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Executive Summary

Four dimensions define where agentic Al creates durable procurement value and how to capture it now.

Why Now

Procurement workflows are structured, rules-based, and
document-heavy, making them ideal candidates for agent
deployment. The window for first-mover advantage is open.

The Operating Model That Works

A layered architecture with policy guardrails, human approval
gates, and continuous monitoring separates pilots that scale from
those that stall.

Market Signal

"Agentic Al is reshaping procurement performance and moving the
function from transactional work to strategic impact." McKinsey, Feb
2026

Where Value Shows Up Fastest

Spend intelligence, contract risk detection, and supplier monitoring
deliver measurable ROI within the first 90 days of a well-structured
pilot.

Proof via Case Studies

Accenture, Coupa, and Mitie demonstrate that when agents are
paired with process, data, and controls, the outcomes are material
and measurable.

Enterprise Momentum

Generative Al adoption is accelerating across the enterprise, with

procurement among the fastest-moving functions. Wharton Human Al

Research, 2024
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The Procurement Problem in One Picture

Procurement organizations are under pressure from every direction. The root causes are structural - fragmented data, manual processes, and reactive risk management create a function that struggles
to move at the speed of the business.
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(@ "Procurement is ideal for agents because workflows are structured, rules-based, and document-heavy - the conditions where Al performs best."
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What Is an Al Agent in Procurement?

"Software that can plan and execute procurement tasks across systems with controls and audit trails." Agents are not chatbots. They act, reason, and loop, within defined
boundaries.

Procureme
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Where Agents Deliver Value Fastest

Spend Intelligence and Savings
Discovery

Agents continuously classify spend, identify off-
contract leakage, and surface consolidation
opportunities. No analyst hours required.

e Automated spend classification at category
level

e Savings opportunity ranking by addressable
value

e Real-time compliance rate tracking
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Contract Review and Clause Risk
Detection

Al agents review contracts in seconds, flagging
non-standard clauses, missing obligations, and
renewal risk. Gartner confirms this is an urgent
General Counsel priority. Gartner, Oct 2025
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Supplier Risk Monitoring and
Compliance

Continuous monitoring of supplier financial
health, ESG signals, geopolitical exposure, and

regulatory status. Agents alert before risk
becomes a disruption.

e Early warning signals across 50+ risk
dimensions

e Automated compliance documentation
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The "Permission Ladder" for Procurement Agents

Not all agent actions carry equal risk. A graduated permission model lets organizations build trust incrementally, expanding autonomy only where
controls are proven and value is demonstrated.

Control Principle

© 1. Read
Start at Draft and Recommend to build confidence and track
Summarize supplier performance reports, spend data, and contract status. Zero system changes. Full audit record. Advance to Execute with Approval only after evaluation
trail. metrics confirm accuracy. Autonomous execution should

remain narrow, logged, and reversible.

2. Draft

Generate RFX drafts, PO templates, and contract summaries for human review and release.

Why This Matters

Boards and auditors will ask about agent controls. A published

permission ladder is your answer. It demonstrates governance

? 3. Recommend maturity and creates a defensible framework for expansion.

Shortlist suppliers, flag preferred vendors, and surface sourcing alternatives with scoring rationale.

4. Execute with Approval
Create purchase orders after human sign-off. The agent prepares; a human authorizes.

5. Execute Autonomously

Reorder approved catalog items below defined spend thresholds. Reserved for low-risk, high-
frequency tasks only.




The Agentic Procurement Operating Model

A successful deployment is not just a technology decision. It is an operating model decision. The six components below must work together to make
agents reliable, auditable, and scalable.
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Operating model framing informed by: McKinsey, Redefining Procurement Performance in the Era of Agentic Al, Feb 2026
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What to Measure: The KPI Dashboard

Agentic procurement creates measurable, trackable outcomes. Define your baseline before launch and report against it

weekly in the pilot phase.
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Requisition to PO Cycle Time

Benchmark current average; target 40-60%
reduction via automated intake, triage, and
PO creation.

Y, N—

Sourcing Cycle Time

Days from sourcing event creation to award.
Agents accelerate RFX drafting, scoring, and
supplier shortlisting.

S —

Contract Cycle Time

Days from redline to signature. Al review of
non-standard clauses compresses legal
back-and-forth.
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Compliance Rate

Share of spend flowing through preferred
channels and approved suppliers. Guided
buying and agent nudges lift compliance.
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Savings Realized vs. Planned

Track identified savings through to realized
savings. Agents improve capture rate by
automating sourcing and contract execution.
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Supplier Risk Alerts Resolved

Number of proactive risk flags generated and
resolved before disruption. Measures agent
monitoring effectiveness.

Adoption context: Wharton Human Al Research Executive Summary, 2024
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Proof: 3 Case Studies
It Works.

"Agents and Al-driven procurement create measurable
outcomes when paired with process, data, and controls." These
three organizations prove it at scale.

ACCENTURE COUPA NETWORK MITIE




Case Study 1: Accenture - Guided Buying at Global Scale

Before vs. After: The Compliance Impact
The Challenge

With over 775,000 employees globally, Accenture faced inconsistent —
buying behavior, fragmented procurement systems, and compliance gaps Before

Manual requests,

that eroded savings targets. fragmented

access, slow

After

Guided buying,
single platform,
automated
approvals,
proactive
compliance

approvals, reactive
compliance

The Approach

Migration to SAP Ariba Buying and Invoicing SaaS with Guided Buying as
the primary interface — steering employees toward compliant, preferred-
vendor transactions at the point of purchase.

The Result

Transformed buying process across the entire global workforce. Guided a c ce nt u re

buying increased on-contract spend and reduced maverick purchasing at
scale.

Accenture Case Study: Journey to Intelligent Procurement
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Case Study 2: Coupa - Al-Driven Savings at Network Scale

The Coupa Business Spend Management platform demonstrates what is possible when Al is embedded across the full
Source-to-Pay cycle at network scale, across thousands of organizations simultaneously.

"Organizations used Coupa to manage over $425 billion of business lllustrative Savings Decomposition
spend and realized almost $15 billion in savings in a single quarter."

Example breakdown of how Al-driven procurement compounds savings
across four levers (labeled as illustrative model; proof point anchored to

cited figure above):

S 35% (D 30%

Compliance Lift Better Sourcing

a 20% @B 15%
PR Newswire, Coupa Q3 FY26 Results, Dec 15 2025

Risk Avoidance Reduced Leakage

@ Thisis not a projected figure. It is a realized, reported savings
outcome across active Coupa customers in a single fiscal
quarter.
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Case Study 3: Mitie - Bottom-Line Savings Enabled by Al

"Coupa has helped us realize £15 million in savings."

Coupa Newsroom, Global Brands Unlock $194B in Bottom-Line Savings, Jun 25 2024

Savings Achieved £15M realized Directly supports EBITDA and margin
improvement targets

Process Adoption Driver Al-guided spend management deployed Compliance and adoption scale together when
across business units the experience is simplified
Margin Support Savings compound across categories as Al Procurement becomes a durable margin

learns spend patterns contributor, not a one-time cost reduction


https://www.coupa.com/newsroom/global-brands-unlock-194-billion-in-bottom-line-savings-boosting-business-growth/

Implementation Roadmap: 90 Days to Impact

A structured 12-week pilot is sufficient to demonstrate measurable value. Speed matters but control matters more. This
phased approach de-risks deployment while building organizational confidence.

Phase 1: Foundation (Weeks 1-4) Phase 2: Pilot (Weeks 5-8)

e Select 3 high-value use cases with clear .
success metrics

e Audit data readiness: ERP access, contract o
repository, supplier master

e Define permission ladder, approval gates, .
and escalation paths

e Align stakeholders: Legal, IT, Finance, o
Procurement leadership

Deploy agent in Draft and Recommend
mode only

Build evaluation dataset; measure accuracy
against human baseline

Add guardrails based on observed failure
modes

Integrate with P2P platform and contract
repository

Phase 3: Scale (Weeks 9-12)

Expand to additional categories and
workflows

Enable Execute with Approval for qualified
low-risk actions

Stand up operational monitoring dashboard

Document lessons learned; build the
business case for Year 1



https://www.reuters.com/business/over-40-agentic-ai-projects-will-be-scrapped-by-2027-gartner-says-2025-06-25/

Risk, Controls, and Compliance

Every Al deployment must be defensible to the board, the audit committee, and the general counsel. This control matrix maps procurement Al risk types to
specific mitigations, making the governance conversation concrete and credible.

Data Leakage Sensitive supplier, pricing, or contract data Role-based access control, output redaction, approved
exposed via LLM prompts or API calls connector allowlist, no external training on proprietary
data
Hallucination Agent generates plausible but factually incorrect Retrieval-augmented generation, constrained output
recommendations or contract language schemas, mandatory human review before any

consequential action

Policy Violation Agent bypasses spend thresholds, approval Hardcoded rule engine, spend threshold enforcement,
requirements, or preferred-supplier policies immutable audit logs, escalation triggers

Vendor Lock-In Dependence on a single Al vendor creates Data export clauses in vendor contracts, portability
switching cost and data portability risk testing in Year 1, modular architecture design

Contract analytics governance context: Gartner, Al and Contract Analytics Are Urgent Priorities for General Counsel, Oct 12025
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The Business Case: ROl Model

A credible business case anchors the investment conversation. The model below uses labeled assumptions, making it auditable,
defensible, and easy to stress-test with your CFO. Adjust inputs to your spend base and headcount.

Savings: Spend
Improvement

Assumption: 1-3% improvement
on addressable managed spend
via better sourcing, compliance
lift, and leakage reduction. On a
$1B spend base, this yields
$10M-$30M annually.

Risk: Avoided Loss
Estimate

Assumption: Early supplier risk
flags prevent 1-2 supply
disruptions per year. Average
disruption cost $500K-$2M
depending on category criticality
and lead time.

Productivity: Buyer Hours
Reclaimed

Assumption: 30-40% of buyer
time currently spent on manual
intake, PO creation, and status
updates. Agents reclaim this
capacity for strategic sourcing
and supplier development.

Implementation Cost

Assumption: Includes platform
licensing, integration
engineering, change
management, and training.
Typically $500K-$2M for a mid-
large enterprise pilot through
Year 1 scale.

Value Framing

The McKinsey framework for agentic procurement distinguishes between
efficiency gains (cost and time) and strategic gains (risk avoidance, supplier
innovation access, and market intelligence). Both belong in the business case.

Payback Horizon

Well-structured pilots targeting high-volume, rules-based workflows typically
achieve payback within 12-18 months at mid-market scale. Enterprise
deployments with broader integration may extend to 24 months.

McKinsey, Redefining Procurement Performance, Feb 2026
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Start Small. Prove Value. Scale with Controls.

The organizations winning with agentic procurement are not the ones who moved fastest. They are the ones
who moved with precision, picking the right workflows, defining clear controls, and measuring outcomes
rigorously before expanding scope.

® H £

Pick 3 Workflows Define the Permission Ladder and Launch a 12-Week Pilot with a KPI
Start with spend intelligence, contract Approvals Dashboard

review, and supplier risk monitoring. These Document which agent actions require Establish your baseline metrics before week
are high-frequency, document-rich, and human authorization. Publish this internally.  one. Report weekly. The pilot's job is not just
measurably impactful, ideal first agent Make the governance model visible to Legal, to demonstrate the technology, it is to build
deployments with clear before/after Finance, and the Board before you go live. the organizational confidence to scale.

baselines.
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