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Introduction

Procurement teams are entering the new year facing a challenge: do more with less, or risk becoming
a bottleneck to growth. According to The Hackett Group’s 2025 Key Issues Study, procurement

workloads increased by roughly 10%, while budgets rose by only 1%. Leaders can expect similar or
more severe constraints in 2026 as economic volatility, supply disruptions, and rising compliance
demands place new weight on procurement functions. Leaders are being asked to protect the
business while doing more with less, and traditional operating models cannot keep pace.

Recent research from McKinsey demonstrates that artificial intelligence provides a rare
opportunity to reverse this trend. Their analysis finds that Al agents, advanced systems capable
of context analysis, decision-making, and autonomous action, could make procurement functions
25% to 40% more efficient while shifting
team focus from routine tasks to strategic
decision-making. This shift is accelerating Procurement teams took on 10% more work
across industries as organizations move with only a 1% budget increase in 2025
from tactical automation to advanced
Al capabilities that support prediction,

reasoning, and autonomous execution.

These shifts reflect broader enterprise
expectations. According to Deloitte’s 2025

Global CPO Survey, procurement leaders face

unprecedented complexity from global supply
chain disruption, regulatory shifts, and rapid

technological advancements. Procurement
leaders are being asked to deliver strategic Workload Growth _ Budget Growth

value, improve visibility, and manage increased
Figure 1: Procurement Workload and Budget Changes in 2025

risk in a landscape shaped by rising cost (The Hackett Group)

pressures, geopolitical complexity, and
regulatory compliance issues.

This 2026 Al Procurement Blueprint is designed to help you transform pressure into opportunity.
Follow each step as we address an essential area for Al readiness, from building your business case
to deploying agentic use cases. We have paired every section with a recommended resource that
expands on key topics procurement leaders must master to lead confidently into the year ahead.
This is not about just keeping up, it is a way to get ahead.
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https://www.thehackettgroup.com/the-hackett-group-procurement-leaders-say-ai-will-transform-their-jobs/?utm_source=chatgpt.com
https://www.mckinsey.com/capabilities/operations/our-insights/transforming-procurement-functions-for-an-ai-driven-world
https://www.deloitte.com/us/en/services/consulting/articles/2025-global-chief-procurement-officer-survey.html
https://www.deloitte.com/us/en/services/consulting/articles/2025-global-chief-procurement-officer-survey.html

1. Leverage Al to Improve
Procurement Outcomes

The business case for Al in procurement writes itself if you know how to build it. The challenge is not
proving Al works; it is translating technical capabilities into language that resonates with CFOs, CEOs,
and boards who control budget approvals. The most successful procurement leaders reframe Al not
as a technology investment, but as a strategic enabler that directly impacts the metrics executive
leadership cares about most.

Resistance to Al investment typically stems from misconceptions. Organizations often believe
procurement automation is limited to transactional processes like procure-to-pay, when in reality,
the highest-value use cases like supplier evaluation, risk assessment, and strategic sourcing remain
manual and inefficient without Al. Viewing procurement as a cost center rather than a value driver
limits appetite for investment.

Smart procurement transcends traditional cost reduction. It enables sophisticated, rapid, and
strategic decisions throughout the organization: decisions that protect margins, mitigate risk, and
create sustainable competitive advantage. Organizations that proactively invest in Al procurement
solutions gain competitive advantage by increasing visibility, agility, and efficiency across their
sourcing operations.

However, the window for competitive advantage through early Al adoption is narrowing. As Al
becomes table stakes in procurement, organizations that hesitate face compounding disadvantages:
competitors operate more efficiently, respond faster to market changes, and build stronger supplier
partnerships through Al-enabled collaboration. The acceleration of digital transformation across
industries signals a clear mandate. Procurement leaders must position Al-powered solutions not as
optional enhancements, but as mission-critical investments that determine whether procurement
remains a cost center or becomes a strategic driver of enterprise performance.

Procurement:

Download the full How to Leverage Al in S oy e

Procurement (2026 Edition) paper for specific use

cases, ROl frameworks, and industry research.
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2. Build a Business Case
for Al Investments

Once you have realized the possibilities of Al in procurement, you need to secure budget approval to
move forward. The path from concept to funded initiative requires more than enthusiasm about Al's
potential. It demands strategic positioning, stakeholder alignment, and a business case that speaks
to executive priorities rather than procurement aspirations.

Technology investment often stalls in approvals not because the solution lacks merit, but
because procurement leaders do not address the concerns of key decision makers. IT worries
about integration complexity, vendor viability, and security implications. Finance scrutinizes

ROI assumptions, questions payback periods, and compares your proposal against competing
investment opportunities across the enterprise. Legal examines data governance, contract terms,
and liability exposure. The CFO and CEO evaluate whether the investment aligns with strategic
priorities and whether procurement has credibility to execute successfully.

Getting to yes requires mastering several strategies: starting with planning and problem

definition, building good relationships with stakeholders before you need their support, improving
communication skills by tailoring your message to each audience, having a strong business case, and
quantifying efficiency gains in terms that resonate with decision makers.

Each of these strategies requires specific approaches tailored to your organization’s culture,
decision-making structure, and past experiences with technology investments. For example,
communicating effectively with Finance means preparing to discuss not just ROI but also payback
periods, ongoing maintenance fees, and year-over-year cost implications. IT stakeholders need
detailed technical discussions around security certifications, integration requirements, and how
your proposed solution addresses gaps that existing systems cannot fill. The window for building
competitive advantage through early Al adoption is narrowing, but rushed proposals that fail to
address stakeholder concerns will not be successful.

The CPO’s Guide
to Technology
Investment Approval

For a more detailed guide on how to build your

case, download The CPOs Guide to Technology
Investment Approval today.
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3. Al-Native Platforms vs.
Legacy Systems

Not all Al procurement is created equal. The market'’s rush to claim Al-native status is leading many
providers to simply overlay their legacy systems with Al chatbots rather than build real intelligence
or automation into the core of the procurement process. This fundamental architectural difference
determines whether your Al investment delivers transformative value or just incremental improvement.

True Al-native procurement platforms were built with intelligence and automation embedded at
every level, not layered on as chatbots or add-ons. Al-native platforms exhibit three fundamental
characteristics: intelligence-first architecture where Al drives workflow design, autonomous
orchestration that eliminates manual handoffs between processes, and adaptive learning that
continuously improves recommendations based on organizational patterns and outcomes.
Legacy platforms with bolt-on Al typically layer features onto a structure built for manual or rule-
based control, leaving core workflows, data governance, and cross-organizational orchestration
fundamentally unchanged.

When procurement data lives in fragmented systems, Al cannot deliver its full potential because
it lacks the complete view needed for intelligent decision-making, proactive risk monitoring, and
automated workflow orchestration. One unified platform with all your procurement, supplier, and
contract data creates the foundation needed to scale Al across your organization.

Organizations evaluating Al procurement platforms should ask: Does the platform require manual
routing of exceptions and approvals? Can it automatically orchestrate changes across multiple
processes without human intervention? Does it continuously adapt its recommendations based

on organizational learning patterns? These questions reveal whether a platform truly embeds
intelligence throughout its architecture or merely adds conversational interfaces to legacy workflows.

To get a better understanding of what makes
Al-native different and the value gained from it,
read the IDC Spotlight paper, Value of Al-Native

gt
‘alue of Al-Native

Procurement Platforms. e
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4. Define Your Tech Stack and
Integration Strategy

Procurement does not operate in

isolation and neither should your Orchestration Maturity

Al latf Bef Integrate ; Execute ; Orchestrate
procurement p atform. Betore Traditional integration | Orchestration of static | Dynamic procurement
crat | . fi h (connectors, APIs, ! workflows I orchestration
committing to any solution, confirm the IPaas etc.) i i
platform has the integration capabilities c ‘ ‘
ke ! !
you need to work with your ERP systems, 8 l ‘
. 2 | |
contract lifecycle management tools, s | <*> |
. . . 3 ‘ ‘
| |
supplier networks, financial systems, and We are here |
collaboration platforms. l l
| |
| |
According to the Gartner® report, 93% of Future

procurement organizations say efficiency _ .
. . o . Figure 2: Report on procurement orchestration platforms (Gartner®)

is their top digital goal, yet 85% still rely

on disconnected systems that slow progress and frustrate users. Procurement orchestration provides

the connective tissue needed to simplify those experiences and deliver consistent, measurable results.

The best platforms are built with interoperability as a core strength. Through secure, scalable APIs and
direct connectors, leading solutions integrate with platforms such as Coupa, Ironclad, SAP, Docusign,
and Slack. These integrations eliminate duplicate entry and manual reconciliation while enabling real-
time synchronization across intake, supplier management, sourcing, and contracts.

Procurement orchestration platforms take integration capability further by coordinating complex,
multi-step processes across systems and stakeholders. Rather than managing point-to-point
integrations between individual tools, orchestration platforms provide a unified layer that enables a
single source of truth for procurement within the broader enterprise ecosystem.

Read the Gartner® Innovation Insight: Procurement

Orchestration Platforms report for more details on Ga rtner
®

procurement orchestration platforms.
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5. Discover Agentic Al and
Its Role in Procurement

Once you have implemented an Al procurement platform, the next question becomes: how can it
help restructure your workflows and reduce your manual work? The answer lies in understanding
agentic Al and how it differs from the automation and Al capabilities that came before it.

The evolution from automation to agentic Al represents a fundamental shift in how technology
supports procurement work. Traditional automation follows predetermined rules. Al and machine
learning add intelligence by learning patterns from data. Generative Al introduces the ability to
create content and provide conversational interfaces. Agentic Al goes even further by acting
autonomously on behalf of users, perceiving environments, making decisions, planning work, and
executing multi-step processes with minimal human intervention.

Al agents function as teammates that handle specific procurement tasks. They do not simply answer
questions or provide recommendations; they can take action. An Al agent might monitor contract
renewal dates, draft renewal terms based on performance data and market conditions, route
proposals to appropriate stakeholders, track approvals, and schedule final execution. Another agent
might automatically flag concerns and initiate risk assessments when thresholds are crossed.

These capabilities translate directly into measurable business outcomes. Contract management,
one of procurement’s most time-intensive and critical functions, provides a compelling example

of agentic Al's transformative potential. Organizations managing thousands of contracts across
multiple jurisdictions often struggle with visibility, compliance risk, and the manual effort required to
track obligations and renewals. This is exactly where Al agents can fundamentally change how work
gets done.

Read this recap blog on the Western Union
Masterclass to see how they used an Al Agent to

modernize their contracting operations and see the

fAlmMmasterclass

concrete impact of agentic Al in action.
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6. Gain Visibility to
Manage Risk with Al

Organizations face potential tariff changes, inflation pressures, supply chain disruptions, and
geopolitical shifts that can impact procurement costs and supplier relationships in 2026. Traditional
approaches to managing these risks involve manual contract reviews, spreadsheet tracking, and
reactive responses after costs have already increased. Al agents offer a fundamentally different
approach: continuous monitoring and immediate visibility.

Al agents can scan your entire contract repository and return clause-level answers to specific
questions in seconds. Rather than assigning team members to manually review hundreds or
thousands of contracts, you can deploy an agent to identify every contract containing language
related to price adjustments, inflation clauses, tariff pass-throughs, or currency fluctuations. The
agent not only finds these clauses but also extracts the specific terms, categorizes them by type
and risk level, and presents the results in a format that enables immediate action.

This capability becomes critical when external conditions change rapidly. When new tariffs are
announced, you need immediate answers to questions like: Which suppliers and contracts are
affected? What is your potential cost exposure? Which agreements leave you vulnerable? An Al
agent can provide these answers within minutes.

Beyond economic volatility, organizations face a complex landscape of supplier risks. Many
enterprises work with tens of thousands of suppliers without anyone truly managing them
or maintaining full accountability for the risks they pose. Al changes this dynamic by making
comprehensive, continuous risk management feasible at scale.

The goal is not simply to identify risks but to enable better decisions. Al risk management helps
procurement teams prioritize which suppliers require immediate attention, determine appropriate
due diligence for different risk profiles, understand contract terms to mitigate identified risks, and
document for audit and compliance purposes. This transforms risk management into a strategic
capability that protects the organization while enabling confident supplier partnerships.

Download the Procurement Leaders Guide to

Managing Tariff and Inflation Risk for information
on managing cost-related risks or this whitepaper

on third-party risk management to dive into
Why Al is now Risk Leader’s Secret Weapon. us

Why Al is Now Risk
Leaders’ Secret Weapon
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Make 2026 Your Most
Efficient Year Yet

Now you have examined the evolving procurement landscape, assessed what Al can do for capacity,
learned how to build a compelling business case for enterprise investment, evaluated technology
architectures, planned for integrations, explored agentic Al workflows, considered contract visibility and
risk management, and reviewed how automation can streamline the procurement lifecycle.

Success in 2026 will not come from incremental improvements, but from rethinking procurement as a
unified, intelligent, and agile function. With the right platform, your procurement team can operate with
the speed, clarity, and cross-functional alignment required to meet enterprise demands.

What an advanced Al-native platform delivers:

+ A unified data foundation for suppliers, contracts, sourcing events, and procurement activity

» Agentic capabilities that automate intake, classification, contract discovery, supplier onboarding,
and repetitive work

+ Real-time visibility so procurement, legal, finance, and IT operate from one coordinated system

* Rapid time to value through fast implementation and high user adoption

What success looks like when procurement adopts Al-native:

Procurement teams using an Al-native platform report meaningful, repeatable outcomes, including:
» 10X more RFPs created, enabling teams to scale sourcing volume without increasing headcount
« $3.5 million in contract savings uncovered through automated clause search and analysis

6000 hours of downtime eliminated through rapid mobile access and supplier evaluation
» 47% faster cycle times achieved by centralizing processes for sourcing, collaboration, and purchasing

3350 hours saved through Al driven contract analysis that accelerates visibility

These results demonstrate what becomes possible when procurement shifts from fragmented systems
and manual processes to a unified, Al-native environment that is designed for intelligence, automation,
and scale. Request a demo today to see what delightful procurement can look like with Levelpath.

. levelpath
st See Levelpath’s Al-native
gl B platform in action and experience

- delightful procurement.

ik octons
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