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The success of a technology investment hinges on the teams responsible for implementation 
and ongoing usage. They need clear, actionable guidance that addresses technical reality, not 
just executive vision. 

This technical and business playbook focuses on execution, risk mitigation, and maximizing 
the 80/20 rule for project teams. 

 

The Tactical Playbook: Accelerating Vendor Selection 
for Execution Teams 
The goal is to move from 8+ month RFP cycles to a 3-month Just-in-Time Decision 
Evaluation (JITDE™). This is achieved by focusing ruthlessly on vital needs and shifting your 
mindset from buying a product to acquiring a configurable business process. 

1. Critical Mindset Shifts for Project Teams 
Successful software acquisition and implementation depend on challenging three common 
organizational failures: 

Mistake to Avoid Operational Impact & 
Mitigation 

Action 

1. The Customization Trap Issue: Buying COTS 
(Commercial 
Off-the-Shelf) software is 
acquiring a business 
process. Customizing it to 
fit outdated "this is how 
we've always done it" 
thinking creates technical 
debt and breaks vendor 
upgrade pathways. 

Action: Utilize the 
software's configuration 
options to adapt it to your 
needs, but avoid core 
code customization at all 
costs. Be prepared to 
change internal processes 
to align with the vendor's 
best-practice model. 
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Mistake to Avoid Operational Impact & 
Mitigation 

Action 

2. Comflexity™ Issue: Too much flexibility 
creates complexity. 
Integrated platforms (like 
ERP) have powerful 
configuration tools, but 
without clear, well-defined 
target-state business 
processes, teams get lost 
in infinite configuration 
choices, leading to scope 
creep and expensive 
rework. 

Action: Define your To-Be 
Business Processes 
before entering vendor 
selection. Keep the initial 
release configuration 
simple. Use a dedicated 
Solution Architect 
(internal or external) to 
govern configuration 
decisions. 

3. Transactional Thinking Issue: Viewing the software 
purchase as a one-time 
transaction. 
Implementation and 
long-term value depend on 
continuous vendor support, 
R&D, and partnership. 

Action: Treat the vendor 
relationship as a strategic 
long-term partnership. 
Establish direct, frequent 
communication channels 
(excluding Procurement as 
a bottleneck) to address 
technical roadblocks 
quickly. 
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2. The Six Pillars of Agile Selection (JITDE™) 
This framework maximizes return on effort by applying the 80/20 rule to every phase of the 
project: 

Pillar How to Execute 
(Actionable Steps) 

Team Impact 

1. Focus on Vital Needs 
(80/20) 

Concentrate 80% of your 
diligence on the 20% of 
features that are 
differentiating, solve the 
core business problem, and 
drive the ROI. Stop wasting 
time on commodity 
requirements (e.g., 
standard login, reporting). 

Saves significant time in 
requirements definition and 
evaluation scoring. 

2. Accelerate Diligence 
(AI-Assisted) 

Use AI tools and peer 
networking to rapidly filter 
the market. Shortlist only 
2-3 viable candidates. 
Don't issue an RFP to ten 
vendors. Your time is best 
spent on deep dives, not 
proposal scoring. 

Cuts the research phase 
from months to weeks. 
Ensures high-quality 
candidates enter the 
expensive evaluation stage. 

3. Streamline 
Engagement 

Eliminate Procurement as 
the daily middleman. 
Business and IT teams 
must establish direct 
dialogue with vendor 
Solution Architects and 
product specialists. Ask 
precise, technical 
questions to pierce through 
sales rhetoric. 

Prevents 
miscommunication and the 
'Yes-to-everything' RFP 
syndrome that leads to 
post-go-live failures. 
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Pillar How to Execute 
(Actionable Steps) 

Team Impact 

4. Validate Performance Go beyond formal 
references. Use peer 
networks to measure 
vendor satisfaction and 
momentum. Does the 
vendor invest in continuous 
improvement, or is 
customer support static? 
Use tools like a Momentum 
Matrix to quantify 
customer progress. 

De-risks the choice by 
assessing real-world 
service and stability, not 
just marketing claims. 

5. Partner, Don't Transact Conduct an intensive, 
3-Day Vendor Summit 
onsite. This replaces linear 
interviews, demos, and site 
visits with concurrent, 
focused workstreams: live 
solution demos, technical 
deep-dives, and parallel 
contract negotiations. 

Forces alignment and 
speeds up the decision 
timeline from 8+ months to 
3 months. 

6. Mitigate Bias Use a rigorous, 
quantitative scoring 
model from day one. 
Define measurable weights 
and clear scoring scales 
(e.g., Poor, Adequate, 
Excellent) based on 
objective criteria, not 
personalities or historical 
vendor preference. 

Ensures the technical and 
commercial decision is 
data-driven and defensible 
to leadership. 
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Technical & Implementation Dependencies 
A. Pre-Evaluation Preparation 
Do not start vendor discussions until these foundational artifacts are complete: 

1.​ Application Map & Context Diagram: Clearly define the proposed solution's scope, 
boundaries, dependencies, and integration points with existing systems. This is the 
technical requirement that must be shared with the vendor. 

2.​ To-Be Process: Document the target business process that the new software will 
enable. This prevents scope creep and ensures the chosen vendor's solution architecture 
aligns with your future operational needs. 

3.​ Vendor Minimums: Establish non-negotiable thresholds for the partner (e.g., 
cloud-native, specific API compatibility, ISO 27001 compliance, defined financial 
viability). Any vendor failing these minimums is instantly disqualified. 

B. Key Vendor Roles to Engage 
Do not rely solely on the Sales Team or the Vendor Project Manager (who represents their 
interests). The critical resources for your team are: 

Vendor Role Why They Matter (Implementation 
Focus) 

Solution/Product Architect Deeply understands the system's actual 
function, technical limitations, and 
configuration boundaries. They are 
essential for technical due diligence and 
implementation design. 

R&D Lead (where appropriate) Provides insight into the future product 
roadmap and the vendor’s investment 
strategy. This is crucial for long-term 
capability planning and validating whether 
the solution will meet future needs without 
customization. 
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The Technical Deep-Dive and Integration Demo is where the rubber meets the road. This 
must be a highly structured, objective session led by your own Solution Architect and SME 
team, not the vendor's sales team. 

The goal is to test the 20% of differentiating capability and confirm the vendor's solution 
architecture can support your integration strategy. 

 

The Technical Deep-Dive & Integration Demo Agenda 
This is an intensive, 90-120 minute session conducted during the JITDE™ Vendor Summit. 
The focus is on technical proof points and risk assessment, not feature parades. 

1. Integration & Data Flow Validation (30 min) 
This section directly addresses the largest post-implementation risk: the cost and complexity 
of connecting the new system to your existing ecosystem. 

●​ API and Architecture Deep Dive: 
○​ Vendor presents the integration architecture for the three most critical external 

systems identified in your Context Diagram (e.g., ERP, CRM, Data Lake). 
○​ Prompt: "Show us the actual API endpoints, throttling limits, and authentication 

protocols used for high-volume data exchange with a third-party application similar 
to our [Specific System Name]." 

○​ Risk Check: Is the integration strategy proprietary, or does it leverage open, 
documented standards? 

●​ Data Migration Strategy: 
○​ Vendor outlines the process for moving your core data sets (e.g., customer records, 

transaction history) into the new system. 
○​ Prompt: "Walk us through the toolset and methodology you use to handle data 

transformation and cleansing for a typical Fortune 500 implementation. What data 
integrity checks are automated, and what requires manual intervention?" 

○​ Risk Check: Does the vendor provide automated mapping tools, or will this rely 
entirely on your System Integrator (SI) team? 

2. Security, Compliance, and Service (30 min) 
Focus on non-functional requirements and the long-term cost of operations and compliance. 

●​ Security & Compliance Protocols: 
○​ Prompt: "Demonstrate the role-based access control (RBAC) configuration for a 

highly sensitive function (e.g., pricing adjustment or data export). How is PII secured 
at rest and in transit, and which specific certifications ([e.g., SOC 2 Type II, ISO 
27001]) are maintained?". 

○​ Risk Check: Clarify the shared security model in a SaaS environment (what the 
8 

© 2025, Prosultant.com, Inc. Prepared by managementadvice.ai, a brand of Prosultant.com, 
Inc. Sourced from proprietary Prosultant® content and edited by Google Gemini. 



Accelerating Vendor Selection: A Leader’s Tactical Playbook 

vendor is responsible for vs. what your organization must manage). 
●​ Upgrade & Release Management: 

○​ Prompt: "Describe your last major version upgrade process. How do you ensure 
our specific configurations are preserved? How much notice is given before a 
mandatory update, and what technical resources are provided for testing?". 

○​ Risk Check: The answer should confirm the system's configurability prevents the 
customizations that block seamless future upgrades. 

●​ Operational Support Model: 
○​ Prompt: "Walk us through your Level 2 and Level 3 support escalation paths. What 

are the guaranteed SLAs for business-critical issues, and where is the primary 
support team located?" 

3. Configurable Business Process Testing (30 min) 
This is the ultimate test of the system's ability to support your vital needs without 
customization. 

●​ Differentiating Feature Proof: 
○​ Prompt: "Show us, live in the sandbox environment, how your system handles our top 

3 differentiating requirements (e.g., complex multi-stage approval workflow, unique 
regulatory reporting format). Do not use pre-recorded video.". 

○​ Test: Validate that the required functionality is achieved using standard 
configuration tools—not through custom code, which is an implementation red flag. 

●​ User Experience (UX) Test: 
○​ Prompt: "Demonstrate the end-to-end process flow for a key user role [e.g., a 

Warehouse Manager or Finance Analyst]. Assess the learning curve and ease of 
adoption for the 20% of users who will drive 80% of adoption.". 

○​ Test: The team should be scoring the usability and intuitiveness of the interface, as 
this directly impacts training cost and adoption failure rates.​
 

The results of this Deep-Dive are fed directly into the Score Consensus process, ensuring 
the technical team’s objective, quantified evaluation drives the final vendor selection. 
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It's critical that the quantitative scoring model is transparent, rigorously weighted, and 
focuses your team on the true differentiators of value. This model is the core defense against 
bias and subjective decisions. 

 
Here is the quantitative scoring model your project teams will use, emphasizing the 
prioritization of vital needs and long-term partnership viability over commodity features. 

 

The Quantitative Scorecard: De-Risking the Final 
Decision 
The JITDE™ model replaces the subjective "gut feeling" assessment with a clear, weighted 
structure. Your total evaluation score will be calculated based on four primary categories, 
with weights assigned to prioritize business outcomes. 

1. Scorecard Structure and Weighting 
The typical distribution of weights for an enterprise application selection project (where 
integration and viability are paramount) is as follows: 

Scoring Category (Focus 
Area) 

Target Weight (%) Rationale for Weighting 

I. Solution Fit & Vital 
Needs 

45% Highest weight must go to 
the 20% of differentiating 
features that enable the 
core business case and 
directly solve the most 
impactful pain points. 
 

II. Integration & Technical 
Architecture 

30% Crucial for mitigating 
implementation risk and 
future technical debt. 
Focus on API flexibility, 
data security, and 
compliance. 
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Scoring Category (Focus 
Area) 

Target Weight (%) Rationale for Weighting 

III. Partner Viability & 
Cultural Alignment 

15% Assesses long-term 
commitment, financial 
stability, R&D investment, 
and the cultural alignment 
necessary for a strong 
partnership. 
 

IV. Total Cost & Value 
(TCO) 

10% Price is factored in, but not 
prioritized above functional 
and technical fit, 
preventing overpaying for 
unnecessary features or 
acquiring a non-viable 
solution. 
 

Total Score 100%  

Note: Tailor the weights to fit your needs. 

2. Designing the Scoring Scale and Criteria 
To minimize subjective interpretation, the scoring scale for individual requirements must be 
explicit and standardized across the entire team. 

 

Score (Rating) Definition 
(Technical/Functional) 

Action Required 

5: Excellent Full, native support via 
configuration; surpasses 
the vital need expectation. 

Highest confidence. 

3: Adequate Meets the functional need 
via native capability, or 
requires minor, manageable 
configuration adjustment. 

Acceptable. Baseline for 
commodity requirements. 
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Score (Rating) Definition 
(Technical/Functional) 

Action Required 

1: Poor Requires a custom code 
change (a red flag) or a 
complex, unsupported 
workaround. Functionality 
is technically absent. 

Flags risk. Requires formal 
risk acceptance. 

0: Fails Minimum Vendor does not meet a 
mandatory, pre-defined 
Vendor Minimum 
requirement (e.g., specific 
security standard). 
 

Immediate disqualification 
of the vendor. 

 

3. Prioritizing Requirements: Focus on the Differentiators 
Your team must apply 80/20 thinking (Pareto's Law) to ensure the evaluation isn't diluted by 
trivial needs: 

 
●​ Weighting Focus: Your total Solution Fit weighting (45%) must be allocated primarily to 

the questions that address the 20% of features that truly differentiate vendors.​
 
○​ Example: If your unique multi-stage approval workflow is a vital need, give that 

question a weighting of 5x, compared to a generic requirement (like user login) that 
gets a weighting of 1x. 

●​ Minimum Requirements Checklist: Before the summit, circulate a minimum needs 
checklist (functional and non-functional) that every vendor must pass to proceed to the 
evaluation stage. This acts as a clear gate, eliminating non-viable partners early and 
conserving team resources. 

●​ Score Consensus: After each vendor interaction (proposal, deep-dive), the 
cross-functional team holds a Score Consensus session. This involves reviewing scores 
and adjusting them based on the collective experience, ensuring all stakeholders (IT, 
Business, Finance, etc.) align on the final recommendation, thereby reducing individual or 
departmental bias. 

This framework ensures that the decision is driven by demonstrable value and risk mitigation, 
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rather than sales pitches or personal preference. 
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This is the foundational work that determines the success of the entire project. It’s 
conducted before the JITDE™ Vendor Summit. Your technical and business teams must 
execute these deliverables with discipline to ensure the rapid JITDE™ process is built on solid 
data and alignment. 

Here is a breakdown of the key deliverables for the Initiation and Diligence phases. 

 

Phase I: Initiation Deliverables (Project Setup) 🚀 
The Initiation phase ensures the project is formally scoped, resources are committed, and the 
team is aligned on the mission and governance. 

1. Opportunity Brief 
This is the single source of truth for executive alignment and resourcing. 

●​ Content: A concise, 1-2 page document that articulates the business need, high-level 
scope, expected outcomes (ROI/benefits), and the committed resources (people, time, 
CAPEX/OPEX). 

●​ Why it Matters: It locks in senior leadership support and funding, framing the decision 
not as a technology purchase, but as an acquisition of a business capability. 

2. Application Map & Context Diagram 
These are the foundational technical blueprints that define the project boundaries and 
integration scope. 

●​ Application Map: Visually clarifies the in-scope applications and modules, ensuring all 
stakeholders share a clear understanding of the new system's requirements and scope. 

●​ Context Diagram: Expands the understanding of the application's boundaries, 
dependencies, and integration points with external systems. 

●​ Why it Matters: Directly mitigates technical and integration risks by identifying data 
flows, interfaces, and dependencies early. 
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​
3. Guiding Principles & Draft Scoring Methods 
These set the rules of engagement and the objective decision criteria. 

●​ Guiding Principles: A short list of non-negotiable project rules (e.g., "The new system 
will be implemented with zero customizations," "Prioritize configurability over process 
preservation"). 

●​ Draft Scoring Methods: The initial structure of the quantitative scorecard (weights, 
categories, and scoring scale) is drafted, establishing early alignment and mitigating bias. 

 

Phase II: Diligence Deliverables (Research & 
Filtering) 🔍 
The Diligence phase is an agile research sprint aimed at efficiently filtering the market down 
to the 2-3 most viable partners. This replaces the traditional, time-consuming Request for 
Information (RFI). 

1. As-Is and To-Be Business Process Recaps 
The team must clearly document the current and future state business processes. 

●​ Recap As-Is Business Model Canvas (BMC) / Process: Documents the current state, 
pain points, and why the current process is insufficient. 

●​ Recap To-Be Business Model Canvas (BMC) / Process: Defines the target process 
state that the new software is expected to support. This explicitly guides configuration 
decisions and prevents scope creep later. 

●​ Why it Matters: Acquiring COTS software is buying a process. This deliverable forces the 
team to commit to process change, ensuring the solution's configurability will align with 
the future business needs.​
 

2. Finalized Vendor Minimums and Vital Needs 
This is the core of the 80/20 principle applied to requirements. 

●​ Vendor Minimums: A finalized, non-negotiable checklist of baseline criteria that must be 
met by any vendor to qualify for the next step. These cover technical (e.g., security, 
architecture) and operational (e.g., financial stability) requirements. 

●​ Vital Needs (The 20%): The focused, high-impact requirements that deliver 80% of the 
desired business outcomes and differentiate vendor solutions. 

●​ Why it Matters: These are the only requirements that should be used in the Vendor 
Summit demonstrations and scoring, eliminating the need to evaluate hundreds of trivial, 
commodity features.​
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3. Vendor Software Research & Peer Validation 
This deliverable captures the results of the AI-accelerated shortlisting and external vetting. 

●​ AI-Assisted Research Output: The consolidated findings from the AI prompts (as 
previously discussed) that identify and rank the top 3 most viable vendors. 

●​ Peer Satisfaction & Momentum Matrix: Documentation of insights gathered from peer 
organizations and customers, measuring their satisfaction and the vendor's 
progress/momentum. This provides real-world, objective data beyond vendor-provided 
references. 

●​ Why it Matters: Confirms that the shortlisted vendors are viable partners (Viability 
Check) and that their solution's performance is validated by real users (Performance 
Check). 

 

These deliverables provide the robust, data-driven foundation necessary to proceed 
confidently to the Solution Needs Brief/RFP phase and the JITDE™ Vendor Summits. 
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Since your teams have already completed the bulk of the research and filtering, the Solution 
Needs Brief/RFP must be streamlined to confirm the technical and commercial details 
necessary for the final decision. We are eliminating the verbose, commodity-driven RFP of the 
past. 

The goal is to get a precise, validated proposal for the final two or three viable vendors. 

 

Streamlined Solution Needs Brief / RFP 
Questionnaires 📝 
The traditional, single RFP is replaced with a concise Solution Needs Brief and a set of 
focused questionnaires. These are designed to gather specific, quantifiable data required for 
the final scoring and contract negotiation. 

1. Core Business & Solution Needs Questionnaire (The 
Differentiators) 
This section focuses only on the Vital Needs (the 20%) previously identified by the team. 

●​ Requirements Format: Instead of asking "Does the feature exist?", ask "How is this 
vital requirement accomplished within your standard solution architecture?". 
○​ Require a detailed explanation of the configuration path, not just a "Yes" answer. 
○​ Include questions related to the core business process acquisition mindset. 

●​ Proof of Configurability: Require the vendor to identify which of their standard 
configuration tools or modules are used to meet each of your top 5 Vital Needs. 

●​ Customization Red Flag: Explicitly ask: "Does meeting this requirement necessitate 
custom code, an unsupported customization, or a workaround that deviates from 
standard product use cases?" A 'Yes' answer flags high technical debt and must be 
formally scored as a risk. 
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2. Technical & Infrastructure Questionnaire (IT Focus) 
This addresses the long-term cost and effort associated with ownership and maintenance. 

●​ Integration & APIs: 
○​ Detail the vendor's Application Programming Interface (API) catalog, including 

documentation, versioning, and pricing for integration access. 
○​ Request information on native connectors or pre-built integrations to your critical 

systems (as identified in the Context Diagram). 
●​ Security & Compliance: 

○​ Specific questions on security features, compliance standards, and data 
protection measures (e.g., encryption methods, data residency, specific 
certifications like ISO 27001 or SOC 2). 

○​ Require a clear explanation of the vendor's vulnerability scanning and patch 
management schedule. 

●​ Architecture & Scalability: 
○​ Confirm the solution's deployment model (SaaS, hosted, on-premise) and its 

scalability capabilities (e.g., demonstrated concurrency and transaction volume 
performance). 

○​ Address upgrade and release management protocols to validate that new versions 
will not break your configurations. 

3. Vendor and 3rd Party Profile Questionnaire (Partner Viability) 
This moves beyond the product to evaluate the partner's stability and support ecosystem. 

●​ Financial & Operational Stability: 
○​ Request recent financial indicators (growth, R&D spending as a percentage of 

revenue) and the size of the professional services/support organization. 
○​ Ask about pending litigation or any significant changes in corporate ownership. 

●​ Implementation & Support Model: 
○​ Clearly define the roles and responsibilities (RACI) for implementation and ongoing 

support (e.g., who is responsible for configuration governance, data migration 
sign-off). 

○​ Identify any required 3rd Party Partners (implementers, hosting providers) and 
require their profiles, experience, and fee structures. 

●​ Cultural Fit: Ask open-ended questions designed to gauge their commitment and 
long-term partnership approach. 

4. Vendor Cost Worksheet (Total Cost of Ownership - TCO) 
The focus here is on transparency and the full lifecycle cost. 

●​ Licensing Model: Require a detailed breakdown of all user license types, consumption 
metrics, and volume tiers. 

●​ TCO Components: Demand a structured calculation framework that includes all relevant 
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costs across the lifecycle: initial purchase, implementation services, annual 
maintenance/subscription fees, mandatory training, and projected internal resource costs 
(for support and upgrades). 

●​ Negotiation Focus: The brief should indicate that contract discussions will run in 
parallel with technical evaluations (starting on day 3 of the Summit). 

By structuring the brief this way, you ensure that every piece of information received is 
directly applicable to the quantitative scorecard, accelerating the path to a high-confidence 
decision. 
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This is the most important transition point. The technical selection process, while rigorous, is 
ultimately meaningless if the employees tasked with using and supporting the new system 
resist or misuse it. Employee engagement and adoption are the final, non-technical 
deliverables that determine the project's true ROI. 

 
Here are the best practices for ensuring successful adoption, specifically geared toward the 
business and IT professionals leading the implementation and change management efforts. 

 

Post-Selection Strategy: Driving Employee 
Engagement and Adoption 🎯 
The focus must shift from acquiring the software to mastering the new business process. 
This requires a focused effort in planning, training, and cultural alignment. 

1. The Capability Thinking® Mindset 
Successful adoption starts with a shift to Capability Thinking®. This is an organizational 
approach that helps your teams get more value from technology investments. 

●​ Focus on the Gap: The goal is not just to install software, but to build your organization's 
internal capability to leverage the vendor's solution fully. At a minimum, your organization 
needs requisite skills, methods, and experience in several key areas to fully leverage the 
vendor relationship. 

●​ Key Capabilities to Develop: Implementation teams must prioritize developing internal 
expertise in: 
○​ Business Process Engagement: Ensuring business teams actively participate in 

shaping the new process. 
○​ Software Configuration Management: Mastering the configuration tools to 

manage changes internally without needing the vendor for every adjustment. 
○​ Upgrade and Release Management: Building the capacity to efficiently absorb the 

vendor's continuous updates and new versions without disrupting operations. 

2. Strategic Training and Adoption Focus (80/20 Rule) 
Training efforts should be highly targeted to maximize the impact on the organization's 
performance. 

●​ Prioritize the 20%: Apply the 80/20 rule to training: Prioritize training for the 20% of 
users who will drive 80% of the overall adoption and usage. These are your super-users 
and process owners who will champion the change and train others. 

●​ Focus on the "Why": Training cannot just be a technical "how-to." It must explicitly 
connect the new system's functions to the To-Be Business Process and explain how 
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this change directly contributes to the organization’s overall goals (the Opportunity 
Brief mission). 

●​ User Adoption and Training: Ensure teams are equipped for success. 

3. Implementation and Ownership Best Practices 
These tactical steps prevent common implementation pitfalls and ensure internal ownership. 

●​ Own the Project Management: Do not depend on the vendor's Project Manager for 
your implementation success. Vendor PMs represent the vendor's interests (managing 
their deliverables). Your organization must assign its own dedicated Project Manager to 
lead the effort and represent your business interests. 

●​ Leverage the Solution Architect: Do not rely on the vendor’s Solution/Product 
Architect. They deeply understand how the system works and are an incredibly valuable 
resource during both evaluation and implementation. 

●​ Challenge Customization Immediately: If the implementation team encounters a 
process need that requires custom software development, immediately challenge it. If 
you are not willing to change your business process to leverage the COTS solution, do not 
buy the software. Use the software’s configurability to better align with your specific 
needs. 

4. Mitigating Resistance: The "This Is How We’ve Always Done It" 
Challenge 
Implementation teams often face resistance rooted in comfort with the old process. 

●​ Identify the Source: Much of the need for heavy customization stems from "this is how 
we've always done it" thinking. 

●​ The Business Process Reframing: Reframe the entire project: it is not a software 
upgrade; it is the acquisition of a configurable business system. This requires you to 
be flexible and open-minded to changing your business process to truly leverage viable 
vendor software solutions. 

 

By prioritizing internal capability development and disciplined adherence to the "acquire the 
process, avoid customization" mandate, your teams can translate the accelerated JITDE™ 
selection into tangible business value and minimize post-go-live disruption. 
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Leveraging the JITDE™ framework means your team needs to have the organizational 
muscle—the capability—to absorb and sustain the new technology, not just select it. Before 
launching into the costly and complex implementation phase, a rigorous assessment of your 
current organizational capability is required to de-risk the investment. 

 
This capability assessment is often the step most Fortune 500 companies miss, leading to 
project failure or a lack of ROI post-go-live. 

 

Capability Readiness Assessment: Before 
Implementation 🛠️ 
 
The following areas represent the core competencies your organization must possess or 
rapidly acquire to fully leverage the selected vendor software and maximize value from the 
relationship. This assessment helps identify critical resource gaps and shape the 
implementation plan. 

1. Business Process & Change Management Capabilities 
This assesses the organization's willingness and ability to commit to the vendor’s integrated 
business process. 

●​ Process Engagement Discipline: Does the organization have the requisite skills and 
methods to design and commit to the To-Be Business Processes before configuration 
begins? If the mindset is customization (i.e., believing your needs are unique), this phase 
should force a challenge or halt the project. 

●​ Relationship Management: Do you have a structured approach to fostering a strong 
partnership with your software vendor, moving beyond transactional thinking?. 
Success relies on improving communication quality and focusing the relationship on 
strategic matters important to both parties. 

●​ Agile Training and Education: Is the organization prepared to roll out targeted training? 
Remember the 80/20 rule: focus on the 20% of users who will drive 80% of adoption.​
 

 

2. Technical & Configuration Management Capabilities 
This assesses the internal IT team's ability to own the system post-go-live, reducing expensive 
reliance on the vendor for basic maintenance. 
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●​ Software Configuration Management: Do your internal IT teams have the requisite 
skills to govern the new system's configuration? Without this, the organization can easily 
get "stuck trying to decide how best to configure the software" (Comflexity™). This 
capability ensures compliance with the Guiding Principle of avoiding customization and 
managing the many configuration choices. 

●​ Product Roadmap and Architecture Focus: Does your team have the capability to align 
with the vendor's product roadmap? This is essential for leveraging new features and 
avoiding costly deviation from the vendor solution's standard use cases. 

●​ Upgrade and Release Management: Has a plan been established for managing and 
testing the vendor's new software versions and upgrades? This capability is severely 
diminished if the old process of heavy customization was pursued. 

 

3. Support and Governance Capabilities 
This assesses the ability to sustain the value over the system's lifecycle. 

●​ Technology Service Objectives: Are internal service level agreements (SLAs) defined 
for the new application? This ensures the system receives appropriate operational and 
support focus. 

●​ Security and Business Continuity Management: Does the team have the skills to 
manage the organization's responsibilities within the vendor's shared security model? 
This includes managing access, auditing compliance, and ensuring data protection 
measures are maintained. 

●​ Business Capability Management: This is the highest level of maturity, assessing 
whether the organization can continuously monitor and enhance the performance and 
value of the new system over its full lifespan. 

 

A thorough, quantified assessment across these three domains will highlight where 
implementation effort and budget must be allocated for skill development, process change, or 
the engagement of specialized integrators. 
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Capability Thinking® is the foundational mindset that bridges the gap between simply 
acquiring expensive software and actually realizing maximum value from that investment. It is 
the essential organizational approach your teams need to shift the focus from a one-time 
project to continuous performance enhancement. 

 

Capability Thinking®: Maximizing Technology ROI 💡 
 
Capability Thinking® requires that organizations view technology (like the new vendor 
application) as an enabler for a superior business capability—a combination of people, 
process, and technology—that provides continuous competitive advantage. 

1. The Core Problem It Solves 
Most IT projects and transformations fail to meet their initial goals because they focus too 
heavily on the technology (the software) and neglect the organizational ability (the capability) 
to use, manage, and sustain it. 

●​ The Shift: Instead of asking, "What features does the software have?" your team should 
ask, "What organizational capabilities must we develop to fully leverage what the 
vendor brings to the table?". 

●​ The Result: By focusing on capability, you avoid costly and disruptive 
mega-transformations down the road and ensure a continuous competitive advantage. 

 

2. Structuring a Long-Term Capability Plan 
A Capability Thinking® plan defines your organization's necessary skills, methods, and 
experience to effectively partner with and manage the new vendor solution. This structure 
turns the technical needs of implementation into long-term strategic competencies. 
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Capability Focus 
Area 

Strategic Goal & 
Deliverable 

JITDE™ Connection 

I. Business 
Process 
Engagement 

 

Goal: Embed the To-Be 
Business Process. This 
capability ensures business 
teams actively commit to the 
vendor's integrated process 
and remain flexible to 
change. 

Leverages the To-Be 
Business Process Recap 
from the Diligence phase. 

II. Partnering 
Mindset 

 

Goal: Drive the vendor 
relationship based on shared, 
long-term strategic matters. 
This is the deliberate 
rejection of Transactional 
Thinking. 

Established by the Guiding 
Principles and finalized during 
the Vendor Summit. 
 

III. Configuration 
Management 

 

Goal: Master the software's 
native configuration tools to 
manage changes internally. 
This is the necessary 
technical skill to prevent 
Comflexity™ and avoid 
costly, long-term 
Customization. 

Directly supports the technical 
findings from the Technical 
Deep-Dive. 

IV. Product 
Roadmap Focus 

 

Goal: Ensure the organization 
is positioned to continually 
adopt the vendor’s new 
features and capabilities. This 
prevents the solution from 
becoming stagnant. 

Requires ongoing engagement 
with the vendor’s Solution / 
Product Architect. 
 

By actively developing and sustaining these capabilities, your organization shifts its emphasis 
from simply managing a project to maximizing the long-term value of a strategic asset. 
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Transitioning those long-term capabilities into measurable service objectives is how you 
prove the ROI of the JITDE™ process to the executive committee. This shifts the performance 
metric from "Go-Live Date" to "Sustained Operational Excellence." 

Here is how to structure a plan to track the performance and value of the new system 
post-implementation, ensuring the success of the Capability Thinking® approach. 

 

Measuring Value: Translating Capability into Service 
Objectives 📊 
 
Once the new vendor application is live, your focus shifts to operating the system efficiently 
and leveraging its full value. This requires defining Key Performance Indicators (KPIs) that 
directly track the effectiveness of your newly developed internal capabilities. 

1. Operational Efficiency & Process Flow Metrics 
These objectives measure how effectively the new system supports the desired To-Be 
Business Process and tracks the ROI defined in the Opportunity Brief. 

●​ Process Cycle Time Reduction (The Business Goal): 
○​ Objective: Reduce the time required to complete the mission-critical process 

enabled by the new software (e.g., "Reduce the order-to-cash cycle time from 10 
days to 5 days"). 

○​ Capability Link: Measures the success of Business Process Engagement. 
●​ Data Integrity and Error Rate: 

○​ Objective: Maintain a system-wide data error rate below 1% for core transactions. 
○​ Capability Link: Measures the effectiveness of internal Software Configuration 

Management and data quality governance. 
●​ Feature Utilization Rate (The 80/20 Check): 

○​ Objective: Track the usage rate of the 20% of vital, differentiating features. 
○​ Capability Link: Ensures the investment is being actively leveraged for strategic 

advantage, avoiding the pitfall of over-purchasing features that go unused. 

2. Technical & Cost Avoidance Metrics 
These objectives quantify the success of your technical teams in owning the platform, directly 
demonstrating cost avoidance. 

●​ Customization Debt Score (The Red Flag Metric): 
○​ Objective: Maintain a zero score for instances of custom code changes. Any 

deviation must be logged, justified, and tracked as technical debt.​
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○​ Capability Link: Measures adherence to the core Guiding Principle of avoiding 
customization and reliance on Configurability. 

●​ Upgrade Adoption Lag: 
○​ Objective: Reduce the time taken to implement the vendor's latest mandatory 

release/upgrade from the required six months to under three months. 
○​ Capability Link: Measures the maturity of internal Upgrade and Release 

Management capabilities. 
●​ Vendor Support Escalation Frequency: 

○​ Objective: Reduce reliance on the vendor's Level 2/3 support for issues resolvable 
internally by 25% within the first 12 months. 

○​ Capability Link: Measures the mastery of internal Software Configuration 
Management and the success of internal advanced user training. 

3. Partnership and Satisfaction Metrics 
These objectives track the health of the strategic relationship over the long term, moving past 
the go-live honeymoon phase. 

●​ Vendor Momentum Score: 
○​ Objective: Utilize the Chart Momentum Matrix (a customer experience framework) 

to assess if your organization is seeing service improvements, tracking both 
satisfaction and progress over time. 

○​ Capability Link: Measures the effectiveness of the Partnering Mindset and 
Relationship Management. 

●​ R&D Alignment Score: 
○​ Objective: Quantify the percentage of the vendor's quarterly product roadmap 

updates that directly align with your organization's expressed future needs. 
○​ Capability Link: Measures the health of the Product Roadmap Focus, ensuring the 

vendor's strategy continues to support your long-term vision. 

By tracking these quantifiable service objectives, your organization can continually validate 
the vendor selection decision and demonstrate that the investment is generating continuous 
value, thereby fully realizing the promise of the JITDE™ approach. 

 

27 
© 2025, Prosultant.com, Inc. Prepared by managementadvice.ai, a brand of Prosultant.com, 

Inc. Sourced from proprietary Prosultant® content and edited by Google Gemini. 


	The Tactical Playbook: Accelerating Vendor Selection for Execution Teams 
	1. Critical Mindset Shifts for Project Teams 
	2. The Six Pillars of Agile Selection (JITDE™) 

	Technical & Implementation Dependencies 
	A. Pre-Evaluation Preparation 
	B. Key Vendor Roles to Engage 

	The Technical Deep-Dive & Integration Demo Agenda 
	1. Integration & Data Flow Validation (30 min) 
	2. Security, Compliance, and Service (30 min) 
	3. Configurable Business Process Testing (30 min) 

	The Quantitative Scorecard: De-Risking the Final Decision 
	1. Scorecard Structure and Weighting 
	2. Designing the Scoring Scale and Criteria 
	3. Prioritizing Requirements: Focus on the Differentiators 

	Phase I: Initiation Deliverables (Project Setup) 🚀 
	1. Opportunity Brief 
	2. Application Map & Context Diagram 

	Phase II: Diligence Deliverables (Research & Filtering) 🔍 
	1. As-Is and To-Be Business Process Recaps 
	2. Finalized Vendor Minimums and Vital Needs 
	3. Vendor Software Research & Peer Validation 

	Streamlined Solution Needs Brief / RFP Questionnaires 📝 
	1. Core Business & Solution Needs Questionnaire (The Differentiators) 
	2. Technical & Infrastructure Questionnaire (IT Focus) 
	3. Vendor and 3rd Party Profile Questionnaire (Partner Viability) 
	4. Vendor Cost Worksheet (Total Cost of Ownership - TCO) 

	Post-Selection Strategy: Driving Employee Engagement and Adoption 🎯 
	1. The Capability Thinking® Mindset 
	2. Strategic Training and Adoption Focus (80/20 Rule) 
	3. Implementation and Ownership Best Practices 
	4. Mitigating Resistance: The "This Is How We’ve Always Done It" Challenge 

	Capability Readiness Assessment: Before Implementation 🛠️ 
	1. Business Process & Change Management Capabilities 
	2. Technical & Configuration Management Capabilities 
	3. Support and Governance Capabilities 

	Capability Thinking®: Maximizing Technology ROI 💡 
	1. The Core Problem It Solves 
	2. Structuring a Long-Term Capability Plan 

	Measuring Value: Translating Capability into Service Objectives 📊 
	1. Operational Efficiency & Process Flow Metrics 
	2. Technical & Cost Avoidance Metrics 
	3. Partnership and Satisfaction Metrics 


