
PROCUREMENT 
MOVES TO THE 
FOREFRONT OF 
GOVERNMENT 
MODERNIZATION

C itizens rarely think about how 
state and local governments 
contract for goods and 
services. But procurement 

professionals know that the effectiveness 
of their operations can make or break 
how well government delivers the modern 
capabilities constituents need.  

“Inefficient legacy systems just don’t 
allow city leaders to be nimble enough to 
launch new programs quickly,” says Dan 
Symon, New York City’s chief procurement 
officer and director of the Mayor’s Office of 
Contract Services (MOCS). 

With that reality in mind, the city is 
reimagining government procurement, 
starting with a new e-procurement 
system designed to end the inefficiency 
of manual, paper-based processes. 

“It was taking the city way too long to 
issue RFPs and contract for necessary 
goods and services,” he says, describing 
one of the pain points that convinced the 
city to act. 

Symon and his staff are now well into 
a multi-year modernization program 
that relies on technology from Ivalua 
to enable a critical new capability: a 
complete, digital source-to-pay system. 

“Getting that full end-to-end 
experience in one digital platform is 
a huge transformation for the way 
New York City operates,” says Symon. 
“Without an end-to-end solution, the 
procurement process falls off a cliff.”

New York City isn’t alone in turning 
to e-procurement solutions to 
modernize government operations. 

The state of Arizona initiated a series 
of digitalization projects over the last 
decade, including the adoption of 
Ivalua’s e-procurement system. 

New York City and Arizona are part of 
a growing e-procurement trend that cuts 
across the public sector and commercial 
industry. Market intelligence firm Reports 
and Data anticipates the overall market 
for procure-to-pay (P2P) applications will 
expand from $5 billion in 2018 to $9.2 
billion in 2026 — a compound annual 
growth rate of 7.6 percent.1 Technology 
research firm Gartner adds that sales for 
cloud-based P2P solutions have outpaced 
spending for on-premises applications 
because of shorter implementation and 
supplier onboarding times, better supplier 
collaboration and other benefits.2 
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BIG CHANGES IN  
THE BIG APPLE  

New York City’s procurement 
modernization program created the 
Procurement and Sourcing Solutions 
Portal (PASSPort), which supports 
approximately 40 agencies managed 
by the mayor’s office. PASSPort grew 
out of an earlier modernization project 
called the HHS Accelerator, which 
the city launched a decade ago to 
bring efficiency and standardization to 
procurement for the dozen agencies 
that fund health and human services 
programs. 

“For the HHS Accelerator we re-
imagined how to manage RFPs and the 
vendor evaluation process within a new 
digital platform,” Symon recalls. 

HHS Accelerator enables agencies 
to accept proposals from vendors and 
approve their contract budgets and 
associated invoices online — all of 
which replaced paper-based processes. 
The modernization also created a 
prequalification framework to speed the 
selection of suppliers for HHS agencies. 

The PASSPort staff, a combination of 
the HHS Accelerator team and MOCS 
personnel, is drawing on lessons 
learned from this earlier endeavor 
to help the wider digitization effort 
succeed. Procurement leaders knew 
that modernization would require a new 
e-procurement platform and more. 

“We had to think through what 
modernization means in terms of 
how we issue a solicitation, negotiate 
contracts and manage vendor relations 
after a contract is signed,” says Ryan 
Murray, first deputy director for the 
Mayor’s Office of Contract Services. 

In addition, the PASSPort team 
revised the responsibilities of some 
procurement professionals, including 
the chief procurement officers in each 
of the mayor’s office agencies. 

“This is very much a workforce 
transformation effort that is shifting 
organizational culture,” Murray says.

Finally, the leaders collaborated with 
vendors to understand how working 
relationships with the city could be 
improved and to help suppliers transition 
to the new procurement methods. 

With so much to accomplish, the 
procurement team chose a three-phase 
implementation plan. Phase one, which 
went live in 2017, created an electronic 
portal where vendors can register to 
complete integrity disclosures. These 
disclosures allow agencies to conduct 
thorough background checks of 
potential vendors. To date, the portal 
has enrolled more than 13,000  vendors, 
including new suppliers, that can 
now complete filings within a day — a 
significant improvement from the month 
or more that the process used to take. 

Phase two, launched in April 2019, 
provided agencies with a new electronic 
portal modeled after those used by 
e-retailers. Staff can purchase standard 
items from about 1,200 vendor contracts 
that cover everything from pencils and 
office furniture to fire trucks.

“We replaced various antiquated 
systems and manual processes with 
an online shopping experience,” says 
Symon. “The requested purchases go 
through all necessary approvals and 
validations to make sure there is money 
available in the budgets. The process 
is fully electronic and transparent. 
Everybody who needs to know about 
the purchases sees what’s happening 
and why. It’s been a huge benefit to the 
city’s internal operations.” 

Although PASSPort is only two-
thirds of the way through its scheduled 
implementation timetable, the city is 
already reaping significant rewards. In 
addition to onboarding vendors more 
quickly, the platform lets agencies easily 
share information. 

“We broke down information silos,” 
says Symon. “Now, after one agency 
completes a background check on a 
vendor, the other 39 agencies have 
access to the relevant information. They 

don’t have to start from scratch if they 
want to use the same supplier.”

The city is well into the implementation 
of PASSPort’s third phase, slated for 
completion in the spring 2020. It will 
digitize all the steps in the sourcing 
process, from issuing RFPs and negotiating 
contracts to submitting documents to the 
New York City Comptroller  for contract 
registration reviews.

“That phase will have the biggest 
impact on the city because it completes 
the pieces needed for an end-to-end 
procurement process,” says Symon. 

A TRADITION OF INNOVATION
Procurement modernization isn’t a 

new concept for the state of Arizona — 
it has been top of mind for more than 
a decade. The state’s first electronic 
procurement system went live in 2009. 
Soon after, procurement officials rolled 
out a series of programs to digitize 
and automate core processes for 
solicitations, contract management, 
requisitions, purchase orders and 
electronic invoicing.

By mid-decade, with many digital 
improvements already in place, 
procurement officials reached out again 
to e-procurement vendors to analyze 
whether the market had matured to 
further enhance acquisitions efficiency. 
After a competitive evaluation process, 
officials selected Ivalua’s platform to 
replace the existing application. Because 
the state had already transitioned from 
paper-based to digital processes, the 
upgrade was straightforward and by the 
fall 2018, the new system was live. 

Since then, the procurement office 
has focused on releasing the advanced 
features offered by the cloud-based 
Ivalua application, including tighter 
access controls to platform capabilities 
and data. 

In addition, one “power user” agency 
is using the application’s questionnaire 
module to ensure bids contain all the 
information necessary for review. 
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“The system doesn’t let vendors 
submit their proposals until they answer 
all the required questions,” says Christina 
Garza, applications manager in the State 
Procurement Office (SPO). “The result 
is that the agency receives enough 
responses to RFPs to avoid having to 
cancel or rebid because there weren’t 
enough complete proposals.”

Managers at the agency estimate 
they have substantially reduced the 
number of rebids, she reports. 

Perhaps most significant is the 
platform’s reporting tool, which will let 
staff members perform detailed spending 
analyses, Garza says. The reports will 
drill into data about statewide purchasing 
volumes and trends, which could help 
officials eliminate unnecessary expenses 
and negotiate more favorable terms  
when renewing contracts.

“Our overall goal is to have an 
enterprise strategy in place that’s 
based on the detailed information 
we can pull out of the procurement 
system,” Garza says.

PROCUREMENT LEADERS 
SHARE BEST PRACTICES

Veterans of procurement modernization 
programs in New York City and Arizona 

say some important factors for success 
are choosing the right e-procurement 
solution, performing process 
modernization, ensuring stakeholder 
collaboration and implementing effective 
change management strategies.  

What should procurement 
professionals look for when evaluating 
the latest e-procurement applications? 
First, consider a SaaS solution. The 
cloud offers a host of benefits, including 
faster implementation timeframes 
because organizations bypass the 
time-consuming process of buying, 
implementing and testing on-premises 
technology. In addition, procurement 
officials should look for e-procurement 
platforms that can be tailored to 
the unique performance and legal 
requirements of government. 

“In some cases, the exact words and 
sentences we have to ask vendors are 
baked-in by legislators,” says Symon. 

SaaS applications must support that 
level of customization, he says.   

Similarly, the platform must be 
flexible enough to let procurement 
departments address the shifting 
needs of agencies and vendors, as 
well as adhere to newly enacted laws. 

Next, turn to process reengineering. 

“The reason why some organizations 
stumble is they try to simply digitize 
existing paper processes,” says Symon. 
“They don’t consider how to transform 
the overall procurement system to 
streamline it and make it more effective.”

Besides eliminating obsolete steps in 
procurement workflows, officials should 
look for ways to simplify underlying data 
streams, such as integration between 
procurement and financial systems. 
For example, Arizona’s SPO reduced 
the amount of information these two 
resources had to exchange with each 
other. In the past, they shared commodity-
level information associated with each 
line item. Now, the e-procurement 
system just sends a line item’s dollar 
value and the accounting calculations 
associated with it to the financial system. 

 “There are fewer places where errors 
can arise between the two systems, 
and if problems do occur, they’re 
easier to isolate and fix,” Garza says. 

Enhanced collaboration also improves 
the odds of modernization success. 
This should start with end users. 

“We worked closely from the 
beginning with people who would be 
using the system to make it easier to 
navigate,” Murray says. ”We spoke 

“Our overall goal is to have an enterprise strategy in 
place that’s based on the detailed information that 

we can pull out of the procurement system.”

— Christina Garza, Applications Manager, Arizona State Procurement Office 
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with everyone, from agency heads to 
the people who are in the weeds of 
procurement operations.”

The conversations helped the 
PASSPort team make sure process 
changes weren’t so standardized they 
wouldn’t accommodate exceptions  
that might arise. 

“These conversations are extensive 
and ongoing,” he adds. “We wanted 
the feedback loops to be strong during 
each phase of the implementation and 
stay that way after new capabilities are 
enabled. If we don’t get something 100 
percent right at launch, we want to get 
enhancements queued up so we can 
make the changes stick.” 

It’s also important to collaborate  
with vendors. 

“We opened lines of communication 
with suppliers to be sure we weren’t 
just designing from within government,” 

Murray says. “We were also looking 
at procurement from the outside 
to provide the best experience 
for someone who is interested in 
doing business with the city.”  

Finally, procurement modernization 
requires effective change management. 
Training is key to spur adoption of new 
digital tools and workflow processes. 

Arizona’s SPO continues to refine the 
quick-start reference guide and training 
sessions it organized to help people 
learn the new e-procurement platform. 

“Both are more user friendly now and 
focus on how people are actually using 
the system,” Garza says. 

In the near future, the state will offer 
what Garza calls microlearning resources, 
such as short videos that address specific 
problem areas for end users. 

E-procurement champions — 
early and enthusiastic adopters of 

e-procurement capabilities — are 
another important resource for 
smoothing out rough spots.

“They offer leadership support for 
people who will be needing more time 
to accept change,” says Symon. 

When organizations develop an 
inclusive strategy, change management 
doesn’t have to be the hurdle that some 
executives fear. Many procurement 
professionals are anxious to embrace 
digital tools that can make their lives 
more efficient, Symon explains. 

“But that means bringing people 
along from the beginning, not just  
when it’s time to show them a demo 
or train them on the new system,” he  
says. “In that way, you help them 
see how they can contribute to 
the mission of government and do 
everything they can to support the 
priorities of constituents.”

This piece was developed and written by the Governing Institute Content Studio, with information and input from Ivalua.

“Without an end-to-end solution, the procurement 
process falls off a cliff.”

— Dan Symon, Chief Procurement Officer and Director, New York City Mayor’s Office of Contract Services 


