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Nearly half of procurement professionals now use Al
every working day, and 58% use it at least four days a
week. The question is no longer whether your team
uses Al, but whether your organisation has caught up.

State of AL in 47% use AI every working day

Procu rement In And 58% use Al at least four days a week. For most teams it is

2026 already part of the daily routine.

Al use in procurement is already

high. What is missing is the o
upskilling structure to turn that B

use into reliable results.

That is exactly the gap this . U 9% 10% o 1%
playbook closes. We explain the ) . . . .

4 phases of Al development that 0days 1day 2days 3days 4days 5 days

every procurement team follows.

10.6 hours a 62% rely on ChatGPT

Week Copilot is close behind at 61%, and Claude is gaining ground but

. still sits at 19%. General-purpose tools dominate procurement Al.
is what the average

professional could hand to Al

agents, while 74% still spend

Four general-purpose
40% or more of their week tools dominate @

procurement Al usage: ’@
on manual data work.
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weekly, per professional. Automatable.
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INTRODUCTION

Introduction:

Al does not think, it predicts.

Tools like CoPilot and ChatGPT are
trained on billions of sentences.
They do not actually think. They
calculate, word by word, which
word is statistically most likely to
come next.

Al doesn't think. It predicts. Let that sink in.

Let me make that clear with an example.

Let's take the phrase:

[ I went to the store to buy a gallon of...

According to the GPT-5 data, here's the

breakdown of the expected word:

50% Milk

20% Water
15% Ice Cream
10% Gas

5% Paint

Milklwins, simply because it is the most common

worgl to follow that sentence.

Now let's add one word to that sentence:

I’'m going to the hardware store to pick up
a gallon of [BLANK].

Suddenly the prediction completely changes. Milk

is obviously out of there:

60% Paint

20% Gasoline

10% Cleaning Solution
5% Glue

5% Water

One word changed the entire output, because it

changed what was statistically likely.

Now imagine changing a few full sentences of
context. The effect is enormous. The exact words
you choose decide what you get back, and that
skill, prompt engineering, is the foundation
everything else is built on. It is also why teams
that jump straight to Al agents fail: an agent is

only as reliable as the prompting underneath it.

'P-l_-l'mr.urem!ﬁt

Tacties




AI PLAYBOOK FOR
PROCUREMENT DIRECTORS

Table of
Contents

01 Al in procurement statistics 02

02 Al does not think, it predicts 03

03 The four phases of Al in procurement 05

04 The four phases, explained 06

05 Where does your team stand 10

06 Get your team through every 11
phase

© 2026 Procurement Tactics. All rights reserved.

This report and its contents are the intellectual property of Procurement Tactics. No Procurement
part of this publication may be reproduced, distributed, or transmitted in any form PT

or by any means without prior written permission from Procurement Tactics.

Tactics




PHASE 1 : Al FOUNDATIONS 5

The four phases of Al in procurement

01 Phase 1: AI Understand how Al really works and start using it
Foundations safely from day one, before anything else gets built on
top.
02 Phase 2: Structured Write prompts that get consistent, expert-level results
Prompting from any Al tool, instead of generic, hit-or-miss
answers.
03 Phase 3: AI Across Put Al to work in real procurement tasks, from market
Procurement research and RFQs to contracts and supplier
management.

04 Phase 4: AI Agents and  Automate repetitive procurement work end to end
Automation with Al agents, no code required.

PHASE 1 : EXPERIMENTATION

[x] Curiosity without structure ©
« Fragmented usage (Emails, Research)
MISTAKE * Mo shared standards REAL

Reactive, ad-hoc
“The jump”  Reacti TRANSFORMATION
Oﬂi" the desired OUTCOME: Awareness but no repeatability Necessary Path
pat

Capability &
Mistake because skipping :m:::":f ;ﬁlﬁ:}ﬁ:ﬁ?
foundations guarantees
poor results

ild prompt

yutputs

OUTCOME: Reliable productivity gains; builds capability

PHASE 3 : WORKFLOW INTEGRATION
From Assistance to Operating Model

« Al embedded in processes = Continuous analysis
= Connects to spend data, ERF, etc. = Auto-generated templates

OUTCOME: Business impact; builds infrastructure

PHASE 4 : AGENT AUTOMATION

Al acts autonomously within defined boundaries

OUTCOME: Scalable autonomy; builds scale

PT Procurement
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PHASE 1 : Al FOUNDATIONS

Phase 1:
Al Foundations

Understand how Al really works, and start using it

safely from day one.

This is the curiosity stage. Some team members

use Al every day, some haven't even logged in.

Some are testing Al for everyday tasks like
drafting emails, summarising documents, and
quick research. The results feel impressive and

enthusiasm spreads on its own.

But usage is inconsistent: everyone experiments
in their own way, prompts vary wildly, and no one

is sure what good looks like.

The value is real but mostly accidental. The goal
of this phase is awareness and a safe footing, so
the team sees what Al can do, understands its
limits, and knows how to use it without exposing

sensitive data.

For the director

Mistake to avoid:

Assuming everyone is at the same level and

letting people loose with no ground rules. That is

how inconsistent and unsafe use starts.

Do you recognise this? Then your
team is here

® People use ChatGPT or Copilot in their
own way, with no shared standard for

what good looks like.

® Sensitive supplier or contract data
sometimes gets pasted into public tools
without anyone checking what happens to
it.

What this phase builds: confident, safe everyday

use, and knowing exactly when to trust Al.

Move up to Phase 2:

Set one simple ground rule for what data is safe
to use, and give the whole team a shared
foundation. Then they are ready to learn

structured prompting.

Procurement
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PHASE 2 : STRUCTURED PROMPTING

Phase 2:

Structured Prompting

The single skill that determines the quality of

everything Al produces for you.

Here the team gets intentional. People notice that
certain prompts work reliably, so they start to

save and share them. Prompt libraries appear for
supplier outreach, RFP drafting, category research

and negotiation prep.

The team learns to tailor prompts to procurement
by adding context, defining the format, and
bringing in category knowledge. Consistency rises

and productivity jumps.

The organisation now has a shared language for
using Al, even though the work is still done by
hand.

For the director

Mistake to avoid:

Treating Al like magic. Vague questions get vague

answers, so output stays unpredictable and

people lose trust.

Do you recognise this? Then your
team is here

® Results swing from excellent to useless

depending on who is asking and how.

® Thereis no shared prompt library or
templates, so good results are not

repeatable.

What this phase builds: reliable, expert-level
output from any Al tool, instead of hit-or-miss

answers.

Move up to Phase 3:

Build a shared prompt library for your top
procurement tasks so good results become
repeatable. Then take those prompts into real

workflows.

PT|
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Phase 3:
Al Across Procurement

Apply Al at every stage of the procurement cycle,
from market research to contracts.

Al moves from a standalone helper to a part of Do you recognise this? Then your
real procurement work. team is here

Instead of just generating text, it gets applied

_ Al helps with one-off tasks but is not yet
across the cycle: spend data is cleaned, ¢ P y

. part of real procurement workflows.
categorised and analysed; contracts are

summarised with their key risks and renewal

People still - i h
dates surfaced; market research, RFIs and RFQs ® eople still copy-paste into a chatbot

— instead of working directly on contracts,
are drafted from real files instead of copy-paste. & y

spend, and supplier files.

This is where productivity turns into business

impact, because Al becomes part of how the team What this phase builds: Al embedded across the

actually works rather than an add-on. cycle, so core tasks run noticeably faster.

For the director

Mistake to avoid: Move up to Phase 4:

Leaving Al adoption to IT, or never measuring it. Embed Al into a few core workflows like contracts,
Procurement leaders who own it and track the spend, and supplier research, and start

time saved get real traction. measuring hours saved. Once it is routine, you

are ready to automate.

Procurement
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Phase 4.
Al Agents and Automations

Go from doing the work yourself to having Al agents
handle the repetitive parts, no code required.

Now Al does not just assist, it acts. Agents Do you recognise this? Then your
monitor spend, supplier data, contracts and team is here
market signals in the background. They trigger

alerts, prepare documents, assign tasks and

. ©® You want agents, but you are not sure
move routine, rules-based work forward end to g y

. o . which tasks are safe to automate.
end, with a human signing off on the decisions

that matter.
® The earlier phases are not solid yet, so

Their reliability depends entirely on the earlier building agents feels risky or unrefiable.

phases: clear prompts, standardised processes

and clean data. Get those right and agents What this phase builds: working no-code agents
become force multipliers, handling hours of that handle repetitive procurement work end to
manual work so the team can focus on strategy, end, freeing the team for strategy.

suppliers and stakeholders.

For the director

Mistake to avoid: Scale from here:
Rushing to agents before the basics are solid, or Start with one low-risk, high-impact agent, keep a
expecting results overnight. Agents built on shaky human in the loop, prove the value, then expand

foundations are unreliable. agent by agent across the function.

Procurement
PT |Ta-cttcs



CHECKPOINT 10

CHECKPOINT:
Where does your team stand?

You cannot skip to the finish line.

Most teams want the results of phase four: speed, accuracy, automation. But the teams that get there

are the ones that build phases one to three first. That is the whole point of a structured path.

You master the foundations, then automation becomes a natural next step instead of a risky shortcut.

So before you chase agents, be honest about where your team really is today.

Find your team in the four phases, then close the gap to the next one. That single step, done well, is

what separates the teams that get real results from the ones that stall.

Research amongst 121 procurement leaders shows that the biggest barrier to Al adoption is knowledge

and skills. (source: https://procurementtactics.com/ai-readiness-2026)

Knowledge gaps are the #1 barrier.

Knowledge & Skills = 41%
IT & Policy _—_—— 21% INSIGHT
Budget & Cost | ] 12% .. _—
Organizational Resistance ] 10% This is a traini ng

; problem, not a tech
System Integration =0 4%

problem.

Data Quality [l 4%
AI Limitations == 4%
Time & Bandwidth | 4%
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Get your team through every phase

Master the foundations first, and automation becomes the
natural next step, not a risky shortcut. The Al Fundamentals for
Procurement Teams Program does exactly that:

Phase 1 Phase 2 Phase 3 Phase 4

Experimenting Structured Prompting

—{: Artificial Intelligence in Procurement Course )7 C AI Agents Course )
Unleash the power of Al within procurement Learn to automate procurement tasks with Agentic Al
i : =
p AI Agents Fundamentals » Build Your Own AI Agent
p Alin Procurement Basics P Apply AI to Real Tasks Learn how Al agents differ Create a Morning Brief Agent
Learn how AI works, what happens to See Al in action for market research, from traditional automation that summarizes emails,
your data, and its benefits, limits, and RFIs/RFQs, negotiation prep, and more. and language models. prioritizes tasks, and

risks in procurement. automates actions,

p Find Automation
b Best Tools for the Job Opportunities

Discover which Al tools to use for data Identify tasks in your daily
analysis, content, visuals, and dashboards. vigrkflows thatALagentecan, O reEhi Aensuretaimess

when using Al agents.
handle safely.

} Manage Ethics & Data Risks

} Write Effective Prompts Breyartbie mamtain

Use our prompt engineering template to
craft prompts that get the best results,

NEXT STEP
Al Fundamentals for Procurement Teams

Our Al Fundamentals for Procurement Teams program takes your team from

foundations to building their own Al agents. IFPSM accredited and tool-agnostic.

) About 5 to 7 hours of self-paced learning across the four phases, plus live sessions, with

12-month access.

p Team-wide Al adoption in 21 days. Built for real procurement tasks

View Al Fundamentals For Procurement Teams Training —_

Procuremeant
PT Tacties
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Procurement Tactics is a Don’t Waste Time on Theoretical
procurement education Procurement Training.

institute that trains

procurement teams.

We founded Procurement Tactics to help modern
procurement teams achieve direct impact with practical,

personalized online training.

Our methodology combines academic rigor with hands-on

applicability, covering supplier negotiation, cost analysis,

category management, and digital procurement
Marijn Overvest transformation.

Founder, Procurement Tactics

Procurement Tactics works with mid-size and enterprise

marijn@procurementtactics.com organizations to build procurement capability, drive
+31 643109217

measurable savings, and accelerate professional

procurementtactics.com development.
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