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2026: From Ambition to Action

The CPO’s Roadmap
to the Al Frontier
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Rise of the Tech-Aware CPO

As we enter 2026, the mandate for the CPO has shifted toward a Tech
Awareness Imperative. While CPOs do not need to be technologists,
they must possess baseline Al fluency required to oversee their

function’s Al transition and lead a

hybrid workforce of humans and

digital agents. To build and maintain leading Procurement organizations,
it is no longer sufficient to be a master of the functional domain and
cede the technical work to IT. Now is the time for CPOs to look beyond

the hype and arm themselves wit
stand today and define a roadma
of the future.

N the knowledge to assess where they

0 for their Al-enabled operating model
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Five Dimensions to
Evolve Along Your Al Journey

To properly tailor a roadmap that fits your organizational context it is important to
establish the tech and non-tech related dimensions that must be considered and
advanced through a properly scoped and sequenced Al journey. There are five
foundational dimensions that must be addressed:

Performance Shifting from tactical, manual price reductions to autonomous,
& Value prescriptive signals. Leaders must identify "attractive problems"
Creation worth solving that generate real value.
Scope & Evaluating the "domain"—defined as an end-to-end business
Organizational process or value stream. This involves moving toward a unified
Span Source-to-Pay remit.
Technology Moving beyond C|OL.Jd migra?tion to Data Liquidity. Leaders must
% Data understand enterprise archlt.ectures asodeeply as they understand
. procurement processes, business requirements, supply markets,

Foundation and organizational details.

Fundamentally redefining workflows and processes for
Al-Enabled Al-enabled orchestration across S2P with some tasks executed
Process fully autonomously and others by providing co-intelligence for

procurement professionals.

Redefining the workforce as Digital Orchestrators. This requires
People & . . | .

new roles and shifts in behaviors and skillsets for everyone in the
Culture procurement organization.
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Three Archetypes to
Anchor Your Current State

Procurement Al maturity exists on a continuum, however we find it useful to define
three archetypes as reference points to assess the dimensions most relevant to Al-
enabled transformation.

4 ~
The Legacy Operator:  Characteristics
ReaCtIVG, manuaL and SfP.plcs.ce sprc;ad chgo:s.fu:ctlonz(.e.i:, Accoun;csdP:;anle
o sits in Finance) and data is trapped in disconnecte S.
Iocallzed Large % of staff is allocated to transactional work.
Traps
Incomplete digitalization and poor data quality hinder Al
effectiveness and agentic workflows.
. /
( ~
The Integrated Characteristics
Op‘timizer- Uses a centralized S2P suite (or constellation of point

solutions) but lacks data maturityand technical
architecture to support agentic and generative Al.

Process-standardized

and cloud-native
Traps

The "Process Plateau"—efficiency may be high within
current workflows, but fragmented process visibility
prevents true Al interoperability.

- Y
s ~
The Autonomous Characteristics
Vision: Predictive Agentic and high value generative Al capabilities span the
and Al-Native integrated S2P process including internal and supplier

collaboration. Autonomous execution is married with
prescriptive insights and complete visibility across data and
workflows.

The Advantage

People focus on the tasks and context-based decisions that
only they can make. The rest is autonomously executed
“behind the seasons” through orchestration of structured
and unstructured data and inputs from across the internal
and supplier procurement eco-system.
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Identifying Your Archetype:

The Diagnostic Rubric

-

Legacy Operator
1PT

Performance

Savings: Arbitrary savings targets
through ad hoc market checks.
Leakage: Low visibility; spot-audits.
Risk/ESG: Reactive qualitative checks.

Scope

Process Remit: Siloed functions across
S2P in Ops/Business/Finance.

Tech

Core Source and Transactional
Systems: Siloed sheets/legacy ERP.
Data Liquidity: Trapped; manual
extraction.

Al Strategy & Models

Skeptical/restricted; security risk.
Individual 'shadow' use.

Change Dynamics

Fluency: Low data literacy.
Attitude: Resistance; ‘'vaporware’,
previous unsuccessful pilots.

Outsourcing: Heavy BPO for tactical/tail.

-

Integrated Optimizer
3PTS

Performance

Savings: Strategic category mgmt with
TCO-based savings targets and
initiatives.

Leakage: System-led compliance.
Risk/ESG: Scorecards/point solutions.

Scope

Process Remit: AP shares S2P stack.
Outsourcing: Hybrid core in-house/tail
BPO.

Tech

Core Source and Transactional
Systems: Central cloud S2P suite.
Data Liquidity: REST API accessibility.

Al Strategy & Models

Supportive/efficiency pilots underway.

Change Dynamics

Fluency: Proficient in analytics.
Attitude: Cautious; efficiency tool.

Autonomous Visionary
5 PTS

Performance

Savings: Autonomous prescriptive
signals drive granular savings
opportunities.

Leakage: Real-time Al item fidelity
and linkage to commercial terms.
Risk/ESG: Predictive real-time
optimization.

Scope

Process Remit: Unified S2P ownership.
Outsourcing: Al Agent labor repatriation.

Tech

Core Source and Transactional
Systems: Vector DBs / Data Fusion.
Data Liquidity: MCP-enabled context
fluidity.

Al Strategy & Models

Foundation models as core engine with
Agent-to-Agent (A2A) execution.

Change Dynamics

Fluency: Digital Orchestrators (Al logic).
Attitude: High conviction; value driver.
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The Integrated Roadmap
to Action

Given your organization's aggregate score, the below sample high-level roadmaps
provide examples of the type of initiatives to include in a multi-phase roadmap.

The Legacy Operator Transition Roadmap -

PRIORITY: DATA FOUNDATION & PROCESS VISIBILITY

Foundation Setup Digital Integration Initial Automation

Process Process Process

Map end-to-end workflows to identify Redesign workflows to eliminate Standardize pattern-based tasks like
fragmented process visibility. manual "swivel-chair" data entry. data validation.

Tech/Data Tech/Data Tech/Data

Establish robust data governance and Consolidate data siloes into a Expand across S2P with simple Al
accountability policies. Implement Al- centralized cloud environment and data-validation and execution bots to
powered spend classification on a launch quick ROI Al to build build confidence.

single, messy category export to prove momentum.

immediate visibility ROL.

Org/People
Appoint "domain owners" to translate Introduce new/adjusted roles within
vision into operational change and Procurement with accountability for Al
begin defining more advanced Al use deployment and monitoring.
cases. Org/People

Launch basic data literacy training to

fix poor data at the source along with

broader upskilling on Al.

Org/People
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The Integrated Optimizer Transition Roadmap

PRIORITY: COGNITIVE AUGMENTATION & DOMAIN MASTERY

Domain Selection

Process

|dentify high-value domains for 20%+
incremental improvement, likely in
upstream S2C and analytics.

Tech/Data
Audit data liquidity to support agent
interoperability.

Org/People
Redesign roles to shift headcount from
transactional to strategic work.

Pilot Orchestration

Process
Reinvent end-to-end workflows to
leverage agentic capabilities.

Tech/Data
Integrate Al models (FMs) for contract
intelligence and RFx content drafting.

Org/People

Deploy "Digital Orchestrator"
bootcamps focusing on Al support and
oversight.

Scaling Intelligence

Process
Move to continuous, real-time supplier
monitoring.

Tech/Data
Prioritize Al vendors using graph
technology for multitier visibility.

Org/People

Transition to "persistent funding"
models tied to roadmap outcomes.
Launch new roles dedicated to
Procurement Al design, training,
deployment and monitoring.

The Autonomous Visionary Transition Roadmap

PRIORITY: AUTONOMOUS ORCHESTRATION & HYBRID WORKFORCE

Governance Framework

Agentic Execution Scaling Intelligence

Process
Establish a centralized orchestration
layer for agent risk controls.

Tech/Data
Use Vector DBs and knowledge graphs

to ground Al in procurement ontologies.

Deploy an autonomous “Tail Spend
Agent" to manage a low-risk,
high-volume indirect category, freeing
human hours for strategic high-spend
negotiations.

Org/People
Appoint specialized roles: Business
Ontologists and Al Product Managers.

Process
Define ontology for agent-based
process orchestration across S2P.

Tech/Data

Deploy Agent-to-Agent (A2A)
negotiation for routine categories and
other high-value collaboration points
(e.q., supplier performance, risk,
queries).

Org/People

Introduce additional roles shifts to
hand off some work to agents and
introduce agent collaboration. UpskKill
managers on human and agent
management.

Process

Use algorithmic orchestration to
dynamically rebalance human/agent
work across integrated planning to
payment with full orchestration with
suppliers.

Tech/Data

Complete deployment of trained
models and agents to capture and
orchestrate unstructured data across
planning to payment (voice, email,
docs, messaging etc.).

Org/People

Scale the "fearless learner" culture to
iterate past tech roadblocks and take
advantage of model improvements.
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A Marriage of
Technology and People

As we have laid out in our sample roadmaps, any successful deployment of Al must
also drive fundamental changes in your Procurement team’s assigned roles, skills,
mindsets and behaviors. In addition to developing the baseline tech knowledge, CPOs
must consider the implications for their teams and be prepared to lead through a
period of significant change and heightened uncertainty. As you begin to assess your
organization’s current standing related to Al and devise your own roadmap, we
suggest emphasis on key people and change management elements, namely:

No roles will stay the same and everyone will Nature of management will evolve:
need new skills: some need to evolve and managers will oversee hybrid human
some new ones are needed and agentic teams

People will be uneasy and pushed outside their Jobs are likely to be impacted and while
comfort zone: those used to high level of there may be roles for everyone willing to
structure and predictability will need develop adapt, some will not

comfort with ambiguity and experimentation

CPO Technology Terms to Know:

To lead in an Al-first world, CPOs must understand the underlying
architecture of their new digital workforce.

® Cloud: On-demand computing services (servers, storage, databases) hosted on
the internet instead of local hardware. This allows for the scalability required to
run complex Al models.

e MCP (Model Context Protocol): A standard that allows Al models to safely
access and share data across different secure systems. It is the "connective
tissue" that enables Data Liquidity.
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® A2A (Agent-to-Agent) Collaborative workflows where one autonomous Al agent
communicates directly with another (e.g., your Sourcing Agent negotiating with a
Supplier's Sales Agent) to execute tasks without constant human mediation.

® REST API The standard language that allows different software applications to
talk to each other. It is the foundation for integrating modern S2P suites with
legacy ERP systems.

® Foundation Models (FMs) Large-scale Al models (like GPT-4 or Claude 3)
trained on massive amounts of data. They can be adapted to a wide range of
tasks—from drafting RFPs to predicting supply chain disruptions.

® Vector Databases A specialized type of database that stores data as
mathematical coordinates. This allows Al to perform "semantic searches," finding
relationships between concepts (e.g., matching a risk signal to a specific contract
clause) rather than just keyword matches.

® Knowledge Graphs A way of organizing data that highlights the relationships
between entities (suppliers, parts, contracts, regions). It provides the "contextual
map" Al agents use to navigate your supply chain.




