardize inputs across IT, Finance, and Procurement

At Growth stage, a simple intake template isn’t enough. To pass board scrutiny, purchase requests need to
show how they compare to peers. Embedding IDC benchmark data on cost ranges, risk factors, and ROI
assumptions turns intake into a credibility tool. Instead of siloed narratives, every new request starts with
shared facts and peer context.

Quick win - Add benchmark columns to your intake template

< Why it’s quick: Take the intake you already use and add one column for benchmark data (cost, risk,
ROI).

— Why it's a win: It shows Finance and Procurement that the decision isn't based solely on internal
perceptions. It's grounded in peer-tested standards.

IDC can help

IDC analysts provide stage-ready intake
structures based on peer benchmarks, so
ClOs don’t have to build from scratch. With
IDC, ClIOs can deploy intake models that
already reflect what Finance and
Procurement need to see — streamlining
approvals and protecting credibility.
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2. Build board-ready ROI scenarios

Align ROl models with Finance before evaluations and model scenarios they can
defend

Finance leaders don't just want ROl alignment, they want assumptions they can defend to the board.
Growth CIOs who co-create risk-adjusted ROI scenarios with Finance move beyond “retrofit ROI” into
strategic partnership. These scenarios show best-case, worst-case, and risk-adjusted outcomes, making
ROI a filter that accelerates approvals instead of stalling them.

Quick win - Run a 30-minute ROI scenario session with Finance

- Why it’'s quick: Use risk-adjusted ROl frameworks, no need to invent new models.

- Why it's a win: Puts Finance in the room with assumptions they helped shape, and gives the board a
defensible, pre-approved narrative. Finance is pushing ClOs for clear ROl guardrails on Al
investments; early alignment removes a major source of board-level doubt.

IDC can help

IDC's risk-adjusted ROI frameworks and
peer data models help ClOs frame
assumptions that hold up at the board level.
That means Finance sees a consistent and
defensible case, and the CIO moves from
defending numbers to defining the
investment narrative.
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3. Turn Procurement into an
Al-enabled lever

Engage Procurement at shortlisting with Al tools that uncover hidden risks and
pricing power

Procurement shouldn’t just be “involved earlier” — they should come armed with Al-enabled benchmarks
that strengthen the CIO’s hand. Using tools like IDC TechMatch, Procurement can surface hidden risks,

benchmark vendor pricing, and bring leverage to negotiations. Instead of slowing decisions, they accelerate
them by giving the CIO defensible terms before contracts hit the board.

Quick win — Add a Procurement checkpoint powered by benchmarks

= Why it's quick: Insert one agenda item in shortlisting calls, backed by IDC benchmark data.

- Why it's a win: Shows the board and CFO that compliance isn’t slowing you down — it’s producing
better terms and protecting ROI. The average sourcing process takes 6 months, with 28 steps and 6
team members. Earlier Procurement checkpoints cut cycle drag and protect momentum.
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IDC can help

With IDC TechMatch and sourcing
benchmarks, CIOs and Procurement leaders
work from a common set of market-tested
data. This turns Procurement’s discipline
into leverage, delivering faster shortlists and
stronger vendor terms.
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From defensive to defining the terms

Scrutiny isn’t going away. But when you standardize inputs, align ROl models, and engage Procurement
early, scrutiny shifts from a constant threat to a credibility advantage. Growth-stage CIOs who master this
balance move from defending every decision to setting the terms of the decision process.

IDC benchmark data in performance reviews increases confidence in renewal negotiations, a credibility
advantage ClOs can carry directly into the boardroom.

Peer proof

“Organizations that introduced structured sourcing practices cut sourcing time by 67% and realized
a 387% ROL.” — AMAROK Case Study, IDC

— See the full AMAROK Case Study



https://www.idc.com/wp-content/uploads/2025/08/IDC-TechMatch-Amarok-Business-Value-Case-Study.pdf
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What’s next

The three steps in this guide are a starting point. Implementing them will create momentum, but the real Research sources

ains come when you expand beyond them.
gal W you exp y Insights and benchmarks in this guide are drawn

from IDC research, including:
That's where IDC comes in.

. IDC Vendor Performance Measurement and

Our experts will help you go further: embedding stage-ready intake frameworks, applying risk-adjusted ROI Benchmarking, Jan 2025 (IDC #US53145125)
models that boards trust, and building Procurement checkpoints that accelerate instead of stall.

« IDC Measuring IT Vendor Performance, Mar
2025 (IDC #US53029025)

« IDC Generative Al Pricing Models: A Strategic
Buying Guide, Mar 2024 (IDC #US50595323)

Talkto an IDC expert . IDC White Paper: The Future of Software
Sourcing_and Strategic Vendor Management:

Ready to move from knowing what to do, to doing more, faster? Powered by Al, Aug 2024 (#CI0O100)
Schedule a 30-minute session with an IDC analyst to:

—> Translate these steps into an action plan tailored to your team.

— Benchmark your practices against peers in your industry and stage.

—> Explore how to expand beyond the “quick wins” into a defensible, board-ready sourcing strategy.
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