
The question facing Procurement leaders isn’t 

whether change is coming — it’s whether their 

organization is ready for it. This scorecard helps you 

step back and evaluate how Procurement shows up 

today, where friction exists, and where the biggest risks 

and opportunities lie.

It’s not about scoring well  
It’s about seeing clearly
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Procurement is clearly positioned as a 
business enabler, not just a control function

Executive Leadership understands 
Procurement’s role beyond cost savings

Procurement priorities are aligned with 
business growth objectives

Procurement is involved early in strategic 
initiatives, not after decisions are made

Success metrics include speed, adoption, 
and outcomes — not just savings

Procurement strategy & 
role clarity

make it RAINDROP  

T O T A L

what a low score (<10) reveals
Procurement is still viewed primarily as a cost-

control or compliance function. Executive alignment 

is weak, and Procurement is often brought in too late 

to shape outcomes. Without a clear strategic role, 

other improvements will struggle to stick.

What A High Score (>20) Means
Procurement is clearly positioned as a business 

enabler. Leadership understands how Procurement 

contributes to speed, resilience, and growth. This 

creates permission for Procurement to lead change 

rather than defend its relevance.

Rate each statement from 
1 (Not True) to 5 (Very True)
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make it RAINDROP  

T O T A L
Intake is simple, fast, and intuitive for  
business users

Procurement cycle times meet or exceed 
business expectations

Approvals are risk-based rather than 
blanket requirements

Business teams prefer to work through 
Procurement rather than around it

Friction points are actively measured 
and reduced

speed & stakeholder 
experience

what a low score (<10) reveals
Procurement is perceived as slow or difficult to 
work with. Shadow Procurement is likely already 

happening, even if it isn’t visible. Stakeholders 

prioritize speed over compliance when friction is 

high.

What A High Score (>20) Means
Procurement operates at or ahead of business 

speed. Stakeholders choose to work through 

Procurement because it helps them move faster. 

Adoption is driven by value, not enforcement.

Rate each statement from 
1 (Not True) to 5 (Very True)

3CPO READINESS SCORECARD

0



AI is embedded into day-to-day 
Procurement workflows
 

Tactical work is increasingly 
automated

 

Procurement roles are evolving toward 
guidance and decision-making

AI usage follows clear internal standards 
and guardrails

The organization trusts AI outputs within 
defined boundaries

AI & operating 
model

make it RAINDROP  

T O T A L

what a low score (<10) reveals
AI is either underutilized or unmanaged. 

Procurement teams may be hesitant, unclear on 

governance, or relying on manual processes that no 

longer scale. This creates risk — either from inaction 

or uncontrolled use.

What A High Score (>20) Means
AI is embedded into daily workflows with clear 
guardrails. Tactical work is automated, freeing teams 

to focus on judgment and strategy. Procurement is 

shaping AI use, not reacting to it.

Rate each statement from 
1 (Not True) to 5 (Very True)
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Procurement has real-time visibility 
into active spend

Supplier data is centralized 
and reliable

Contracts, obligations, and renewals 
are visible and tracked

Procurement can quickly answer 
“what are we committed to?”

Business leaders trust 
Procurement’s data

Visibility Across Spend, 
suppliers, & commitments

make it RAINDROP  

T O T A L

what a low score (<10) reveals
Procurement lacks reliable, real-time insight. 

Decisions are reactive, data is fragmented, and trust 

in reporting is limited. Without visibility, Procurement 

cannot lead — only respond.

What A High Score (>20) Means
Procurement has a clear, trusted view of 

commitments and risk. Leaders can answer 

questions quickly and confidently. Visibility enables 
faster decisions and stronger governance.

Rate each statement from 
1 (Not True) to 5 (Very True)
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Governance is embedded into 
workflows, not enforced manually

Risk thresholds are clearly defined and 
consistently applied

Compliance does not slow 
down routine work

AI systems operate within 
documented guardrails

Audit trails are complete 
and accessible

governance, risk, 
& control

make it RAINDROP  

what a low score (<10) reveals
Governance relies on manual approvals, slowing 

work without reducing risk. Rules are inconsistently 

applied, and audit readiness depends on effort 

rather than design.

What A High Score (>20) Means
Governance is embedded into workflows and scales 
with automation. Risk is managed through clear 

guardrails, not bottlenecks. Compliance happens by 

default, not exception.

T O T A L

Rate each statement from 
1 (Not True) to 5 (Very True)
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Procurement systems support 
end-to-end orchestration

Data flows cleanly across intake, 
sourcing, contracts, and AP

Tools are easy to use and 
widely adopted

Point solutions are rationalized 
rather than proliferating

Technology can adapt as 
needs change

technology & 
platform foundations

make it RAINDROP  

what a low score (<10) reveals
Procurement operates across disconnected tools 

and point solutions. Integration gaps create friction, 

data silos, and fragility. Transformation efforts stall 

due to weak foundations.

What A High Score (>20) Means
Procurement runs on cohesive, adaptable platforms. 

Orchestration replaces manual coordination. The 

technology stack supports change rather than 

resisting it.

T O T A L

Rate each statement from 
1 (Not True) to 5 (Very True)
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Procurement and Finance are aligned 
on AI-driven OpEx

Usage-based or variable pricing 
models are understood and governed

Spend forecasts account for 
AI consumption variability

Procurement can explain 
value vs. cost clearly

Contracts reflect modern 
consumption models

financial alignment & ai- 
driven spend management

make it RAINDROP  

what a low score (<10) reveals
Procurement and Finance are misaligned on 

AI-driven consumption and OpEx. Spend feels 

unpredictable, creating tension and limiting 

innovation.

What A High Score (>20) Means
Procurement and Finance operate as partners. AI-

driven spend is understood, governed, and aligned 

to outcomes. Procurement can explain value, not 

just cost.

T O T A L

Rate each statement from 
1 (Not True) to 5 (Very True)
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scoring & 
interpretation

make it RAINDROP  

why 
measure

Leader
Procurement is positioned 
to lead in 2026. Focus on 

scaling and continuous 
innovation.

Transitional
Progress is underway, but 

gaps remain. Prioritize 
speed, AI operating model 

maturity, and visibility.

Laggard
Procurement relevance 

is fragile. Immediate 
focus on foundations and 
enablement is required.

175-140 139-75 74-0

Y O U R 
 T O T A L

The goal of this scorecard isn’t a perfect score — it’s clarity. 
Procurement leaders clearly positioned for 2026 aren’t guessing 
where they stand. They know — and they act accordingly.
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Final thought
Procurement leaders clearly positioned for 2026 aren’t guessing 
where they stand. They know — and they act accordingly. If you’re 
on the right path, stakeholders should be saying:

“ Procurement helps us move faster 
— not slower.”

“ Governance feels built in, not bolted on.”

“ Procurement understands how 
the business actually works.”

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 

If these 

statements 

feel aspirational

rather than true, use 

your scorecard results 

to identify where

Procurement is 

still exposed.
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