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Process vs. People

Although Procurement is primarily 
ŀōƻǳǘ ǇǊƻŎŜǎǎŜǎ ŀƴŘ ǇǊƻŎŜŘǳǊŜǎΧ

Χ ŀ ƳŀƧƻǊƛǘȅ ƻŦ ǘƛƳŜ ƛǎ ǎǇŜƴǘ 
interacting with people!



Leadership 
Questions?

3

How can you easily change 
others?

How can you easily control 
others?

vΥ άIƻǿ Řƻ ȅƻǳ ƎŜǘ ǎƻƳŜ ƻƴŜ ǘƻ 
do the job you thought they 
ǿŜǊŜ ƘƛǊŜŘ ǘƻ ŘƻΚέ



Ignaz Semmelweis



Know Yourself / Know Others



Leadership Realities

ÅtŜƻǇƭŜ ŘƻƴΩǘ ŀƭǿŀȅǎ ƭƛǎǘŜƴ ς ŜǾŜƴ ƛŦ ȅƻǳΩǊŜ ǊƛƎƘǘ ϧ ƘŀǾŜ Řŀǘŀ

ÅEveryone thinks they are doing the right thing

ÅYou cannot easily control others

ÅYou cannot easily change others



άtŜƻǇƭŜ {ƪƛƭƭǎέ 
are among the most 

important attributes of 
effective Procurement 

& Supply Chain
Professionals



Working with 
Internal User Groups



Terminology

ÅInternal Team

ÅUser Groups

ÅBusiness Units

ÅEnd Users

ÅInternal Clients

ÅClient Personnel

Å!ƴŘ ǎƻ ƻƴΧ

The NON-PROCUREMENT
Members of the 
Client / Buyer 
hǊƎŀƴƛȊŀǘƛƻƴΩǎ 
Project Team



Impacts of Client Personnel

Low High

Level of  Effort

1. Client has never been involved in a procurement

2. Client has limited experience with this type of 
project/service

3. /ƭƛŜƴǘ ƛǎƴΩǘ ǎǳǊŜ ǿƘŀǘ ŜȄŀŎǘƭȅ ǘƘŜȅ ǿŀƴǘ

4. Client wants to sole-source 

5. Client wants to pick a supplier that they know 

6. Client wants to pick a supplier that has worked 
for organization in the past



Impacts of Client Personnel

1. Client has never been involved in a procurement

2. Client has limited experience with this type of 
project/service

3. /ƭƛŜƴǘ ƛǎƴΩǘ ǎǳǊŜ ǿƘŀǘ ŜȄŀŎǘƭȅ ǘƘŜȅ ǿŀƴǘ

4. Client wants to sole-source 

5. Client wants to pick a supplier that they know 

6. Client wants to pick a supplier that has worked 
for organization in the past

Can Be Addressed
Through Education 

& Toolkits



Impacts of Client Personnel

1. Client has never been involved in a procurement

2. Client has limited experience with this type of 
project/service

3. /ƭƛŜƴǘ ƛǎƴΩǘ ǎǳǊŜ ǿƘŀǘ ŜȄŀŎǘƭȅ ǘƘŜȅ ǿŀƴǘ

4. Client wants to sole-source 

5. Client wants to pick a supplier that they know 

6. Client wants to pick a supplier that has worked 
for organization in the past

Resistive Behaviors 
That Will Require 
Greater Attention 



Resistive Behaviors

ÅMost people are not intentionally trying to be difficult

ÅMany are resistive due to fear of change or fear that the 
outcome of the project/service will impact their work 
personally.



{ƛƳǇƭŀǊΩǎ hǊƎŀƴƛȊŀǘƛƻƴŀƭ /ƘŀƴƎŜ 5ŀǘŀōŀǎŜ 

Top 5 Resistance Behaviors

1. Reversion

2. Reluctant Compliance

3. Arguing

4. Lack of Transparency

5. Delaying

Passive
43%

Active
20%

Inadvertent
37%



!ǎƪ ¸ƻǳǊǎŜƭŦΧ

1. Client has never been involved in a procurement

2. Client has limited experience with this type of 
project/service

3. /ƭƛŜƴǘ ƛǎƴΩǘ ǎǳǊŜ ǿƘŀǘ ŜȄŀŎǘƭȅ ǘƘŜȅ ǿŀƴǘ

4. Client wants to sole-source 

5. Client wants to pick a supplier that they know 

6. Client wants to pick a supplier that has worked 
for organization in the past

ΧLǎ ǘƘŜ /ƭƛŜƴǘ ƭƻƻƪƛƴƎ ǘƻ ǎƻƭŜ ǎƻǳǊŎŜ ƻǊ ǇƛŎƪ ŀ 
supplier just because they want to 

increase the risk of a protest?



!ǎƪ ¸ƻǳǊǎŜƭŦΧ

1. Client has never been involved in a procurement

2. Client has limited experience with this type of 
project/service

3. /ƭƛŜƴǘ ƛǎƴΩǘ ǎǳǊŜ ǿƘŀǘ ŜȄŀŎǘƭȅ ǘƘŜȅ ǿŀƴǘ

4. Client wants to sole-source 

5. Client wants to pick a supplier that they know 

6. Client wants to pick a supplier that has worked 
for organization in the past

ΧLǎ ǘƘŜ /ƭƛŜƴǘ ƭƻƻƪƛƴƎ ǘƻ ǎƻƭŜ ǎƻǳǊŎŜ ƻǊ ǇƛŎƪ ŀ 
supplier just because they want to 

make your life more difficult?



Why Is The Client Asking For This?

1. Client has never been involved in a procurement

2. Client has limited experience with this type of 
project/service

3. /ƭƛŜƴǘ ƛǎƴΩǘ ǎǳǊŜ ǿƘŀǘ ŜȄŀŎǘƭȅ ǘƘŜȅ ǿŀƴǘ

4. Client wants to sole-source 

5. Client wants to pick a supplier that they know 

6. Client wants to pick a supplier that has worked 
for organization in the past

Could it be because the Client 
ŘƻŜǎƴΩǘ ǘƘƛƴƪ ǘƘŜȅ ƘŀǾŜ ǘƛƳŜ 

to run a full RFP?



Why Is The Client Asking For This?

1. Client has never been involved in a procurement

2. Client has limited experience with this type of 
project/service

3. /ƭƛŜƴǘ ƛǎƴΩǘ ǎǳǊŜ ǿƘŀǘ ŜȄŀŎǘƭȅ ǘƘŜȅ ǿŀƴǘ

4. Client wants to sole-source 

5. Client wants to pick a supplier that they know 

6. Client wants to pick a supplier that has worked 
for organization in the past

Could it be because the Client personally had a bad experience 
with Suppliers in the past, 

ŀƴŘ ŘƻŜǎƴΩǘ ǿŀƴǘ ǘƻ ƎŜǘ ǎǘǳŎƪ ǿƛǘƘ ŀ ƭƻǿ ǇŜǊŦƻǊƳƛƴƎ {ǳǇǇƭƛŜǊ ŀƎŀƛƴ



Why Is The Client Asking For This?

1. Client has never been involved in a procurement

2. Client has limited experience with this type of 
project/service

3. /ƭƛŜƴǘ ƛǎƴΩǘ ǎǳǊŜ ǿƘŀǘ ŜȄŀŎǘƭȅ ǘƘŜȅ ǿŀƴǘ

4. Client wants to sole-source 

5. Client wants to pick a supplier that they know 

6. Client wants to pick a supplier that has worked 
for organization in the past

Could it be because the Client has personally invested a lot of time 
gathering information about products/suppliers 

and believes that they know what the best product/supplier is? 



Why Is The Client Asking For This?
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project/service
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¢ƘŜǊŜ ŀǊŜ Ƴŀƴȅ άǾŀƭƛŘέ ǊŜŀǎƻƴǎ ǿƘȅ ǘƘŜ /ƭƛŜƴǘ ōŜƭƛŜǾŜǎ 
ǘƘŀǘ ǘƘŜȅ ƪƴƻǿ ōŜǎǘΧ



Why Is The Client Asking For This?

1. Client has never been involved in a procurement

2. Client has limited experience with this type of 
project/service

3. /ƭƛŜƴǘ ƛǎƴΩǘ ǎǳǊŜ ǿƘŀǘ ŜȄŀŎǘƭȅ ǘƘŜȅ ǿŀƴǘ

4. Client wants to sole-source 

5. Client wants to pick a supplier that they know 

6. Client wants to pick a supplier that has worked 
for organization in the past

¢ƘŜǊŜ ŀǊŜ Ƴŀƴȅ άǾŀƭƛŘέ ǊŜŀǎƻƴǎ ǿƘȅ ǘƘŜ /ƭƛŜƴǘ ōŜƭƛŜǾŜǎ 
ǘƘŀǘ ǘƘŜȅ ƪƴƻǿ ōŜǎǘΧ but that is why the Purchasing Agent is so 

important to the Organization!



How Can 
Procurement

Help?



Four Wisdoms

1. Understand potential perceptions

2. Listen to what your customers are saying

3. Emphasize the importance of the project outcome

4. Act as a facilitator



Wisdom 1) Understand Potential Perceptions

Research has shown:

Å40% view procurement 
ŀǎ άƘŜƭǇŦǳƭέ

Å60% view procurement 
ŀǎ άƴƻǘ ƘŜƭǇŦǳƭέ ƻǊ 
άƻōǎǘŀŎƭŜέ Extremely Helpful Somewhat Helpful

Not Helpful Obstacle



²Ƙȅ 5ƻ {ƻƳŜ ±ƛŜǿ άtǊƻŎǳǊŜƳŜƴǘέ !ǎ !ƴ hōǎǘŀŎƭŜΚ

Å{ƻƳŜ ǘƘƛƴƪ ǘƘŀǘ ǇǊƻŎǳǊŜƳŜƴǘ άslows things downέ

ÅSome have had bad procurement experiences in the past.

ÅMost may not understand the true value that procurement can 
bring/add to directly improve their project results.

ÅSome view procurement as bureaucracy or a checkpoint they 
ƘŀǾŜ ǘƻ άget throughέ ōŜŦƻǊŜ ǘƘŜȅ Ŏŀƴ άget back to the projectέ



Wisdom 2) Listen To What They Are Saying

ÅLet the client share their thoughts, concerns, and current project 

information.

Å5ƻƴΩǘ ŦŜŜƭ ŦƻǊŎŜŘ ǘƻ ŀƴǎǿŜǊ ŀ ǉǳŜǎǘƛƻƴ ǘƘŀǘ ȅƻǳ ŀǊŜ ƴƻǘ млл҈ 

confident about.  

ςIt is OK to say: 

ςάGood question! Let me check with my team and get back to you soonέ



3) Emphasize the importance of the Project Outcome

ÅMarket Research

ÅStatement of Work

ÅExpert Vendor (Team)

ÅOpportunity for Innovation

ÅPrice Competition

ÅApples-to-Apples Comparisons

ÅAvoid Change Orders 

ÅEtc.



Wisdom 4) Act as a Facilitator

Procurement 
& Supply Chain

Business Partner
 / User

Guide & Assist their 
Business Partners!



Wisdom 4) Act as a Facilitator

ÅRemember, for your Business Partners, the procurement 
process can be:

ςNew
ςUnfamiliar
ςMore complex than expected
ςOverwhelming
ςDisorienting
ςEtc.

A simple 30-60 minute 
άstep-by-step walk-throughέ 
can help them understand 

that you have a plan to 
address their major concerns



Wisdom 4) Act as a Facilitator

ÅHelp them lay out their strategic plan & tactical schedule

Å5ƻƴΩǘ Ƨǳǎǘ ǘŜƭƭ ǘƘŜƳ άnoέ ƻǊ άǿŜ ŎŀƴΩǘ Řƻ ǘƘŀǘέΧΦ

 Χ 9ǾŜƴ ƛŦ ǘƘŜȅ ŀǊŜ ŀǎƪƛƴƎ ŦƻǊ ǎƻƳŜǘƘƛƴƎ ǘƘŀǘ ŎŀƴΩǘ ōŜ ŘƻƴŜΗ

ςSuggest alternatives that can meet their objectives 

(and meet procurement policies)

ςRemember, you are a problem solver!



Reality of the Situation

ÅPerformance on projects (public works, aux services, 
construction, design, software, IT, FM work) has been 
proven to NOT correlate to contract types, delivery 
methods, software, design quality, etc.

ÅPerformance HAS BEEN PROVEN to highly correlate to the 
capability, skill, and experience of the people doing the 
work ς the critical personnel on a project



Importance of People

Only PEOPLE can deliver:

ÅInnovation

ÅRisk Minimization

ÅCreativity

ÅValue Creation

ÅCost Reduction



Good Procurement
Leadership Perspectives



Just because something is 
written in a contract 
does not make it so



Alignment

#1 

Do not assume the client can 
describe what they want or even 
knows what they really need

35
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Alignment

#2

Understand what is the biggest risk 
on your projects

37



Vendor 1

Vendor 2

Vendor 3

Vendor 4

High

Low High

Low High

Low High

Low

See: Impacts of Common Approaches

Vendor 1
Vendor 2
Vendor 3
Vendor 4



High

Low

Owners 

ñThe lowest possible quality 

that I wantò 

Vendors 

ñThe highest possible value 

that you will getò

Minimum

See: Problem with Traditional Approach

High

Low

Maximum

Whose job is it to ensure the 
minimum is met?



Which of these 
teams 

brings your 
organization the 

most risk?

40

Team Vendor 1

Team Vendor 2

Team Vendor 3

Team Vendor 4

High

Low High

Low



Which of these 
teams 

can bring your 
organization the 

most value?

41

Team Vendor 1

Team Vendor 2

Team Vendor 3

Team Vendor 4

High

Low High

Low



Is this your 
market?

42

Team Vendor 1

Team Vendor 2

Team Vendor 3

Team Vendor 4

High

Low High

Low



Or is this your 
market?

43

Team Vendor 1

Team Vendor 2

Team Vendor 3

Team Vendor 4

High

Low High

Low



A ά/ƭƛŜƴǘ-of-/ƘƻƛŎŜέ  όά/ǳǎǘƻƳŜǊ-of-/ƘƻƛŎŜέύ

ÅVendors / contractors want to work for you over other owners

ÅClients-of-/ƘƻƛŎŜ ƎŜǘ ǾŜƴŘƻǊǎΩ best teams (experts) on their projects

ÅContractors spend the time to put together an accurate proposal

ÅClient-of-Choice personnel know how to behave with experts

ÅClient-of-/ƘƻƛŎŜ Ƙŀǎ ŀƴ ƻǿƴŜǊ άǘŜŀƳέ ǘƘŀǘ ƛǎ trained and prepared to 
work in a high performance delivery environment



Creating Value

ÅValue can only be 
created through 
expertise

ÅSourcing cannot create value, but 
can create an environment that:
ÅAttracts Value Creators
ÅEnable Value Creators to 

Differentiate Themselves
ÅLeverages the Expertise of the 

Value Creators
ÅProtects Value Creators
ÅGood Cop / Bad Cop

45



Leader or Manager?

Manager = someone you have to work for

Leader = someone you want to work for

46



Becoming a Client of Choice

Vendors want to send their best people to 
compete on your projects

bŜŜŘ ǘƻ ǎǘŀǊǘ ǿƛǘƘ ƪƴƻǿƛƴƎ ȅƻǳǊǎŜƭŦΧΦ

47



Introducing Human 
Dimensions



ÅWhile the individual man is an 
insoluble puzzle, in the 
aggregate he becomes a 
mathematical certainty

 - Sherlock Holmes

LǘΩǎ 
Elementary



ÅOver 35 Master Degrees and 7 PhD 
Dissertations
ÅWhat Psychological Tools are Available
ÅHow to Assess People and Teams
ÅHow to Collect Data
ÅWhat Data to Collect

ÅTop Tools Identified
ÅPersonality & Aptitudes
ÅEmotional Intelligence
ÅBehavioral Diagnostic
ÅMB

Road to 
Today



Å.ŀǎŜŘ ƻƴ ά.ƛƎ {ƛȄέ personality 
aptitudes and four sub facets each

ÅEach facet and sub facet is measured 
on a scale of 1 to 5

ÅRespondents indicate agreement or 
disagreement with various statements

ÅDeveloped by Ashton & Lee in the 
early 2000s

ÅRobust research background 

Å60 questions

HEXACO Personality Inventory



ÅFour primary skills under two main 
competencies: personal competence and 
social competence

ÅMeasured on a scale of 1-100

ÅOverall Emotional Intelligence score 
computed from the scores of the primary 
skills.

Å28 questions

ÅRespondents indicate how often they 
demonstrate a behavior (never to always)

ÅDeveloped by Bradberry & Greaves

Emotional Intelligence

Personal 
Competence

SELF 
AWARENESS

SELF 
MANAGEMENT

Social 
Competence

SOCIAL 
AWARENESS

RELATIONSHIP 
MANAGEMENT



Behavioral Tendencies
ÅAdvanced version of the four-quadrant behavior 

diagnostic tool known commonly as DISC

ÅProvides insight into workplace priorities and 
preferences

Å48 questions

ÅPeople vs task orientation (-4 to 4)

ÅReserved vs assertive communication (-4 to 4)

ÅOverall DISC (1 to 25)

ÅRespondents choose descriptions that are 
most/least like them :

ÅDominant 

ÅCautious

ÅSupportive

Å Inspiring



Individualized Reports



Customized Individual Reports

Individualized reports created for every respondent

wŜǇƻǊǘ ǇǊƻǾƛŘŜǎ ŀ ŘŜǘŀƛƭŜŘ ƛƴǎƛƎƘǘ ƛƴǘƻ ŀƴ ƛƴŘƛǾƛŘǳŀƭΩǎ ǇŜǊǎƻƴŀƭƛǘȅ 
type

9ŀŎƘ ŀǎǎŜǎǎƳŜƴǘ ƛƭƭǳǎǘǊŀǘŜǎ Ƙƻǿ ǘƘŜ ƛƴŘƛǾƛŘǳŀƭΩǎ ǇŜǊǎƻƴŀƭƛǘȅ 
compares with organization & overall industry.

Information about how the individual compares against 
the procurement leadership in the industry is provided



ÅHire/Assign the Right Talent
ÅIncreased probability of finding employees who are 
ǘƘŜ ǊƛƎƘǘ άŦƛǘέ

ÅIdentify Existing Talent
ÅAssess likelihood of success

ÅRetain and Grow Talent
ÅGrow employees to achieve their maximum potential

How are 
these used?



ÅRanked the PMs via a weighted combination 
of:

Key Performance Areas
ÅProject

ÅTechnical

ÅLeadership

ÅOther

Performance 
Ratings: 
ID the Rockstars



Å6% are PM Rockstars (Top Performers)

Å51% are Good PM Performers

Å43% are Below Average PM Performers

ÅConsidering:
ÅOverall Quality of Work 
ÅOverall job knowledge 
ÅAbility to effectively lead and manage others 
ÅAbility to meet schedule deadlines in a timely manner 
ÅOverall leadership and communication skills 
ÅAbility to take initiative 
ÅOverall supervisor satisfaction rating of the employee 

ÅGC + Electrical + Mechanical
Å Mid-Career is highest performing (45ish)

How Many Are 
There?



Å#1 ς Patience (17%) (calm vs anger)

Å#2 ς Forgiveness (high trust / after mistakes)

Å#3 ς Agreeableness (collaborative/cooperative)

ÅOther Significant Factors:
ÅHigher Relationship Management Skills

ÅHigher Greed Avoidance

ÅLess Creative (Aesthetic)

ÅLess Emotional (less stress)

ÅLess Fearful

ÅLess Openness to New Experiences

Biggest 
Differences



ÅTop Performing Field Leaders 
(Superintendents & Foremen)

ÅSignificant Differences from PMs
ÅLower modesty (know they are the boss)

ÅLower forgiveness (long memories, not trusting)

ÅEven Lower Creativity (tried and true)

ÅMUCH Higher Fear (extreme risk avoidance)

ÅHigher self-awareness (understand their 
ŜƳƻǘƛƻƴǎ ŜŦŦŜŎǘ ƻǘƘŜǊǎΩ ǇŜǊŦƻǊƳŀƴŎŜύ

Field 
Leaders 
    Vs
Project 
Managers



Comparing Levels Org. Seniority

Honesty 3.71

Emotionality 2.96

Extraversion 3.56

Agreeableness 3.06

Conscientiousness 3.79

Openness 3.30

EQ 72.62

MBTI ISTJ

DISC S

Performance 8.03

Pot Exec 4.25

Level 1

Honesty 3.70

Emotionality 3.00

Extraversion 3.46

Agreeableness 3.07

Conscientiousness 3.87

Openness 3.53

EQ 71.00

MBTI STJ

DISC C

Performance 7.87

Pot Exec 3.83

Level 2

Honesty 3.73

Emotionality 2.87

Extraversion 3.49

Agreeableness 2.84

Conscientiousness 3.85

Openness 3.15

EQ 72.27

MBTI ISTJ

DISC D

Performance 8.43

Pot Exec 7.19

Level 3

Honesty 3.69

Emotionality 2.99

Extraversion 3.45

Agreeableness 2.67

Conscientiousness 3.91

Openness 3.30

EQ 68.50

MBTI STJ

DISC D

Level 4

The differences between 
levels

Entry

A few people 
working for 

them

PM; runs 
projects/systems

Oversee
multiple PMs



Honesty 3.71

Emotionality 2.96

Extraversion 3.56

Agreeableness 3.06

Conscientiousness 3.79

Openness 3.30

EQ 72.62

MBTI ISTJ

DISC S

Performance 8.03

Pot Exec 4.25

Honesty 3.70

Emotionality 3.00

Extraversion 3.46

Agreeableness 3.07

Conscientiousness 3.87

Openness 3.53

EQ 71.00

MBTI STJ

DISC C

Performance 7.87

Pot Exec 3.83

Honesty 3.73

Emotionality 2.87

Extraversion 3.49

Agreeableness 2.84

Conscientiousness 3.85

Openness 3.15

EQ 72.27

MBTI ISTJ

DISC D

Performance 8.43

Pot Exec 7.19

Honesty 3.69

Emotionality 2.99

Extraversion 3.45

Agreeableness 2.67

Conscientiousness 3.91

Openness 3.30

EQ 68.50

MBTI STJ

DISC D

Enhanced Decision Making ς 
Promotions / Opportunities

HiPerf ñSusanò ñLarryò ñBobò

94% 85% 78%Aptitude Match



Å309 procurement professionals

Volunteer Procurement Professionals






