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1. Context and Scope

Vendor onboarding is a critical process targeted to establish and maintain effective relationships with external suppliers & service providers and business needs. This document aims at defining a 

process that incorporates the integration of a vendor into the IT ecosystem.

➢ Purposefully define vendor selection & due diligence with business needs and defined 

outcomes. 

➢ Design for a consistent and reliable service delivery with clear accountability and governance. 

➢ Improve decision making in vendor identification and selection. 

➢ Foster a collaborative environment across vendors and involved stakeholder group.

➢ Maximise value derived from vendor partnerships.

➢ Improve service coordination and overall customer experience .Vendor onboarding

>  ObjectivesThe proposed process excludes critical lead up processes like…

▪ Business needs profiling.

▪ Vendor classification.

▪ Vendor bids & selection.

▪ Contract negotiation & finalisation.

The process focusses on the below… 



2. IT Operating Structure 

>  Key Layers

Borrowed from the Service Integration & management ( SIAM ) framework, 

the following concepts are being considered  to develop the operating 

structure.   

Ecosystem 

The ecosystem consist of 3 layers…

▪ Customer  Org ( CO)

▪ Service Integrator ( SI )

▪ Service Providers (SP)

Customer Org 

The CO ( considered corporate IT ) commissions the service ecosystem and 

owns the contractual obligations with the Service Integrator & Service 

Providers.  

Service Integrator

The SI layer comprising of both internal and external capabilities, focuses on 

service governance, management, integration, assurance and coordination 

maintaining a direct relationship between the customer org and service 

providers.  

Service Provider

The SP layer comprises of ( internal & external ) service providers responsible 

for one or more services as per contracted terms and/or service level 

agreements with the customer org.  

Customer Org

The CO will include retaining internal capabilities / functions that are responsible for strategic, architectural, 

corporate governance and business engagement. 

Strategy, Governance & IT Business Integration 

IT Strategy, Policies & Governance IT Portfolio & Performance Mgmt. 

IT Security, Risk & Legal IT Procurement / Commercial

Service Integrator

Service Performance & Benefits Management

Service Provider/s

Delivers Quality of Service & Business Value.

Enterprise Architecture

Separated from customer org, service integrators can be a mix of internal and external functions providing 

operational governance, structure & management to service delivery performed by services provider/s.  This 

layer integrates and maintains direct relationships between customer org & service provider. 

Managed by Service Integrators in a single multi provider integrated environment, service providers provide 

day to day IT services as per contracted terms and conditions. Performance managed through service level 

agreements ( external ) and through internal agreements & performance targets ( internal )

Business Needs Analysis Service Governance, Performance & Delivery Business Benefits

Cloud services Service Desk IT Security IT Delivery Teams Network Support



3. Overall Process 

Pre-Onboarding Preparation Kick-off Meeting 

Security & Compliance Orientation

Access Provisioning 

Knowledge Transfer

Setup & Integration

Pilot Run

Pilot Review

Transition to Live Ops

End

Pre-Onboarding Preparation

Considered the official start of the vendor onboarding process, providing an opportunity to 

align goals, clarify expectations, and build a foundation for collaboration. 

Kick-off meeting 

In this stage, the goal is to set the foundation for a smooth and effective onboarding process

Security & Compliance Orientation

Is a critical step in onboarding a vendor, ensuring they understand and adhere to 

organization's policies, standards, and regulatory requirements. 

Access Provisioning

Ensures vendors have the appropriate access to systems, tools, and resources while 

maintaining security and compliance. 

Knowledge Transfer

Is crucial for ensuring the vendor understands organisations, processes, tools and 

expectations.

Setup & Integration

This phase focuses on establishing and aligning services that may be cross vendors and 

across both the service provider & service integrator layer.  

Pilot review

The process is essential to assess the vendor’s readiness for full scale operations and 

alignment with service delivery commitments.

Transition to Live Ops

Support and set performance expectations & continuous improvement transitioning into live 

operations 
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The objective of onboarding vendors into the organization system is to establish a strong, efficient, and mutually beneficial relationship that ensures seamless integration of the vendor’s services and/or products 

into the IT services ecosystem.



Pre-Onboarding Preparation

1. Vendor Information Collection

• Request key documentation :  Docs like business licenses, certifications, tax information, banking details 

etc ).

• Business Contracts : Ensure NDAs and initial contracts are signed, as necessary.

2. Identify Stakeholders and key contacts 

• Operational Contacts : Identify teams, vendors & functions who will engage with the vendor in normal 

operations.

• Vendor Contacts :   Identify primary & secondary contacts across operational, legal, billing etc. 

• Clarify roles : Define roles and expectations with the vendor including escalation channels. 

3. Define Success Metrics

• Establish performance expectations : Define key metrics to track success during and after onboarding.

• Performance Measures : Understand how performance across these metrics will be measured.

4. Create an Onboarding Plan

• Plan : Draft a timeline with clear milestones for the onboarding process.

• Define Deliverables : Include expectations for deliverables from both sides.

• Identify IT systems : Identify systems and ready for vendor integration (e.g., portals, ERP systems).

• Outline vendor requirements : Vendor access to necessary tools, systems and platforms, if applicable.

5. Review with vendor

• Onboarding Plan Review: Clearly communicate company’s values, culture, and business goals to the 

vendor including onboarding plan, deliverables, systems & vendor requirements. 

• Readiness Checklist : Create an onboarding checklist as per defined outcomes and get vendor’s 

agreement.

6. Internal Stakeholder Alignment

• Stakeholder Briefing : Inform internal teams about the vendor and their role across operations.

• Socialise Plan : Ensure all stakeholders understand the onboarding plan and their responsibilities.

1
. V

en
d

o
r 

In
fo

 
C

o
lle

ct
io

n

2
. I

d
en

ti
fy

 
ke

y 
co

n
ta

ct
s

3
. D

ef
in

e 
Su

cc
e

ss
 

M
et

ri
cs

 

4
. C

re
at

e 
O

n
b

o
ar

d
in

g 
P

la
n

5
. R

ev
ie

w
 

w
it

h
 V

en
d

o
r

6
. I

n
t.

 
St

ak
eh

o
ld

er
 

A
lig

n
m

en
t

Request key documentation Sign business contracts

Operational Contacts Vendor Contacts Clarify Roles

Establish performance expectations Performance Measures

Create Plan Define Deliverables Identify IT 
Systems

Outline vendor access 
requirements

Onboarding Plan review Readiness Checklist

Stakeholder Briefing Socialise Plan



Kick off Meeting

1. Introductions

• Introduce Teams: Ensure everyone involved in the onboarding process is introduced,  

including key stakeholders from both, the organization and the vendor’s team.

• Role Clarification & Line of Reporting: Outline each participant's role and responsibilities and 

line of reporting.

2. Purpose and Objectives

• Set the Tone: Highlight the vendor’s role in the organization and outcomes.

• Define Objectives: Clearly articulate the goals & high-level deliverables of the partnership.

3. Review of Contractual Agreements

• Key Terms Overview: Review major aspects of the agreement (e.g., key work areas, scope of 

work, payment terms,  service deliverables etc. )

4. Present Onboarding Plan

• Timeline Overview: Walk through the onboarding schedule, milestones, and deadlines.

• Roles & Responsibilities: Reiterate who will be responsible for what during onboarding.

• Dependencies: Identify any dependencies and ensure alignment on their timing.

5. Set Expectations

• Performance Metrics: Share key success metrics and how the vendor's performance will be 

evaluated.

• Communication Protocols: Outline preferred communication tools, frequency of updates, 

and escalation paths.

• Collaboration Guidelines: Set expectations for how issues and challenges will be handled.

6. Discuss Tools and Systems

• Access Requirements: Review any tools, systems, or platforms the vendor needs access to.

• Training Needs: Identify if any system training is required for the vendor’s team.

7. Onboarding Checklist

▪ Review : Revisit vendor onboarding checklist items ensuring key items haven’t been ignored.1
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Introduce Teams Role clarification & Line of Reporting

Set the tone Define Objectives

Provide overview of key terms 

Timeline Overview Roles & Responsibilities Dependencies

Share Performance Metrics Comms Plan / Protocols Collaboration Guidelines

Vendor Access Requirements Training Needs

Final Onboarding Checklist 
Review



Security & Compliance Orientation

1.  Introduce Security Policies

• Overview of Policies: Present the organization's key security policies (e.g., data protection, 

cybersecurity, physical security) and confidentiality agreements. 

• Access Control: Explain rules for access to systems, facilities, and data, including role-based 

access permissions.

• Audit Expectation & Reporting Obligations  : Inform vendor on scheduled audits and 

compliance reviews including their participation and reporting procedures. 

2.  Security & Compliance Requirements 

• Risk Identification & Incident Response Plan : Share potential risks that could occur during the 

engagement including walkthrough protocols for reporting and responding to security 

breaches and/or compliancy violations. 

• Emergency Contacts : Provide a list of key contacts for security & compliance related. 

3.  Data Protection & Privacy

• Data Handling guidelines & encryption standards : Policies for handling, storing and 

transmitting personally identifiable information, sensitive or confidential data including 

encryption standards at rest and in transit measures, if any.

• Data retention : Clarify data retention and destruction policies. 

4. System & Network Security

• Implemented access methods : Discuss implemented procedures for secure system and 

network access ( e.g. VPN, multi factor authentication etc )

• Approved software / tools list : Provide a list of approved tools & software including monitoring 

& logging software in use. 

5. Reporting & Governance 

• Security & compliance periodic reviews : Establish schedule for compliance check-ins and/or 

assessments. 
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Policies Overview Access Controls Rules Audit Expectation & Reporting 
Obligations

Risk Identification & Incident 
Response Plan

Emergency Contacts

Data Handling Guidelines & 
Encryption Standards 

Data Retention / Destruction 

Implemented Access MethodsApproved Software / 
Tools List

Establish Security & Compliance 
Check-in Schedule



Access Provisioning 

1. Access Requirement Analysis

• Determine Needs : Identify what systems, data, and tools the vendor requires for their tasks.

• Role Definition : Assign access levels based on the vendor's role and responsibilities. 

2. Identity Verification

• Confirm Identities: Verify the identity of vendor personnel.

• Background Checks: Ensure all necessary background verifications / probity checks are completed.

• Review : Communicate background / probity checks information received on vendor personnel. 

3. Authorization and Approvals

• Access Request : Submit formal requests for vendor access, detailing the scope and duration of 

access.

• Approval Process : Secure approvals from relevant stakeholders (e.g., IT, compliance, data owner).

4. Account Creation & Authentication Setup

• Set Up Accounts: Create user accounts for vendor personnel in required systems.

• Credentials Generation: Provide secure credentials and assign unique identifiers to track vendor 

activity.

• Multi-Factor Authentication (MFA): Enforce MFA for an additional layer of security.

• VPN Access: Set up secure VPN connections if remote access is required.

5. Access Controls

• Role-Based Access: Ensure access aligns with the principle of least privilege. 

• Time-Based Access: Configure temporary or time-limited access if applicable.

• Segmentation: Restrict access to only relevant parts of systems or networks.

6. Orientation and Training

• Tool Usage: Provide training on how to use specific systems or tools.

• Security Awareness: Reinforce policies around passwords, phishing, and data handling.

7. Monitoring and Governance

• Activity Monitoring: Ensure systems are set up to monitor and log vendor activity.

• Periodic Reviews: Schedule reviews to ensure access remains appropriate and compliant.
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Determine Needs Role Definition

Request For Access Access Approval

Confirm Identities Perform Background 
Checks 

Review of Checks

Account Setup Generate Credentials Enforce MFA Provide VPN access

Role based Access Time based Access Access Segmentation

Tool Usage Training Revisit Security Awareness

Activity Monitoring Periodic Reviews



Knowledge Transfer

1. Initial Overview & Stakeholder Introductions 

• Organizational Overview: Introduce the company’s vision, mission, culture, and goals.

• Project Engagement Context: Explain the purpose and scope of the vendor’s role or project.

• Key Contacts: Introduce internal team members the vendor will interact with regularly.

• Roles and Responsibilities: Clarify the roles of stakeholders and how they interact with the vendor.

2. Knowledge Repository Access

• Version Control: Ensure the vendor accesses the latest and most accurate documentation.

• Document Sharing: Provide access to knowledge bases, document repositories, or intranet systems.

• System Documentation: Share policies, processes, user manuals, guidelines, test logs and FAQs etc.

3. Product or Service Knowledge / Tools Overview

• Product/Service Overview: Provide detailed information, including features, benefits, and use cases.

• Key Metrics: Share KPIs, metrics, or standards relevant to the vendor’s deliverables.

• Platform Demos: Walk through tools, software the vendor will use (e.g., CRM, ERP, etc).

• Hands-On Practice: Allow the vendor to practice in a test / lower environment, as applicable.

4. Process Walkthroughs & Training 

• Live Demos: Conduct live demonstrations of workflows, systems, or tools relevant to the vendor’s role.

• Shadowing Sessions: Allow the vendor to shadow team members to observe processes in action.

• Training & QA: Schedule training sessions for complex processes, systems, or tools.

5. Historical Insights

• Previous Work: Share examples of similar past projects, including challenges and solutions.

• Lessons Learned: Highlight key takeaways from previous engagements with vendors or similar scenarios.

6. Reverse Knowledge Transfer / Validation & Review

• Reverse KT: Use Quiz, KT sessions & practical test to assess vendor’s understanding across key business, 

functional and/or service concepts, and processes.

• Trial Tasks: Assign small controlled tasks / scenarios to judge vendor’s process understanding. 

• Collaborative Feedback : Provide summary of knowledge transfer and get vendor feedback.

• Improvement : Identify gaps / areas where vendor needs additional support and revisitation.
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Request key documentation Sign business contracts

Operational Contacts Vendor Contacts Clarify Roles

Establish performance expectations Performance Measures

Create Plan Define Deliverables Identify IT 
Systems

Outline vendor access 
requirements

Onboarding Plan review Readiness Checklist

Stakeholder Briefing Socialise Plan



Setup & Integration

1. Establishing Governance and Integration Framework

• Integration Strategy: Develop a strategy that aligns the vendor’s services with organizational objectives.

• Define Roles and Responsibilities: Clarify roles of the service integrator, the vendor, and internal teams.

• Governance Structures: Set up steering committees and operational governance mechanisms.

2. Service Design and Transition

• Service Scope Definition: Document vendor's service scope in alignment with the overall service model.

• Service Mapping: Map the vendor’s services to business processes and other supplier deliverables.

• Operational Level Agreements (OLAs): Draft OLAs between vendor and internal/external service providers.

3. Tool and System Integration

• Access Setup: Provide access to necessary tools (ITSM, collaboration platforms) based on the vendor’s role.

• Interface Design: Define interfaces for the vendor to interact with existing systems and other suppliers.

4. Configuration Management

• CMDB Updates: Update the CMDB with details of the vendor’s assets and services.

• Dependency Mapping: Map dependencies between vendor services and other system components.

• Baseline Configurations: Establish baseline configurations for systems or services managed by the vendor.

 5. Process Alignment, Testing & Validation

• Process Harmonization: Align the vendor’s processes with internal workflows ( incident, change, and 

problem management etc).

• Compliance Alignment: Ensure the vendor adheres to org’s regulatory and compliance standards )

• Service Acceptance Testing: Ensure the vendor’s services meet defined acceptance criteria.

6. Service Reporting and Monitoring

• Tool Integration for Reporting: Integrate the vendor’s tools into reporting systems for real-time monitoring.

• KPI Alignment: Ensure vendor KPIs align with overarching service KPIs and objectives.

7. Service Handover

• Handover Plan: Establish a clear handover plan from the integration phase to live operations.

• Acceptance Checklist: Use a checklist to validate readiness for service activation.

• Hypercare Period: Plan for a hyper care phase post-integration for close monitoring and issue resolution.
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Pilot Review

1. Pilot Objective Review

• Revisit Objectives: List goals and objectives of the pilot phase.

• Scope Verification: Ensure all pilot tasks, processes, and deliverables have been completed as planned.

2. Performance Evaluation

• KPI Review: Analyse vendor performance against predefined KPIs and SLAs.

• Operational Metrics: Review metrics such as task completion rates, response times, and error rates.

• Compliance Checks: Verify adherence to compliance standards, policies, and regulatory requirements.

3. Feedback Collection

• Internal Feedback: Gather feedback from teams. End users who interacted with the vendor during the pilot.

• Vendor Feedback: Allow the vendor to share their experience, challenges, and suggestions for improvement.

4. Issue and Incident Analysis

• Incident Logs Review: Examine logs of incidents, their resolutions, and timeframes.

• Root Cause Analysis (RCA): Conduct RCA for recurring or critical issues during the pilot phase.

• Lessons Learned: Identify what went well and areas requiring improvement.

5. Process and Workflow Validation

• Process Adherence: Check if vendor processes align with defined workflows.

• Process Efficiency: Evaluate the efficiency and effectiveness of the processes implemented.

6. Risk and Mitigation Assessment

• Risk Logs Review: Assess risks identified during the pilot and how they were mitigated.

• Future Risks: Identify potential risks for full-scale operations and plan mitigation strategies.

7. Financial and Contractual Review

• Cost Performance: Compare actual costs with budgetary expectations within initial pilot period. 

• Contract Adherence: Ensure the vendor met all contractual obligations during the pilot phase.

8. Go/No-Go Decision

• Readiness Assessment: Determine whether the vendor is fully prepared for live operations.

• Improvement Plan: If gaps exist, create a phased action plan to address them before full-scale deployment.

• Adjustments : Refine workflows, SLAs and/or roles based on pilot feedback including training needs. 

• Stakeholder Alignment : Review pilot outcomes and recommendations including formal sign-off. 
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Transition to Live Operations 

1. Final Handover

• Documentation : Ensure documentation and tools are prepared.

• Ownership : Transfer system ownership, as necessary.

2. Performance Monitoring Setup

• Baseline Performance : Establish KPIs and SLAs.

• Alert & Threshold : Configure tracking tools and set up alerts.

3. Operational Readiness Validation

• Go Live check : Perform readiness assessments and dry runs.

• Sign-off : Secure stakeholder sign-off for live operations.

4. Go-Live Activities

• Go live notification : Notify stakeholders of the transition and key contact information.

• Hypercare support : Monitor early live operations and deploy support.

5. Post-Go-Live Monitoring

• Measure & Report Progress : Measure performance metrics and resolve issues.

• Feedback Review : Collect feedback to assess quality of service. 

6. Periodic Review and Adjustments

• Initial Review Plan: Conduct initial reviews and refine processes.

• Update Knowledge artifacts : Update SOPs and operational documentation.

7. Continuous Improvement

• Ongoing Feedback : Engage vendors and stakeholders in feedback sessions and capture 

lessons learned for future transitions.

• Control Checkpoint : Schedule periodic audits to ensure long-term alignment.
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4. List of documents / artifacts 

• Vendor Requirements Document: Detailed requirements, scope, deliverables, and KPIs.

• Vendor Pre-Qualification Checklist: List of required qualifications, certifications, and 

compliance standards.

• Vendor Information Sheet: Details of the vendor (contact information, services offered, 

etc.).

• Confidentiality Agreement (NDA): Signed document ensuring data protection.

• Readiness Checklist: Pre-boarding readiness for systems, tools, and internal processes. 

Pre-Onboarding Preparation

• Kick-Off Agenda: Structured agenda outlining discussion points.

• Roles and Responsibilities Matrix (RACI): Definition of roles and accountabilities.

• Communication Plan: Channels, cadences, and escalation matrix.

• Meeting Minutes: Summary of key points, decisions, and action items.

• Project Charter (if applicable): Document defining objectives, scope, and timelines. 

Kick-off Meeting 

Security & Compliance Orientation Access Provisioning 

• Security Policies Document: Organizational security and compliance guidelines.

• Compliance Checklist: List of standards and regulations to be adhered to.

• Data Handling Guidelines: Instructions on data protection and privacy.

• Incident Reporting Procedure: Process steps for reporting security or compliance 

incidents.

• Acknowledgment Form: Signed acknowledgment of compliance with policies.

• Access Request Form: Document listing systems/tools the vendor requires access 

to.

• Credential Issuance Log: Record of usernames, credentials, and access types 

provided.

• Access Control Policy: Guidelines for maintaining secure access.

• Authentication Setup Guide: Instructions for configuring Multi-Factor Authentication 

(MFA) and VPN.

• Access Validation Report: Record of access testing outcomes. 



4. List of documents / artifacts 

Knowledge Transfer Setup & Integration

Pilot Review Transition to Live Ops

• Training Agenda: Schedule and topics for training sessions.

• Process Documentation: SOPs, workflows, and operational guidelines.

• Knowledge Base Access: Link or credentials to shared knowledge repositories.

• Trial Task Reports: Records of test tasks performed by the vendor.

• Feedback Forms: Feedback collected from functional trainers and the vendor. 

• Integration Process & Checklist: Steps for connecting tools, systems, and processes.

• Service Mapping Document: Mapping of vendor services to operational objectives.

• Process Alignment Report: Record of alignment between vendor and internal 

processes.

• System Testing Logs: Reports on functional and non-functional testing outcomes.

• Configuration Documentation: Details of configurations applied during integration 

• Pilot Plan: Document detailing pilot activities ( plan v/s actuals ) .

• Performance Metrics Dashboard: Tracking of KPIs and SLAs during the pilot.

• Feedback Log: Feedback from stakeholders and vendors during the pilot.

• Risk Register: List of risks identified, mitigations applied, and outcomes.

• Lessons Learned Report: Insights from the pilot phase for improvement. 

• Performance Evaluation Report: Comprehensive review of vendor performance.

• Issue Resolution Log: Documentation of recurring issues and resolutions.

• Go/No-Go Checklist: Criteria and assessment for transitioning to live operations.

• Readiness Assessment Report: Evaluation of the vendor’s readiness for full-scale service 

delivery.

• Approval Sign-Off Document: Formal approval from stakeholders for live operations

• Handover Checklist: Verification of all documentation, tools, and access provided to 

the vendor.

• Ongoing Monitoring Plan: Guidelines for post-onboarding performance monitoring.

• Periodic Review Schedule: Plan for regular performance reviews and evaluations.

• Continuous Improvement Roadmap: Framework for tracking and improving vendor 

performance .



*** end of document ***
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