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Executive Summary

The Al Procurement Readiness Assessment™ compiled for _ produces
an overall weighted readiness score of 48.3/100, placing the procurement function
within the Developing readiness band.

The assessment indicates that _ has established several important
foundations for Al adoption, including visible leadership support, a developing
governance framework, reasonably structured procurement data, access to data for
analysis, and some early application of Al and analytics across procurement activities.

However, the results also indicate that Al adoption remains relatively fragmented and
tactical rather than systematically embedded across the procurement operating
model.

The principal opportunity is therefore not simply to introduce more Al tools. Itis to
establish the conditions that enable _ Procurement to move

from individual experimentation and point solutions toward a coordinated, governed
and measurable Al-enabled procurement model.

Three themes emerge particularly strongly from the assessment:
1. Leadership intentis ahead of operational maturity.

Leadership is actively endorsing Al adoption, and there is evidence of an
emerging strategic direction. However, Al ownership, roadmap definition and
coordination with the wider enterprise Al agenda remain less mature.

2. Alis being applied, but predominantly in isolated use cases.

There is evidence of Al-assisted contract analysis, supplier performance
analytics and experimentation across sourcing and supplier activities. However,
many procurement processes continue to rely on manual intervention,
spreadsheets and periodic reviews.

3. The ability to demonstrate and scale value needs strengthening.

Al-related benefits are not yet consistently measured through defined KPlIs,
savings methodologies or quality measures. This makes it more difficult to
prioritize investment and demonstrate the full value of Al to the wider business.
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The assessment therefore suggests that _ is at an important transition
point: the foundations for Al adoption are emerging, but the next stage requires greater
structure, prioritization and integration.

Overall Readiness

48.3 /100 —Developing

The overall score indicates that _ has moved beyond the earliest stage
of Al awareness and experimentation but has not yet established a consistently
integrated Al-enabled procurement environment.

This is not necessarily a weakness. For an organization at this stage, the priority should
not be to maximize the number of Al tools deployed. Instead, the opportunity is to
identify the procurement activities where Al can create the greatest business value and
establish the capabilities, controls and operating model required to scale those use
cases effectively.

The assessment points toward a progression of:
Experiment > Prove > Govern > Scale > Measure
Rather than attempting to transform the entire procurement function simultaneously,

could focus on a limited number of high-value use cases, establish
evidence of value, and then scale successful applications across the function.
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Readiness Profile

Weighted
# Pillar Maturity RAG
Score
1 Strat & Leadershi /15 Developi
rate eadershi evelopin
gy P (60%) ping
2 Data & Technol 8/15 Developi
ata & Technolo evelopin
= (53.3%) PITE
. 6/15 .
3 Process & Automation Emerging
(40%)
. 4/10 .
4 Talent & Skills Emerging
(40%)
. 8/15 .
5 Governance & Risk Developing
(53.3%)
6 Supplier & Category Management 3.33/10 Emerging
PP Y (33.3%)
5.33/10 .
7 Change Management & Culture Developing
(53.3%)
4.67/10 .
8 Value Measurement & Rol Developing
(46.7%)
Overall Weighted Readiness 48.3/100 Developing m

The profile is more informative than the overall score alone.

_'s strongest relative position is in Strategy & Leadership, while the
greatest development opportunities are evident in Supplier & Category Management,

Process & Automation, and Talent & Skills.
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1. Strategy & Leadership —60%

Observation

Thisis _'s strongest assessment area and indicates a relatively
positive leadership environment for Al adoption.

Leadership appears to be actively communicating and endorsing Al, while
investment decisions are supported by a business case process. There is also
evidence of alignment with wider enterprise technology and Al activity.

However, the assessment indicates that the procurement Al strategy is not yet
supported by a sufficiently defined roadmap or clearly accountable ownership.

The combination of strong leadership support with less mature ownership and
roadmap definition is significant.

Implication

_ appears to have leadership permission to move forward with
Al, but the next stage will require greater clarity around:

¢ who owns the procurement Al agenda;

¢ which use cases have priority;

e« what capabilities need to be developed;

¢ how procurement aligns with enterprise Al initiatives; and

e what outcomes should be delivered over the next 12-24 months.

Recommendation

Develop a Procurement Al Roadmap with clear executive sponsorship,
accountable ownership, prioritized use cases, investment requirements,
dependencies and measurable outcomes.

The roadmap should distinguish between:

Now — use cases that can be deployed with existing capability

Next — use cases requiring additional data, technology or skills

Future — more transformational Al applications requiring broader operating-
model change
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2. Data & Technology — 53%

Observation

_ appears to have a reasonable foundation of structured

procurement data, with spend data held in a central environment and access to
data through dashboards or a central data warehouse.

There is also evidence of Al tool experimentation and an emerging framework for
evaluating Al solutions.

However, the core procurement technology environment is not yet being fully
exploited, and Al appears to be concentrated in a limited number of point
solutions.

Implication
The challenge is unlikely to be simply acquiring more technology.

The greater opportunity is to determine how existing procurement technology,
data and Al capabilities can be connected to create repeatable procurement
intelligence and automation.

Recommendation

Undertake an Al-enabled procurement technology and data
assessment focused on:

e data quality and accessibility;

e integration between procurement platforms;

e existing Al capabilities within current technology;

e duplication of Al functionality;

e opportunities for automation;

e datarequired for advanced analytics and predictive Al; and

e« the appropriate balance between embedded Al and standalone Al tools.
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3. Process & Automation —40%
Observation
This is one of the clearest development areas.

Al is being used in isolated procurement activities, including document-related
tasks and contract analytics. However, broader procurement processes
continue to involve significant manual intervention.

Supplier risk monitoring remains periodic rather than continuous, while
forecasting continues to rely heavily on historical spreadsheets.

Implication

There is an opportunity to move beyond Al-assisted tasks toward Al-enabled
processes.

The distinction is important.

Using Al to help someone complete an existing task faster creates incremental
productivity.

Redesigning the process around Al can potentially change the economics and
operating model of the activity.

Recommendation

Map the end-to-end procurement lifecycle and identify the activities where Al
can:

eliminate manual effort;

¢ reduce cycle time;

e improve decision quality;

e increase analytical coverage;

e identify risk earlier;

e« improve supplierintelligence; and

e support higher-value strategic activity.

Priority should be given to processes where there is a combination of high
transaction volume, significant manual effort and measurable business impact.
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4. Talent & Skills —40%
Observation

Al awareness exists within the procurement organization, but practical
capability appears concentrated among a relatively small number of individuals.

Training has been largely ad hoc or optional, while access to specialist Al
expertise is also primarily available when required.

The assessment also indicates mixed sentiment toward Al adoption.
Implication

There is a risk that Al capability becomes concentrated in a small group of
enthusiastic users rather than becoming an organizational capability.

That creates two potential issues:
Dependency risk — Al capability is concentrated in individuals.

Adoption risk — the wider procurement organization does not develop the
confidence or skills required to incorporate Al into everyday work.

Recommendation
Establish a structured Procurement Al Capability Program covering:

e Al fundamentals and responsible use;

e practical prompting and Al-assisted analysis;

e procurement-specific Al use cases;

e validation and human oversight;

e data confidentiality;

¢ role-specific Al skills;

e« advanced capability for selected Al champions.

The existing evidence of Al champions and leadership support provides a useful
foundation for this.
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5. Governance & Risk —53%

Observation

_ has several important governance foundations in place.

There is a written Al usage policy, approved tools and data-handling guidelines,
and a basic risk and security review for vendor Al solutions.

However, validation of Al outputs is inconsistent and formal controls around
some aspects of Al-supported decision-making remain underdeveloped.

Implication

As Al moves from experimentation into business-critical procurement activity,
governance becomes increasingly important.

The objective should not be to create controls that prevent Al adoption. Instead,
governance should provide confidence to scale Al safely.

Recommendation
Develop a practical Procurement Al Governance Framework covering:

e approved Al tools and use cases;

e data classification and permitted use;

¢ human validation requirements;

e supplier and third-party Al risk;

¢ Al-generated content and decision controls;
e auditability;

e ethical considerations;

e ownership and accountability.

Governance should be proportionate to the risk associated with each use case
rather than applying identical controls to every Al application.
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6. Supplier & Category Management — 33%
Observation

This is the lowest-scoring area in the assessment and represents a significant
opportunity.

Al is being experimented with in supplier discovery, research, market
information and supplier performance. However, these applications appear
relatively informal, while structured benchmarking is not yet established.

Implication

This suggests that Al's potential to support the core commercial activities of
procurementis not yet being fully realized.

There is an opportunity to move beyond using Al primarily as a research or
productivity assistant and apply it to areas such as:

e categoryintelligence;

e supplier discovery;

¢ market analysis;

e supplier segmentation;
e negotiation preparation;
¢ should-cost analysis;

e price benchmarking;

e supplier performance;

e riskidentification.

Recommendation

Develop a focused portfolio of Al-enabled category and supplier use cases.

Particular attention should be given to areas where _ has

significant external spend and where better intelligence could influence
commercial outcomes.

A practical starting point could be to select 3-5 priority categories and test how
Al can improve the category manager's ability to understand the market,
suppliers, cost drivers, negotiation position and performance.

The objective should be to demonstrate measurable commercial value before
scaling.
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7. Change Management & Culture — 53%
Observation
There are positive indicators in this area.

Leadership is actively using and endorsing approved Al tools, and the
assessment indicates the existence of a formal champion network.

This provides an important platform for broader adoption.

However, Al-related change has historically been introduced with limited
communication and support, resistance is addressed reactively, and process
changes are not consistently documented or embedded.

Implication

_ has some of the ingredients required for an Al-enabled

culture, but these need to become more systematic.

Al adoption should become part of how procurement works, rather than a
collection of individual activities performed by interested users.

Recommendation

Use the existing champion network as the foundation for a structured Al
Adoption Community, with champions responsible for:

e identifying practical use cases;

e sharing successful applications;

e supporting colleagues;

e capturing lessons learned;

e identifying adoption barriers; and

¢ feeding improvements back into the roadmap.
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8. Value Measurement & ROl —47%
Observation
This is an important area for development.
Al-related KPls are being discussed but are not yet consistently defined or
tracked. Savings are estimated informally and quality improvements are

assessed largely through anecdotal evidence.

There is, however, evidence of a periodic roadmap review process and a
standard business case approach for major investments.

Implication

Without consistent measurement, _ may find it difficult to
distinguish between:

Al activity

and

Al value.

This becomes increasingly important as investment in Al grows.
Recommendation

Create a simple Al Value Measurement Framework covering four dimensions:

Productivity
Time saved, cycle-time reduction and automation.

Commercial
Savings, cost avoidance, improved pricing and negotiation outcomes.

Quality

Reduced errors, improved analysis and better decision-making.

)

isk
Earlier risk identification, improved compliance and reduced exposure.

Each significant Al use case should have a baseline, target and agreed
measurement methodology established before deployment.
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Key Findings

The assessment suggests that _‘s current position can be summarized
as follows:

Strongest foundations

Leadership engagement
There is visible leadership support for Al adoption.

Data foundations

Procurement data appears sufficiently structured to support further Al development.

Governance foundations

Policies, approved tools and basic vendor risk controls are already emerging.

Change infrastructure

The existence of Al champions provides a valuable mechanism for accelerating
adoption.

Primary gaps

Strategic ownership and roadmap

The ambition needs to be translated into a more clearly owned and sequenced
procurement Al roadmap.

Process integration

Al remains more task-focused than process-focused.

Procurement skills

Practical Al capability needs to be broadened beyond a relatively small number of
individuals.

Category and supplier application

Al's potential to improve commercial decision-making is not yet being fully exploited.

Value measurement
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Benefits need to be quantified consistently to support investment decisions and
demonstrate impact.

Recommended Priorities

Based on the assessment, we would recommend that _ focus on five
priorities.

Establish the Procurement Al Roadmap

Create a clearly owned roadmap linking enterprise Al strategy to procurement priorities.

Outcome: clarity on where _ wants Al to create value and how it will get
there.

Prioritize High-Value Use Cases

Identify and assess Al opportunities across the procurement lifecycle using criteria
such as value potential, feasibility, data readiness, risk and scalability.

Outcome: a prioritized Al use-case portfolio rather than disconnected experimentation.

Build Al Into Procurement Processes

Move from isolated Al-assisted tasks toward redesigned processes where Al is
embedded into the workflow.

Outcome: measurable productivity and decision-quality improvements.

Develop Procurement Al Capability

Build practical Al skills across the procurement organization while using the existing
champion network to accelerate adoption.

Outcome: Al capability becomes organizational rather than individual.

Introduce Consistent Value Measurement

Establish baseline metrics and agreed measures for productivity, commercial value,
quality and risk.

Outcome: _ can demonstrate where Al is generating measurable value
and make better-informed investment decisions.

The Opportunity Ahead
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The assessment does not suggest that _ needs to "become an Al
organization."

The more practical opportunity is to determine where Al can materially improve
procurement performance and then create the conditions to scale those applications
safely and effectively.

The next stage should therefore be less about asking:
"What Al tools should we buy?"
and more about asking:

"Which procurement outcomes could Al materially improve, and what needs to change
for us to capture that value?"

_ already has several of the foundations required to make that
transition.

The opportunity now is to connect those foundations, strategy, data, technology,
people, governance and process, around a focused portfolio of high-value procurement
use cases.

That is the point at which Al moves from experimentation to procurement
transformation.

Recommended Next Step

A logical next step would be a focused Al Procurement Readiness Deep Dive to
validate the assessment findings and translate them into a practical roadmap.

This could include:

1. Validation of the diagnostic findings with key procurement and technology
stakeholders.

Identification and prioritization of high-value Al use cases.

Assessment of data, technology and process dependencies.

Definition of governance and capability requirements.

Development of a prioritized 12 to 24-month Al Procurement Roadmap.
Definition of measures and KPlIs to track value realization.

A

The objective would not simply be to identify where _ currently sits, but
to establish where Al can create the greatest procurement value and the practical steps

required to get there.

© 2026 Flexible Procurement Services Limited. All rights reserved. The Al Procurement Readiness Assessment™ is a trademark of
Flexible Procurement Services Limited. The methodology, framework, scoring model, and associated materials are the intellectual
property of Flexible Procurement Services Limited.



