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Philip	Ideson:	Hi	there.	As	I	mentioned	in	the	introduction	my	guest	today	on	the	Art	of	Procurement	is	David	
Hearn.	David,	welcome	to	the	show.	

David	Hearn:	Thank	you.	

Philip	Ideson:	The	first	question	that	I	have	for	a	lot	of	guests	on	the	show,	particularly	those	that	have	got	a	
broad	and	varied	background	in	procurement	is	essentially	how	did	you	find	procurement?	Did	it	choose	you	
or,	did	it	fall	in	your	lap,	and	thought	what	the	heck	is	this,	so	let's	go	with	it?	

David	Hearn:	Yes.	I	think	when	I	started	I	didn't	even	know	what	procurement	was.	I	was	an	electrical	engineer,	
but	the	very	first	thing	I	did	was	look	to	suppliers	on	how	to	bring	in	great	suppliers	to	the	company	I	worked	
for,	General	Motors.	I	was	doing	sourcing.	I	didn't	know	I	was	doing	sourcing,	but	I	never	designed	transistors	
because	immediately	I	enjoyed	it.	I	enjoyed	the	external	perspective,	because	I	was	out	in	the	industry.	I	always	
worked	in	high	tech,	because	of	my	electrical	engineering	background,	but	the	procurement	just,	I	enjoyed	it.	It	
was	mainly	sourcing.	Although	then	I	led	everything.	But	it	was	sourcing	that	found	me.	

Philip	Ideson:	You	mention	that	you	worked	for	GM	as	your	first	role.	I	didn't	actually	realize	that.	My	first	role	
in	procurement	was	the	same.	I	found	it,	fell	into	it,	and	that	was	with	Ford.	And	subsequently	went	on	to	work	
for	GM,	and	GMAC,	which	became	Ally	Financial.	But	how	did	you	find	manufacturing,	and	particularly	direct	
manufacturing	purchasing	different	from	what	we	then	know	outside	of	manufacturing	as	procurement?	

David	Hearn:	Quite	different.	At	first	I	did	ten	years	in	manufacturing,	direct.	Both	at	General	Motors,	and	then	
at	Sun	Microsystems.	I	had	learned	all	the	best	practices	because	direct	was	so	far	ahead,	or	at	least	I	felt.	Then	
our	head	SVP	said	hey,	I	need	somebody	to	go	look	at	the	two	billion	dollars	that	we	spend	at	indirect	that	no	
one	looks	at.	I	said	no,	I	don't	want	to	do	it,	because	I	had	just	felt	that	the	sexy	part	was	manufacturing.	
However	he	convinced	me	to	take	a	leadership	role	and	re-engineer	it,	and	transform	it.	What	I	found	was	
although	it	was	very	different,	and	we'll	talk	about	that,	I	enjoyed	it,	because	there's	so	much	opportunity.	
Sometimes	getting	incremental	improvement	indirect	is	very	hard	because	it's	already	well	run.	

Philip	Ideson:	Yes.	And	everything	is	designed	into	the	components	as	well.	

David	Hearn:	Yes.	And	indirect,	I	felt	it	was	20	years	behind	in	professionalism,	of	sourcing,	and	tools,	and	
things	like	that.	So	immediately	it	was	hey,	how	can	we	improve	this?	And	we	had	more	latitude.	Even	though	
it	was	two	billion	it	was	less	scrutinized,	which	I	like	too,	so	that's	how	I	made	the	change.	Now	the	difference,	I	
think	it's	fairly	easy	to	explain.	Like	you	said	in	manufacturing	there's	a	spec,	and	you	go	work	with	a	supplier	to	
implement	some	widget	or	service.	In	indirect	it's	so	different,	you	have	to	be	able	to	work	with	the	business	
leaders	that	have	to	have	something	in	their	marketing	organization,	or	finance,	or	even	operations,	you	still	



	

	
	

Episode	Transcript	
Guiding	Principles	for	a	Successful	Procurement	Transformation,	w/	David	Hearn	

	
 

artofprocurement.com/transformation	
(c)	ProcureChange	LLC 

work	with	those	guys,	and	that	has	nothing	to	do	with	a	spec,	there's	rarely	a	spec.		

So	your	whole	perspective	changes,	and	I	was	a	very	engineering	focused,	logical	person,	which	worked	in	
manufacturing.	You	had	to	develop	your	ability	to	build	a	relationship	with	marketing	and	finance,	and	then	
show	them	your	value.	But	if	you	just	went	in	like	a	bull	in	a	china	closet	it	failed	every	time.	So	I	had	some	hard	
knocks,	but	I	got	through	it,	learned,	and	really	enjoyed	it	at	Sun	Microsystems.	Then	a	person	invited	me	to	re-
engineering	a	50	billion	dollar	company,	which	was	amazing,	with	much	more	spend,	and	I	did	it	there.	Then	a	
friend,	it	always	happens	that	way,	actually	the	same	boss	20	years	before	called	me,	same	guy,	and	asked	me	
to	work	for	him,	and	re-engineer	Juniper's	in	direct	procurement.	So	I	loved	doing	transformation.	

Philip	Ideson:	Right.	And	transformation	is	actually,	when	I	looked	at	areas	for	us	to	focus	on	today	that's	really	
what	I	wanted	to	talk	about.	And	because	you've	executed	a	number	of	transformations,	you	mentioned	a	
couple	of	them	right	now.	I	was	interested	to	know	first	of	all	does	that	[?	05:00]	platform	to	transform	come	
from	above,	or	does	it	come	from	within?	

David	Hearn:	I've	seen	it	both	ways	the	three	times	I	did	it.	When	it	came	from	above	it	usually	had	nothing	to	
do	with	procurement.	In	one	case	they	had	to	change	out	the	tools,	and	the	tool	I	was	on,	they	basically	said	
we're	not	going	to	use	it	after	June,	go	figure	it	out.	What,	like	holy	cow.	But	that,	what	came	from	above	was	
about	that	tool,	but	it	was	an	opportunity	to	look	at	all	transformation,	so	people	processing	technology,	and	
not	just	the	tool.	But	I	have	seen	it	the	other	way	where	I	had	a	vision,	and	I	felt	I	understood	how	to	
implement	that	with	a	great	team,	people	processing	technology,	but	I	couldn't	sell	it	from	procurement,	and	I	
had	some	failures.	Then	I	started	to	get	smarter	about	I	care	about	procurement,	the	CFO,	they	like	the	money,	
but	they	don't	care	about	procurement,	marketing	doesn't,	they	don't	care	about	the	things	they	should	care	
about.	

Philip	Ideson:	Yes.	Whatever	is	important	to	them.	

David	Hearn:	Driving	revenue,	helping	the	company	stock	price,	whatever.	So	I	started	getting	smarter,	and	
better	understanding	them	rather	than	me,	listening,	and	then	translating	though	how	I	could	help	them.	It	
was	authentic,	I	did	want	to	help	them.	I	wasn't	making	up	stuff	that	linked	to	them	just	to	get	what	I	wanted	
to	happen.	

Philip	Ideson:	To	get	a	bigger	team	or	something.	

David	Hearn:	Exactly.	So	the	transformation,	I	knew	what	I	wanted	to	do,	and	the	team,	but	I	had	to	show	
marketing	how	it	would	drive	marketing	campaigns	faster.	I'd	show	IT	how	we	could,	data	centers	
implemented	precisely	on	time.	Yes,	I	also	had	to	show	them	cost,	but	that	was	not	their	number	one,	never.	
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Even	in	finance	usually	they	had	a	project,	and	time	was	of	the	essence.	We	saved	money.	And	that's	one	of	
the	things	I	think	with	indirect	procurement	all	of	us	are	realizing.	We	have	spent	too	long	trying	to	convince	
the	world	that	cost	savings	is	good,	but	only	using	that	single	strategy.	And	there	are	many	projects	in	a	
company	that	have	cost	savings,	so	why	is	yours	better	than	all	the	other	ones?	So	you're	placing	yourself	
amongst	competition	in	the	company	for	projects,	so	get	smarter.	

Philip	Ideson:	I	feel	that	we	talk	a	lot	about	bringing	additional	value,	but	then	we	still	go	back	and	focus	on	
cost	savings	because	that's	the	only	way	that	we	know	how	to	demonstrate	our	value.	

David	Hearn:	It	is.	

Philip	Ideson:	We	don't	not	necessarily	know	how	to	put	what	we	do	into	the	terms	of	the	business	that	we're	
supporting	that	then	will	flow	back	into	whoever	it	is	that's	paying	our	bills.	

David	Hearn:	Yes.	I	don't	know	if	my	last	boss	at	Juniper	is	going	to	listen	to	this,	but,	he's	such	a	great	person.	
He	cared	about	cost	savings.	He	had	a	goal,	obviously,	of	cost	savings,	then	I	had	to	deliver	it	to	him.	So	my	
organization	kept	saying	that's	our	goal.	I	said	that's	not	our	goal,	not	at	all.	We	have	to	build	value	in	all	of	
those	different	functional	areas	within	our	company.	So	go	out	and	learn	marketing,	go	out	and	learn	IT,	go	out	
and	whatever.	And	they	kept	saying,	but	the	only	metric	our	boss	looks	at	is	cost	savings.	I	said	yes,	I	
understand	we	will	have	to	deliver	that.	But	guess	what?	We	will	not	deliver	it	unless	you	do	the	other	things,	
so	make	that	your	goal.	So	I	started	measuring	people	differently.	Everybody	has	sourcing	managers,	or	
whatever	you	call	it	in	your	company.	I	started	measuring	them	on	how	much	you're	getting	out	with	the	
business.	I	don't	want	you	sitting	next	to	all	of	the	procurement	people.	Do	you	have	a	seat	at	the	table?	And	
actually	you	don't	wait	for	a	seat	at	the	table,	you	show	value,	and	get	on	it.	But	then	it's	hard	to	keep	it,	
because	I	also	had	them	talk	to	me	about	every	meeting	they	went	to	with	the	marketing	head,	or	something	
like	that,	are	you	bringing	something	of	value.	If	you're	going	there	to	take	notes	you're	going	to	be	off	that	
seat	at	the	table	within	weeks.	So	change	the	perspective,	and	that's	not	easy	because	we're	all	procurement	
people.	So	there	are	ways	to	do	it,	even	though	we	were	in	a	rut	of	cost	savings,	to	showing	cost	savings.	

Philip	Ideson:	How	were	you	measured	when	you	were	able	to	do	that?	Were	you	measured	on	cost	savings	to	
your	leadership?	

David	Hearn:	It	depends	on	how	you	would	describe	being	measured.	So	yes,	in	my	leadership	I	was	measured	
on	solely	cost	savings.	However	as	a	leader	in	the	company	I	was	measured	on	value	delivered.	So	I	was	very	
conscious	that	I	wanted	this	chief	marketing	officer	to	talk	about	me,	to	talk	about	my	group.	

Philip	Ideson:	Right.	To	be	an	advocate.	
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David	Hearn:	And	the	CIO.	And	I've	really	targeted	each	one.	CFO,	CIO,	CMO,	SVP	of	sales,	so	that	they	would	
say	this	group	is	valuable.	And	I	pulsed	that.	I	just	did	one	on	ones	with	them	and	said	how	are	you	feeling?	We	
doing	it?	Not	doing	it?	And	it	wasn't	initially	there,	but	over	time	my	team	did	a	great	job	of	changing.	I	finally	
said	let	me	worry	about	my	boss,	you	just	worry	about	that	value.	And	then	I	want	the	CIO	to	come	back	to	me	
and	say	you've	got	a	great	sourcing	manager.	He	helped	us	get	the	data	center	in	like	clockwork.	So	I	think	it	
can	be	done.	

Philip	Ideson:	I	wanted	to	cover	really	four	different	steps	to	procurement	transformation.	We	talked	a	little	bit	
about	the	first	one	there,	which	is	around	strategy,	and	the	alignment	with	the	organization.	When	you	set	out	
at	the	beginning	of	a	transformation	what	are	the	typical	objectives,	or	is	that	situational?	

David	Hearn:	I	do	think	each	company	has	different	objectives.	But	all	of	the	smart	procurement	people	I've	
met	understand	what	they're	trying	to	achieve	in	a	good	strategic	sourcing	and	procurement	organization,	so	I	
don't	think	that's	missing.	But	linking	that	strategy	and	vision	to	the	rest	of	the	company	is	what's	missing.	So	I	
don't	really	think	people	need	coaching	on	a	good	procure	to	pay	process.	They	know	what	the	objectives	are;	
make	it	easier,	make	it	generate	more	cost	savings,	make	it	intuitive,	make	sure	you've	got	everybody	in	the	
company	using	it	and	loving	it,	and	suppliers	easily	integrated,	and	don't	charge	them	for	gosh	sakes.	So	that's	
the	procurement	angle,	that's	not	the	hard	part.	You'd	better	have	a	vision	that	relates	to	what	the	CEO	staff	
cares	about.	

Philip	Ideson:	And	that's	critical,	making	sure	that	you're	aligned	with	the	C-Suite,	and	not	just	trying	to	do	
something	that	you	think	is	right,	but	doing	it	in	a	bubble.	

David	Hearn:	Yes.	So	people	say,	okay,	easy	to	say,	how	do	you	do	that?	And	it	is,	I	entered	the	C-Suite	with	
fear	and	trepidation	of	going	outside	of	my	comfort	zone	to	walk	in	there	like	I	had	confidence	and	say	I'm	
building	a	team	that	will	provide	you	value,	and	the	way	you	see	value.	I	never	said	cost	savings.	But	if	you	walk	
in	there	and	try	it	people	will	give	you	a	chance.	That's	why	I	say	don't	wait.	Don't	expect	people	to	call	you	into	
their	seat	at	the	table.	Have	courage,	get	up,	think	of	value	for	that	person,	ask	them	to	be	on	your	staff,	and	
then	keep	going.	

Philip	Ideson:	Right.	So	when	you	start	your	transformation	journey	I	wanted	to	touch	on	the	processes	that	
you	start	putting	in	place,	and	the	infrastructure	essentially	to	support	your	vision.	What	tips	would	you	give	
somebody	starting	this	in	terms	of	putting	in	place	standard	processes?	Is	there	a	one	size	fits	all	approach?	
How	can	you	build	some	agility	into	the	process.	And	also,	do	you	involve	the	business	in	the	building	of	the	
processes?	

David	Hearn:	Sure,	so	let's	talk	about	that.	First	of	all	every	company	implements	their	procurement	processes	
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uniquely,	which	is	crazy.	

Philip	Ideson:	Because	it's	the	same	thing	for	every	company.	

David	Hearn:	Because	I've	gone	to	different	companies	in	different	industries,	same	problems,	sometimes	the	
same	spend,	the	same	organization	of	conceptual	organizations	and	strategies,	so	it	was	ridiculous	that	we're	
all	doing	it	uniquely.	But	every	company	is	different,	so	you	say	I've	got	to	do	this	because	I'm	at	this	company,	
and	some	group	like	legal	wants	you	to	do	it	differently	at	the	next	company.	So	one	of	the	things	that	was	
fantastic	to	help	me,	and	only	in	the	last	transformation	of	Juniper	Networks	is	we	went	with	the	SAS	platform,	
Coupa.	Whereas	in	the	past	we	had	to	have	literally	hundreds	of	hours	debating	in	a	room	what	to	customize,	
and	what	not	to	customize	in	other	ERPs	It	was	hard	to	fight	back	because	everybody	wanted	what	they	
wanted.		

When	we	did	an	SAS	it	means	you	don't	get	to	have	your	own	process,	you	have	the	same	process	as	600	other	
customers.	So	I'll	be	honest,	I	hid	behind	that.	So	every	time	somebody	from	a	different	group,	it	could	be	
marketing,	finance,	whatever,	came	and	said	I	don't	like	the	way	they	do	it,	I	want	to	do	it	this	way,	I'd	say	
gosh,	I'd	like	to	help	you,	but	I	can't.	I	can't	customize	this	thing,	everyone	else	is	using	it.	Nope.	And	it	was	a	lot	
easier.	

Philip	Ideson:	It	works	for	everybody	else	so	deal	with	it.	

David	Hearn:	And	every	time	we	had	an	issue	between	our	old	process,	and	this	standard	process	that	Coupa	
was	talking	about	I'd	just	say	to	Coupa	hey,	tell	me	what	most	customers	do,	then	they'd	tell	me,	and	I'd	go	
that's	what	we're	doing.	And	we	probably	had	100	decisions	like	that.	So	for	the	first	time	ever	I	depended	on	
the	supplier	that's	very	knowledgeable,	because	they've	done	it	600	times,	to	help	me	understand	the	process.	
That	was	different	than	the	old	weird.	People	that	have	been	in	procurement	a	lot,	you	always	do	the	as	is,	
current	state.	Then	you	do	the	future	state	that	you	want.	Then	you	figure	out	how	to	get	there.	We	didn't	
even	do	a	future	state,	Coupa	would	just	tell	us	what	the	future	state	is.	

Philip	Ideson:	You	took	what	was	on	the	shelf	and...	

David	Hearn:	Because	I	was	tired	of	customizing	software,	because	it	gets	you	in	trouble.	

Philip	Ideson:	How	big	a	part	of	your	transformations	were	technology?	Because	I	imagine	it's	one	of	those	
things	that's	a	longer	term	investment,	but	doesn't	enable	you	to	change	immediately.	

David	Hearn:	Well	actually	it	did.	However,	I	want	to	answer	your	questions	first	that	is	it's	only	a	piece.	So	you	
think	about	the	people	part.	Different	types	of	organizational	folks,	sourcing	managers,	because	we're	training	
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them	to	be	better	at	soft	skills,	and	relationship	building	with	the	business,	rather	than	just	contracts	people.	
So	that's	a	lot	of	work.	That	could	be	hiring	different	skill	sets.	So	we	stopped	in	the	interviews	talking	about	
technical	servicing	skills	because	we've	got	that	on	the	resume.	The	entire	interview	was	how	do	you	build	
relationships?	How	do	you	deal	with	conflict	management?	Because	obviously	there	always	is.	And	people	that	
didn't	have	soft	skills	we	didn't	hire,	because	it's	harder	to	train.	So	that's	the	people	part.		

We	changed	the	organizational	structure,	because	we	were	worldwide,	and	we	started	to	have	people	that	
really	understood	marketing,	or	really	understood	IT.	So	rather	than	generalists	they	became	specialists,	
because	that's	what	the	business	felt	added	value.	So	all	about	the	people.	Process,	like	I	said,	thankfully	it	was	
solved	using	a	standard	process,	so	that	was	easier	than	ever	before.	But	the	tool	did	give	value	immediately,	
and	actually	quite	sooner	than	ever	I'd	experienced.	I'd	always	experienced	a	year	and	a	half	to	two	years.	But	
anyway,	we	actually	did	this	in	six	months,	which	even	shocked	me.	But	going	out	of	the	gate	we	had	an	old	
procurement	system	that	people	hated.	So	the	day	we	turned	on	Coupa	they're	like	well	this	is	easy.		

Philip	Ideson:	People	already	wanted	a	change.	

David	Hearn:	This	is	great.	And	we	didn't	train	them,	although	I'll	talk	about	that	a	little	bit.	9,000	people,	44	
countries,	didn't	do	any	training,	which	was	scary.	But	it	was	just	too	easy.	So	anyway	you	change	the	
perspective	of	the	entire	company	that	finally	procurement	actually	listened	to	us	and	did	something	good.	
And	secondly,	we	had	a	hidden	agenda.	We	built	70	custom	catalogs,	but	just	think	of	it	as	a	way	to	direct	
people	to	our	preferred	suppliers	that	we	had	negotiated.	And	in	the	past	preferred	suppliers	were	on	a	static	
web	page	that	no	one	knew	where	it	was,	so	they	weren't	going	to	use	them.	But	now	you	just	type	in	
consultant,	it	comes	up	with	their	three	preferreds,	shows	their	cost	per	hour.	Then	people	started	to	learn,	oh	
my	gosh,	some	of	these	consultants	are	twice	as	much	as	others.	Yay,	that's	the	goal,	right?	Influence	behavior.	
That	happened	right	out	of	the	gate.	We	didn't	have	all	the	catalogs	we	should	have	had,	but	we	just	ran	out	of	
time,	so	we	did	catch	up	on	some.	But	no,	we	had	value	immediately.	

Philip	Ideson:	I	read	you	use	the	term	of	non	intrusive	guided	buying	in	the	past.	Is	that	the	philosophy?	

David	Hearn:	Did	I	say	that?	Geez.	I	said	this	morning	psychological,	understanding	the	psychology	of	how	to	
influence	people,	and	somebody	said	that	was	kind	of	eerie.	So	anyway,	not	intrusive,	yes.	How	do	they	
naturally	work?	They	all	use	Amazon	and	eBay	at	home,	so	make	it	look	like	Amazon	and	eBay.	Now	frankly	I	
had	that	vision,	but	I	had	tried	to	implement	it	multiple	times	with	other	providers,	and	the	tool	didn't	support	
my	vision	so	I	never	got	to	what	we	wanted;	non	intrusive	guided	buying.	So	when	these	guys	showed	up,	and	
the	top	line	said	what	do	you	need,	or	what	do	you	want	or	something	I'm	like	oh	my	god,	somebody	gets	it.	So	
that's	what	I	mean	by	non	intrusive.	Anytime	you	build	a	procurement	process	that	looks	like	an	impediment	
you've	lost,	you've	failed.	
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Philip	Ideson:	Because	people	are	going	to	go	and	buy	anyway.	They're	just	going	to	do	it	outside	of	you...	

David	Hearn:	Exactly.	And	frankly,	I	don't	think	you	did	a	good	job	if	you	impede	the	business.	That's	not	what	
they're	there	for.	

Philip	Ideson:	So	do	you	see	then,	this	is	kind	of	on	a	tangent,	that	amount	of	spend,	and	that	adds	up	to	let's	
say	80	percent	in	an	80,	20	pareto.	Actually	ultimately	being	fully	automated,	or	completely	out	of,	not	
necessarily	out	of	procurement's	responsibility,	but	you	don't	actually	have	people	dedicated	to	managing	that	
spend.	It	just	takes	care	of	itself	so	we	can	focus	on	the	20	percent.	

David	Hearn:	The	guided	buying	takes	care	of	it,	but	putting	into	place	the	contracts	and	things	you	continue	to	
do.	But	you're	right,	20	percent	of	the	transactions	are	80	percent	of	the	dollars.	In	fact	at	our	company	
actually	91	percent	of	the	dollars	were	in	17	percent	of	the	transactions,	it	was	even	better.	That	meant	that	
my	team	could	just	focus	on	the	17,	get	the	right	contracts,	measure	suppliers	and	performance,	which	we	
never	had	time	to	do	before,	and	then	guide	them	through	the	non	intrusive	tool.	And	frankly,	and	this	was	
controversial,	I	told	the	company	I	didn't	even	care	about	the	stuff	below	this	threshold,	which	is	80	percent	of	
the	transactions,	but	only,	in	our	case,	nine	percent	of	the	dollars.	So	they're	like	what?	Because	it	actually	was	
a	number	that	they	felt	was	high,	was	in	the	tens	of	thousands	of	dollars,	but	we	were	a	big	company.	But	they	
said	what	do	you	mean?	And	I	said	well,	we	can	use	our	resources,	and	changing	$5,000	PO's,	or	we	can	get	91	
percent	of	the	dollars.	However,	you	can't	just	say	I'm	going	to	let	it	loose	everybody	on	even	the	nine	percent	
of	the	dollars.		

So	they	still	went	through	the	process,	they	still	had	approvals	and	all	that	good	stuff,	they	still	had	back	of	the	
PO	terms	and	conditions,	and	my	group	didn't	get	involved.	It	was	wonderful.	It	was	wonderful,	but	it	was	
controversial.	I	was	told	to	lower	the	threshold,	which	would	mean	we'd	see	more	transactions,	but	the	dollars	
were	not	much.	I	just	had	to	show	the	vision,	show	numbers,	you'd	better	go	in	with	facts	and	data	to	the	CFO	
and	say	that	will	be	counterproductive.	I	can	actually	get	you	more	savings	if	I	keep	the	threshold	where	I	want	
it.	

Philip	Ideson:	Was	the	CFO	worried	about	a	proliferation	of	suppliers	then?	Because	I	know	that's	kind	of,	the	
experience	I've	had	in	the	past	is	that	a	common	concern	of	a	CFO	is	less	even	cost	savings,	and	more	well	
there's	all	this	risk	that	exists	out	in	my	supplier	based,	because	I	have	10,000	suppliers,	and	I'm	going	to	pick	a	
number	out	of	a	hat	that	says	I	should	have	2,000	suppliers.	

David	Hearn:	Oh	boy,	you're	right,	you're	dead	on.	You	know	where	that	all	came	from?	Manufacturing.	
Because	consolidating	the	suppliers,	and	having	better	suppliers	helped	you	have	a	better	product	and	supply	
chain.	So	reduction	and	consolidation	was	the	ultimate	goal.	So	I	got	into	indirect	and	yes,	people	said	the	
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same	thing.	My	own	boss.	Because	he	was	focused	on	direct	most	of	the	time.	And	I	said	well	let's	think	about	
that.	If	I	automate	the	process	then	the	cost	of	working	with	additional	suppliers	is	almost	nil,	because	I	no	
longer	have	people	in	the	process,	I	electronically	do	PO's,	I	electronically	do	invoices.	So	why	do	I	care	if	I	have	
more	suppliers?	Risk.	Okay,	so	that's	what	the	CFO	or	compliance	people	say.	And	I	go	all	right,	let's	think	about	
that.		

So	let's	say	I	get	a	supplier	I	do	$5,000	with,	and	they	either	go	belly	up,	they	do	something	dumb,	they're	on	
the	front	page	of	the	Wall	Street	Journal.	How	much	impact	is	that	going	to	have	to	us?	It	doesn't.	Now	the	big	
suppliers	that	are	most	of	the	spend,	they	could	have	us	in	a	huge	impact.	Like	our	construction	companies,	
think	about	building	buildings.	And	it	would	be	a	PR	nightmare,	because	we'd	be	on	the	front	page	of	the	Wall	
Street	Journal	as	well,	and	it	would	interrupt	our	business's	ability,	whether	it's	marketing	or	facilities,	to	
deliver.	So	I'm	going	to	spend	my	time	there.	And	if	one	$5,000	supplier	goes	belly	up	you	can	yell	at	me,	but	
I've	made	the	right	decision.	So	there's	lots	of	controversy.	If	anybody	thinks	transformation	is	easy,	it's	not,	
and	there's	a	host	of	people	who	want	to	tell	you	no.	So	yes.	I	didn't	care	about	the	consolidation	of	the	supply	
base,	and	that	just	pissed	people	off.	

Philip	Ideson:	Yes.	That's	what	I	felt.	It	feels	like	it's	just	not	going	to	be	what	drives	the	transformation	that	
you're	trying	to	achieve.	And	you	then,	supply	consolidation	takes	so	much	time,	so	much	effort	for,	maybe	
with	my	procurement	blinkers	on,	for	very	little	benefit	in	terms	of	the	opportunity	cost	of	doing	that.	

David	Hearn:	Wow.	You	captured	it	exactly.	That's	exactly	it.	The	other,	I	call	it	the	urban	myth.	So	in	our	old	
procurement	system	it	was	so	hard	to	use,	we	could	only	train	a	limited	set	of	people,	and	then	everybody	
routed	their	needs	through,	in	our	company	9,000	people,	or	the	total	employees,	1,200	people	could	use	the	
procurement	system.	So	in	the	vision	you	can't	steer	peoples	choices	in	suppliers	to	your	preferred	suppliers	
unless	they	go	in	and	look	who	the	preferreds	are.	If	you	go	to	someone	else,	and	you	say	I	just	want	to	place	a	
[?	26:09],	and	I	already	picked	the	supplier,	you	don't	see	it,	the	other	person	sees	it,	and	they	don't	go	back	to	
you	and	say	hey,	this	one	is	more	expensive,	because	you	already	made	a	decision.	It's	usually	a	more	clerical	
person	doing	it.		

So	the	CFO	called	me	one	day	and	said	what	is	this	that	you	want	to	deploy,	Coupa,	to	all	9,000	employees?	
They	will	spend	more.	Don't	give	them	access,	they're	going	to	spend	more.	She	was	so	great,	and	I	really	
respect	her.	I	said	hmm,	okay,	let's	think	about	that.	Are	they	already	buying	the	stuff,	but	through	other	
channels?	P	cards,	tiny	cards,	they're	doing	it	somehow.	So	they're	already	buying	it.	They're	not	going	to	by	
more.	But	I	can	steer	them	to	better	suppliers	for	lower	cost.	And	with	facts	and	data,	which	we	had	prayed	
suppliers	and	all	that	good	stuff,	she	got	it.	But	you	have	to	dispel	myths	that	have	been	there	for	either	years	
just	because	they're	there,	or	because	old	models	of	transformation	have	different	dramatically	from	today.	I	
did	it	in	the	90s.	I	don't	use	the	same	techniques	as	I	would	use	now.	The	world	changes,	and	tools	change.	
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Philip	Ideson:	Yes.	And	you	bring	invisibility.	It's	not	that	you're	spending	more	money,	you're	just	able	to	see	it	
now.	

David	Hearn:	See	it.	Right,	it's	better.		

Philip	Ideson:	I	want	to	move	on	to	people,	and	you	talked	a	little	bit	about	people	before,	and	how	you	moved	
from	a	journalist	to	specialist	roles	in	terms	of	your	team.	How	are	you	able	to	get	the	investment	to	do	that?	
Because	obviously	that's	a	lot	more	expensive,	and	you	need	to	have	a	certain	scale	to	give	an	ROI	of	being	able	
to	bring	that	kind	of	capability	in	in	house.	

David	Hearn:	Yes.	So	in	the	beginning	we	did	try	to	find	experts	in	the	different	areas.	It's	very	hard	to	do.	And	
you're	right,	they're	more	expensive.	But	it	was	more	we	couldn't	get	them.	You	can't	find	people	that	have	20	
years	of	experience	in	facilities,	they're	just	not	sitting	around.	I	mean	they	are	out	there,	but	you	can't	find	
them.	So	that	was	where	we	said	we're	going	to	hire	for	soft	skills,	and	we	can	train	anybody	in	different	
functional	areas.	And	guess	who	trained	them?	The	business,	which	was	better.	The	business	didn't	feel	like	oh	
for	gosh	sakes,	you	gave	me	this	person,	and	they	don't	know	anything	about	marketing,	it	was	quite	the	
opposite.	If	the	person	went	in	and	said	I	want	to	learn,	and	I	want	to	learn	your	deliverable	values,	and	things	
that	make	you	successful,	when	someone	comes	to	you	sincerely	you	go	great,	I	will	teach	you,	so	that's	how	
they	were	trained.	

Philip	Ideson:	Yes.	You're	going	without	an	agenda,	or	trying	to	push	your	agenda.	

David	Hearn:	Right.	And	frankly	we	also	switch	people	at	times.	And	you	would	say	how	do	you	take	a	
marketing	person	who's	an	expert,	and	put	him	in	IT?	It's	the	same	model.	It's	a	really	good,	it's	soft	skills,	and	
trust,	and	relationship.	They'll	do	the	same	thing	with	IT.	I'm	here,	I	don't	have	an	agenda,	help	me	to	help	you.	

Philip	Ideson:	Yes.	We	go	back	to	manufacturing.	And	you	talked	about	GM,	and	I	talked	about	Ford.	I	was	
never	an	engineer,	I	had	no	idea	about	engineering,	but	I	always	knew	that	my	engineer	was	the	expert.	So	my	
role	was	to	bring	things	to	him	to	allow	him	to	do	his	job	better.	The	folks	that	did	that	in	manufacturing	were	
the	ones	that	were	able	to	go	from	category	to	category,	and	move	between	direct	and	indirect.	The	ones	that	
were	very	focused	on	I'm	just	going	to	run	a	process	to	a	drawing	were	the	ones	that	then	got	stuck	in	those	
roles	for	a	long	time.	

David	Hearn:	Exactly.	I	think	there's	great	people	out	there	that	get	this.	I	just	don't	think	as	a	total	function	
we're	moving	fast	enough.	Because	I	go	to	these	conferences.	I	was	going	to	ISM	conferences	when	they	were	
called	NAPM,	which	is	a	while	ago.	I	hear	the	same	stories,	and	that's	disappointing	because	I	think	we	can	
move	this	faster.	And	that's	actually	why	I	like	to	help	people	move	indirect	procurement	to	a	more	leadership	
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role.	

Philip	Ideson:	Is	that	because	we're	afraid	to	change,	or	because	for	permission	to	change?	

David	Hearn:	I	think	it's	because	if	you	do	the	same	thing	for	a	decade	it's	hard	to	believe	that	there's	a	
different	thing	to	do.	And	if	your	management	measures	you	on	the	same	metrics	as	a	decade	ago	you	feel	like	
you've	got	to	focus	on	their	metrics,	and	you've	got	to	make	the	break.	And	this	is	a	leap,	right?	A	leap	of	faith,	
that	if	you	instead	focus	on	value	to	the	business	it	will	actually	get	you	the	cost	savings,	and	that's	a	leap	of	
faith,	but	it	works.	

Philip	Ideson:	It	is.	It's	something	that	a	lot	of	folks	are	uncomfortable	with	because	they're	having	to	trust	a	
process,	rather	than	feeling	that	they're	in	control	of	it.	

David	Hearn:	I	know.	And	we	all,	it	doesn't	matter	what	job	you	have,	we're	humans,	and	outside	of	our	
comfort	zone	is	very	hard.	I've	done	it,	I	don't	like	it,	but	people	have	to	stretch	themselves.	They'll	get	great	
response	when	they	do	it.	They	think	the	business	is	not	going	to	accept	them,	and	it's	actually	just	the	
opposite.	Courage,	have	courage.	Everybody	that	I	know	can	do	it.	It's	not	that	they	don't	have	it,	they	just	
have	to	feel	the	confidence.	

Philip	Ideson:	So	that	segways	into	the	last	area	I	wanted	to	talk	about,	which	was	changing	that	mindset	
within	our	organizations.	I	think	you	touched	on	it	a	little	bit	there	around	how	we	drive	change,	particularly	
where	most	of	the	times	when	we're	doing	a	transformation	the	stakeholders	hate	procurement.	We're	kind	of	
a	nasty	taste	in	their	mouth	because	we've	done	horrible	things.	

David	Hearn:	I	know.	I'm	afraid	so.	

Philip	Ideson:	Yes.	There's	a	reason	why	we're	trying	to	drive	transformation.	

David	Hearn:	Don't	tell	my	mother	that.	

Philip	Ideson:	It's	hard	to	get	people,	to	convince	people	that	this	time	it's	different,	because	they've	probably	
been	told	five	times	this	time	it's	different.	How	is	it	different	this	time?	

David	Hearn:	Yes.	And	even	the	procurement	people.	If	you've	been	burned	multiple	times	in	trying	to	do	
transformations	that	didn't	work	because	of	any	of	the	people	that	process	technology,	but	frankly	technology	
is	the	one	that	scuttled	some	of	mine.	Then	to	go	to	them	and	say	hey,	there's	something	radically	different.	
It's	called	SaaS,	it's	called	the	company	that	gets	and	has	to	be,	look	valuable,	be	intuitive,	they're	like	you	told	
me	that	two	years	ago,	and	we	have	tons	of	software	that	you	never	use.	So	it	takes	a	ton.	And	again,	I	think	
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people	think	you	just	go	once	to	whatever	executives,	or	chain	of	command,	and	say	it's	different.	Great.	You	
good?	No.	We're	humans,	and	it	takes	repeated,	arduous...Transformation	is	hard.	It	is	not	for	the	weak	at	
heart,	because	you	get	told	no	a	zillion	times,	and	you	have	to	not	translate	that	to	an	emotional	failure,	
because	it	will	eat	you	alive.	You	have	to	just	believe,	okay,	I	have	to	keep	talking	about	it.	They	will	come	
around,	it's	just	natural.	

Philip	Ideson:	So	then	how	do	you	keep	the	executives	who	have	supported	transformation?	Even	if	they	may	
be	skeptical	about	it,	how	do	you	keep	them	on	board	when	it	is	slower	than	they	ever	expected,	because	it	
will	be	slower	than	they	ever	expected.	

David	Hearn:	It's	all	communication.	I	firmly	believe	that.	If	you're	not	communicating,	bad	news	or	good	news,	
it	doesn't	matter	actually,	repeated	and	regularly	people	in	their	heads	come	up	with	a	feeling	of	you're	failing.	
But	if	you	go	to	them,	and	you	say	I	missed	my	deliverable	for	this	quarter,	here's	why	I'm	telling	you	that	
honestly.	Here's	my	recovery	plan.	And	this	is	during	transformation,	because	you're	not	going	to	hit	
everything.	They	go	okay,	he	manned	up,	he	told	us	he's	got	a	recovery	plan.	That's	all	they	want.	They	know	
you're	not	going	to	hit	everything.	If	you	do	not	communicate	very	quickly	they	have	a	feeling	of	you	failing,	
they	tell	other	people,	and	then	it	ripples	quickly.		

We	all	know	that	the	rumor	mill	goes	fast.	So	in	my	entire	team	we	had	a	communications	plan,	and	we	
actually	got	help	from	corporate	communication,	which	does	communication	to	external	for	our	company.	We	
tapped	in	on	it	and	said	help	us,	we're	not	communication	experts.	They	showed	us	to	lay	it	out	from	top	level,	
every	all	hands	meeting,	to	staff	meetings.	So	we	have	roadshows,	to	emails	that	are	simple,	crisp,	to	be	honest	
[?	35:14],	be	sincere.	So	overcommunicating	helps	you	not	get	off	track.	But	there	are	going	to	be	times	when	
people	think	you're	not	doing	the	right	thing.	So	just	be	ready	for	it,	and	don't	be	defensive.	Our	natural	human	
response	is	defensiveness,	and	that	makes	people	lose	confidence	in	you.	I	had	a	real	problem	with	that.	I	was	
analytical,	and	when	someone	challenged	me,	and	engineer,	I	was	just	like	don't...I	wanted	to	react.	But	you	
develop	over	time.	So	it	was	like	okay,	all	right,	valid	concern,	let's	talk	about	it.	Just	like	I	said	with	the	CFO.	I'm	
not	going	to	tell	her	you're	wrong.	But	I'll	say	okay,	I	acknowledge	that	you've	got	a	concern,	and	you	think	
we're	going	the	wrong	way,	let's	talk	about	it.	It	works,	you	can	get	through	stuff.	

Philip	Ideson:	I've	just	got	one	last	question,	and	this	is	not	really	related	to	transformation	at	all,	but	more	just	
based	on	your	experience	as	a	CPO,	and	how	you	measure	and	identify	talent.	So	it's	more	of	a	tactical	
question	for	people	who	are	listening.	That's	that	you're	on	your	procurement	path,	you're	seeking	a	CPO	role	
eventually.	What	can	you	do	to	stand	out	from	the	crowd?	

David	Hearn:	Act	as	a	business	leader	rather	than	a	procurement	person.	A	business	leader	to	me	is	defined	as	
believing	your	role	in	a	company	is	to	help	marketing,	help	IT	get	their	job	done.	And	if	the	traditional	role	of	I	
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am	here	to	control	things,	regulate	things,	police	things,	ensure	compliance,	yes,	you	have	to	do	those.	But	
gosh,	don't	tell	anybody	you	do	those,	and	don't	lead	your	discussions	with	that.	Just	yes,	you	have	to	do	that.	
And	people	know	that	you	have	to	do	that,	it's	not	that	they	don't	know.	But	step	up.	Go	help	those	people.	
Then	you're	a	business	leader.	That	just	comes	in	time.	You	learn	more	about	your	company,	you	learn	more	
about	what's	important.	So	you	don't	have	to	do	anything	specific	other	than	be	attuned,	and	think	about	the	
company	rather	than	just	your	job.	Then	over	time	leadership	is	seen.	And	then	you	take	on	other	roles	that	
are	strategic	maybe	in	procurement,	and	help	the	transformation.	

Philip	Ideson:	Right.	Keep	that	mindset.	

David	Hearn:	And	that	leadership	is	seen,	and	that	helps	you	get	more	responsibility,	and	bigger	
transformations.	

Philip	Ideson:	Great.	Well	David,	the	last	thing,	and	this	is	more	logistics	rather,	if	somebody	is	interested	in	
learning	a	little	bit	more	about	how	you	can	help	them,	or	wanting	to	get	in	touch,	what	is	the	best	way	for	
them	to	contact	you?	

David	Hearn:	I've	dedicated	the	second	part	of	my	career...Everybody	thinks	I	retired.	I	did	not	retire.	The	
second	part	of	my	career	is	to	only	do	advisement	work	helping	procurement	groups.	That's	what	I'm	doing	full	
time.	And	you	can	call	me	(510)	304-3380.	Because	my	email	address	is	too	long.	It	is	
David.hearn@CPOadvisementservices.com.	

Philip	Ideson:	Well	I	will	put	those	in	the	show	notes	so	that	you	don't	have	to	scribble	these	down	while	you're	
driving,	or	at	the	gym.	

David	Hearn:	I	love	getting	calls.	

Philip	Ideson:	And	so	I	will	definitely	put	them	there	so	listeners	know	how	to	reach	out	directly.	Those	are	
going	to	be	at	Artofprocurement.com/transformation.	That's	Artofprocurement.com/transformation.	So	David,	
thank	you	very	much	for	your	time	today.	

David	Hearn:	Thank	you.	

Philip	Ideson:	Thanks.	

	


