
The first 90 days as a Chief Procurement Officer (CPO) 
have always mattered — but in 2026, they matter more 
than ever. AI has compressed timelines, Business Teams 
expect instant outcomes, and Procurement no longer 
has the luxury of easing into change. Relevance is earned 
quickly, and it’s lost even faster.

This playbook is designed to help you move with intention 
from day one — cutting through legacy assumptions, 
earning trust with stakeholders, and setting Procurement 
up to operate at the speed the business now demands.

Build credibility    move fast
set the foundation 

a 90-day playbook
for a new cpo in '26
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GOAL: UNDERSTAND REALITY, NOT ORG CHARTS
Your first 30 days aren’t about proving what you know — they’re about uncovering what’s actually 
happening. Procurement organizations often look well-structured on paper, but the real work 
happens in workarounds, side conversations, and tools no one talks about. If teams are bypassing 
Procurement today, it’s already a signal that speed, trust, or usability is broken.

This phase is about seeing Procurement through the eyes of the business. Until you understand 
where friction lives and why people work around it, any attempt to modernize will miss the mark.

checklist of actions
 

    Meet with Executive Leadership to align 
on expectations for Procurement in 2026

    Interview Business Stakeholders across 
functions (not just Procurement)

    Ask directly: “Where does Procurement 
slow you down?”

    Identify top 5 cycle-time bottlenecks

    Map how requests enter Procurement 
today — formally and informally

    Separate “policy” from “habit”

    Identify where work happens outside 
Procurement systems (email, 
spreadsheets, side tools)

    Inventory all Procurement-adjacent tools 
used by the business

    Identify instances of shadow Procurement 
and shadow IT

    Assess how AI is already being used by 
Business Teams

    Review current Supplier onboarding and 
engagement experience

    Evaluate current data quality across 
Suppliers, contracts, and spend

    Separate policy requirements from 
process convenience

    Identify where Procurement adds clear 
value — and where it doesn’t

days 1-30: 
LISTEN & DIAGNOSE

make it RAINDROP  

focus 
   Where Procurement slows the 
business

   Where teams bypass Procurement
   How AI is already being used 
outside Procurement

INITIATIVES 
   Interview Business Stakeholders (not just 

Procurement)

   Identify intake, approval, and sourcing 

bottlenecks

   Map shadow Procurement and shadow IT

outcome 
clear view of friction, 
risk, and opportunity
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GOAL: shift Procurement from gatekeeper to enabler
By days 31–60, listening alone isn’t enough. Stakeholders are watching to see whether Procurement 
will continue operating as a control function — or evolve into a true business enabler. This is where 
many new CPOs hesitate, trying to balance legacy expectations with future demands. That 
hesitation is costly.

This phase is about clearly redefining what Procurement should do in an AI-driven organization. It’s 
where you reset the narrative, establish new rules of engagement, and show that Procurement can 
move at the speed of the business without sacrificing control.

days 31-60: 
redefine the role

make it RAINDROP  

focus 
    Speed and outcomes, not 

process perfection
   AI as an operating model change
   Guardrails vs. approvals

INITIATIVES 
    Reframe Procurement's mission around 

enablement

    Define where AI leads vs. humans lead
    Pilot 1–2 AI-enabled workflows

outcome 
Procurement seen as 
a partner, not a blocker

checklist of actions
 

    Reframe/Rewrite Procurement’s 
mission around speed, enablement, and 
outcomes

    Socialize a new Procurement value 
narrative with Executive Leadership

    Define where AI should lead vs. where 
humans should intervene

    Identify tactical work that should be 
automated immediately

    Establish clear guardrails on policy and 
procedures

    Redesign intake to be fast, simple, and 
business-friendly

    Pilot at least one AI-enabled workflow 
(i.e. intake, sourcing, contracts, or AP)

    Reduce unnecessary approval layers

    Align Procurement metrics beyond cost 
savings alone

    Begin shifting Procurement talent 
toward strategic roles

    Create internal communication on “how 
Procurement now works”

    Establish feedback loops with Business 
Stakeholders

    Identify early wins and communicate 
them visibly
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GOAL: Lock in momentum that lasts
The final 30 days are where intentions become durable change. Quick wins are important, but they fade if 
they aren’t anchored to strong foundations. This is the moment when Procurement either solidifies its role as a 
modern, strategic function — or slips back into old habits once the spotlight moves on.

This phase is about institutionalizing what works: investing in visibility and orchestration, embedding 
governance into workflows, and aligning Procurement’s operating model with how the business will actually run 
in the years ahead.

days 61-90: 
build durable foundations

make it RAINDROP  

focus 
    Visibility across spend, Suppliers, and 

contracts
    Orchestration across source-to-pay
    Scalable governance

INITIATIVES 
    Invest in foundational platforms, not point 

tools

    Align with Finance on AI-driven OpEx
    Embed compliance directly into workflows

outcome 
Procurement positioned 
as modern, AI-ready, 
and strategic

checklist of actions
 

    Invest in foundational 
capabilities, not one-off point 
solutions

    Improve visibility across spend, 
Suppliers, and commitments

    Establish orchestration across 
the source-to-pay lifecycle

    Align with Finance on AI-driven 
OpEx  and usage-based models

    Embed governance and 
compliance directly into 
workflows

    Define accountability for AI 
outputs and decisions

    Reduce reliance on manual 
oversight

    Eliminate at least one major 
source of friction permanently

    Document a 12-month 
Procurement modernization 
roadmap

    Establish KPIs tied to speed, 
adoption, and outcomes

    Share progress and roadmap with 
Executive Leadership

    Set a cadence for continuous 
improvement
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by day 90, stakeholders 
should say: 

the 90-day north star

“ Procurement helps us move faster.”

“ Procurement gives us clarity and control.”

“ Procurement understands how we work.”

Raindrop is an AI-native, modular Source-to-Pay platform built for modern 
organizations that know Procurement isn’t just about managing costs—it’s about 
managing commitments. Start where you need and scale as you grow. Raindrop 
gives you the clarity, control, confidence, and ease-of-use experience so you 
can focus on what really matters. To learn how Raindrop can be one of the tools 
in your arsenal to help you move forward, just raindrop us a  line.
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