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EXECUTIVE SUMMARY 2

The AI Transformation Imperative

Artificial Intelligence is no longer a future trend—it's embedded in the everyday
operations of leading procurement organizations, fundamentally reshaping how
enterprises manage costs, optimize P&L, and execute JIT strategies.

80%
CPOS PLAN GENAI DEPLOYMENT BY 2028

25-40%
EFFICIENCY GAINS POSSIBLE

50%
MORE SPEND MANAGED PER EMPLOYEE

$3.70
ROI PER DOLLAR INVESTED IN AI

What This Presentation Covers

AI in Procurement: Current adoption rates, use cases, and strategic applications transforming

sourcing and supplier management
1

P&L Impact: How AI-driven analytics, automation, and forecasting directly improve profit margins

and financial performance
2

JIT Revolution: Machine learning's role in demand forecasting, inventory optimization, and supply
chain resilience

3

Implementation Roadmap: Practical frameworks for deploying AI across procurement and finance
functions

4

ROI Realization: Measuring success, avoiding common pitfalls, and building sustainable competitive

advantage
5



💡  Key Insight: Organizations with advanced AI-enabled operating models enjoy 5 percentage points
higher EBITDA margins than peers.

JJ Shay | Global Gauntlet AI AI Revolution: Procurement, P&L & JIT bit.ly/jjshay



MARKET LANDSCAPE 3

The $22.6 Billion Opportunity

The global AI in procurement market is experiencing explosive growth, representing
one of the most significant opportunities for enterprise transformation in a
generation.

Market Growth Trajectory

SEGMENT 2024 VALUE 2025 PROJECTED CAGR

AI in Procurement (Global) $1.9B $22.6B by 2033 28.1%

Purchase Order Matching AI $1.59B $2.0B 25.2%

Generative AI in Procurement $0.16B $0.2B 29.3%

AI in Supply Chain (Overall) $12.1B $21.8B by 2027 45.3%

🎯  STRATEGIC TAKEAWAY

Companies that delay AI implementation risk falling behind competitors gaining compounding

advantages. With 94% of procurement executives now using GenAI weekly, the question isn't whether

to adopt—it's how fast you can scale.

Procurement will guide business behavior and drive better outcomes. The next
generation of procurement will be recognized for its expertise in supply markets
and its ability to shape business outcomes.

— McKinsey, "Transforming Procurement Functions for an AI-Driven World"

"
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ADOPTION ANALYSIS 4

AI Adoption: Where Organizations Stand
Today

While adoption is high, true transformation remains elusive. Understanding this gap is
critical for strategic planning.

❌  The Reality Gap

• 95% of enterprise pilots deliver no measurable ROI

(MIT)

• Only 36% have meaningful GenAI implementations

• 61% of teams have yet to implement AI in workflows

• 42% abandoned most AI initiatives in 2025

• 77% worry about AI hallucinations

✓ The Opportunity

• 49% piloted GenAI in 2024 (2x from 2023)

• 85% optimistic about efficiency gains

• 92% planning/assessing GenAI capabilities

• 50% report doubled ROI vs. traditional methods

• 44% prioritize AI adoption next 12-18 months

Investment Acceleration

11%
ORGS SPENDING $1M+ ON AI (2024)

22%
ORGS PLANNING $1M+ ON AI (2025)

The greatest value comes from augmenting—not replacing—procurement
professionals. AI frees teams to focus on strategic activities where human judgment
adds the most value.

— Art of Procurement, State of AI in Procurement 2025

"
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USE CASES 5

High-Impact AI Applications in
Procurement

From spend analytics to contract management, AI is transforming every stage of the
procurement lifecycle with measurable results.

📊
Spend Analytics

Real-time visibility, pattern

recognition, savings identification

📝
Contract Management

Auto-extraction, renewal alerts,

renegotiation triggers

🔍
Supplier Discovery

AI-driven market screening,

alternative identification

📋
RFx Automation

19% piloting automated RFI/RFP/RFQ
generation

⚠️
Risk Management

Predictive disruption alerts, supplier
monitoring

🤝
Negotiation Support

Market intelligence, pricing
optimization, strategy

Where AI Delivers Immediate Impact

APPLICATION AREA ADOPTION RATE TYPICAL IMPACT

Purchase Order Processing High 90% accuracy increase, 70% time reduction

Spend Dashboard/Analytics 38% piloting Real-time visibility, pattern recognition

Contract Lifecycle Management Growing 80% reduction in preparation time

Supplier Market Screening 14% focusing 10-17% savings potential identified

Invoice Processing High 3-way matching automation
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P&L IMPACT 6

AI's Direct Impact on Your P&L

When AI is applied strategically, it reduces costs, drives productivity, unlocks new
revenue streams, and flows directly through to better operating income and earnings
per share.

P&L Impact Framework

Revenue Enhancement

Cost Reduction

15-20% 20%

AI investments are focused on the long-term value of a company. For a CFO, there's
no better measure of ROI than seeing AI flow through the P&L with better operating
income and earnings per share.

— Yvonne McGill, CFO, Dell Technologies

"

New Revenue Streams: AI-powered product recommendations, faster development cycles📈

Conversion Optimization: Up to 180% increase in lead generation reported🎯

Customer Retention: 7-point NPS rise correlates with 1% revenue increase🔄

Labor Costs: 25-55% productivity gains, automation of routine tasks💰

Inventory Costs: 10-35% reduction through optimized management📦

Energy Costs: 12% reduction through AI optimization⚡

Operations: $300M+ savings documented through AI agents🏭



NET COST REDUCTION (BANKING INDUSTRY) PROFITABILITY BOOST (MCKINSEY)
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FINANCE AUTOMATION 7

Automating Financial Operations

Modern P&L management tools leverage AI to transform finance teams from
backward-looking scorekeepers into strategic business partners.

Key Capabilities Transforming Finance

📊  Automated Reporting 🔮  Predictive Analytics

Real-World P&L Automation Results

APPLICATION TRADITIONAL TIME WITH AI IMPROVEMENT

P&L Statement Generation Days to weeks Minutes 95%+ faster

Complaint Response Draft (Legal) 16 hours 4 minutes 99.6% faster

Fraud Detection (Mastercard) Baseline AI-enhanced Up to 300% improvement

False Positives (HSBC) Baseline AI-filtered 20% reduction

💡  SpotOn's Profit Assist (launched June 2025): First AI-powered tool for restaurant P&L analysis—
automatically identifies spending anomalies and surfaces tailored cost-saving opportunities.

80% reduction in monthly close processes✓

Automated data collection from ERP, CRM,
banking

✓

Built-in validation minimizes manual errors✓

Real-time financial visibility across entities✓

AI-driven forecasting based on historical data✓

Revenue and margin trend identification✓

Profit variance analysis automation✓

Scenario modeling for margin optimization✓
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JIT INVENTORY 8

AI-Powered Just-In-Time Inventory

AI is revolutionizing JIT by enabling more granular and accurate demand predictions,
better alignment of inventory with actual consumption, and enhanced supply chain
resilience.

How AI Transforms JIT Operations

1

Data Ingestion

Historical sales, market

trends, external factors

→

2

ML Analysis

Pattern recognition, demand

modeling

→

3

Forecasting

Precise timing, quantity

predictions

→

4

Optimization

Auto-reorder, supplier

coordination

AI Capabilities for JIT Excellence

Demand Forecasting

AI analyzes historical sales, market trends,

seasonal fluctuations, and even social media

sentiment to predict demand with

unprecedented accuracy.

Result: Substantial reduction in overstocking

and understocking issues.

Real-Time Tracking

IoT sensors + AI algorithms enable

continuous tracking throughout the entire

supply chain with real-time visibility into

stock levels and movements.

Result: Faster response to shortages and

surpluses.

30%
FORECAST ACCURACY IMPROVEMENT

10-35%
INVENTORY COST REDUCTION
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JIT ADVANCED 9

Beyond Basic JIT: Advanced AI Applications

AI-driven JIT models go beyond simple inventory management to enable predictive
maintenance, dynamic safety stock, and proactive supply chain optimization.

Predictive Maintenance Integration

🔧  Maintenance-Aware JIT 📦  Dynamic Safety Stock

AI JIT vs. Traditional JIT

Traditional JIT Limitations

• Static safety stock quantities

• Linear demand projections

• Reactive to disruptions

• Manual coordination required

• Limited external data integration

AI-Enhanced JIT Capabilities

• Dynamic, context-aware buffers

• Non-linear pattern recognition

• Proactive disruption alerts

• Automated supplier coordination

• Real-time external data analysis

Instead of overstocking critical spares "just in case," AI-driven JIT models identify
consumption patterns, mean-time-between-failure (MTBF), and historical
downtime data to ensure required parts arrive before scheduled maintenance
windows.

— ThroughPut AI, JIT Inventory Management 2025

"

AI predicts equipment failures before they
occur

✓

Spare parts arrive precisely when needed✓

Eliminates excess MRO inventory✓

Boosts uptime and reliability✓

Risk-adjusted minimums based on real data✓

Accounts for supplier lead time variability✓

Considers historical demand volatility✓

Adapts to seasonal/promotional impacts✓



🎯  The hybrid AI model combining neural networks with classical statistical forecasting offers the
best of both worlds: forward-thinking capabilities with proven reliability.
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SUPPLIER INTELLIGENCE 10

AI-Powered Supplier Management

AI transforms supplier relationships from reactive contract negotiations to proactive,
data-driven partnerships that deliver measurable cost savings.

Case Study: 40% Cost Savings Through AI Negotiation

Sourcing Projects Completed (3 months) 17

Potential New Suppliers Identified 175

Direct ROI Hits 9

One-Time Savings (Single Workshop) 16%

Annual Cost Reductions Through Renegotiation
€300,000

AI Capabilities in Supplier Management

CAPABILITY HOW AI HELPS IMPACT

Market Screening Analyzes past data, trends, performance 175 alternatives in 3 months

Dynamic Pricing Analysis Studies pricing data, margins, ranges Better negotiation positions

Automated RFx Bots Runs thousands of negotiations simultaneously 5%+ extra sourcing savings

Performance Tracking Unified view across departments Complete supplier visibility

Contract Review NLP extraction of key terms 70% time reduction

🎯  KEY INSIGHT



Organizations using AI-powered supplier negotiation moved from reactive contract renewals to

proactive management, with projected savings of 10-17% on top supplier spend.
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RISK MANAGEMENT 11

AI for Supply Chain Resilience

AI serves as an increasingly sophisticated guardian of supply chains, analyzing billions
of data points to identify potential disruptions before they impact operations.

The Risk Landscape

$10.5T
PROJECTED CYBERSECURITY DAMAGES BY 2025

2/3
CPOS NOW REPORT TO CEO/CFO

AI Risk Management Capabilities

🌍
Geopolitical Monitoring

Real-time analysis of global events

affecting supply

🌪️
Natural Disaster Alerts

Predictive warnings for weather-

related disruptions

📊
Supplier Health Scoring

Financial stability and performance

monitoring

🔗
Network Mapping

Visibility into Tier 2/3 supplier

dependencies

⚡
Early Warning System

Proactive alerts before issues

escalate

🔄
Alternative Sourcing

Rapid identification of backup

suppliers

💡  Companies with advanced AI-enabled operating models enjoy 5 percentage points higher EBITDA

AI-powered systems simultaneously analyze supplier performance data, market
conditions, and geopolitical information to provide exceptional visibility across
complex supply networks.

— Procurement Magazine, AI Transforming Procurement 2025

"



margins—a significant portion of this comes from reduced risk-related costs and disruptions.
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SUSTAINABILITY 12

AI-Enabled Sustainable Procurement

Future AI applications will make ethical and sustainable procurement practices more
accessible, transforming sustainability from a reporting exercise to an embedded part
of everyday decisions.

The Sustainability Imperative

Procurement now sits at the center of business volatility—juggling inflation, supply chain instability, and

sustainability demands. AI tools are emerging that help organizations meet increasingly stringent

requirements from both regulators and customers.

Environmental Impact Social Governance

AI + JIT = Sustainability

12%
ENERGY COST REDUCTION

10-35%
INVENTORY REDUCTION = LESS WASTE

🌱  SUSTAINABILITY THROUGH OPTIMIZATION

AI-driven JIT systems should be designed with sustainability in mind, aiming to reduce waste and

optimize resource use, thus contributing to the larger goals of environmental stewardship and social

Carbon footprint tracking across supply
chain

✓

Sustainable supplier identification✓

Waste reduction optimization✓

Energy efficiency recommendations✓

Supplier labor practice monitoring✓

Diversity spend tracking✓

Compliance violation detection✓

ESG scoring automation✓



responsibility. Reduced inventory means less warehousing, less energy, and less waste from obsolete

stock.
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ROI FRAMEWORK 13

Measuring AI ROI: A Practical Framework

Understanding the ROI of AI initiatives is essential for successful transformation—
leadership buy-in depends on hard numerical data demonstrating clear value
creation.

The Four-Dimensional ROI Framework

💰
Financial ROI

Direct cost savings, revenue growth,

margin improvement

⚙️
Operational ROI

Time savings, productivity gains,

error reduction

🤝
Relational ROI

Customer satisfaction, supplier

relationships, employee engagement

Key Performance Metrics

METRIC CATEGORY HARD KPIS TYPICAL RESULTS

Labor Efficiency Hours saved, FTE reduction 25-55% productivity gain

Cost Reduction Direct spend savings 10-17% on supplier costs

Process Speed Cycle time reduction 70-90% faster processing

Accuracy Error rate reduction 90%+ accuracy improvement

Inventory Carrying cost reduction 10-35% cost decrease

📊  High-performing teams that followed AI best practices to an "extremely significant" extent

reported a median ROI on GenAI of 55% (IBM Institute for Business Value)
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ROI CALCULATOR 14

Sample ROI Calculation

A practical example demonstrating how to calculate the financial return on AI
investment in procurement operations.

Scenario: Mid-Size Enterprise Procurement AI Implementation

INVESTMENT COSTS (YEAR 1)

Platform/Software Licensing $150,000

Implementation & Integration $75,000

Training & Change Management $25,000

Total Investment
$250,000

ANNUAL BENEFITS (YEAR 1)

Labor Savings (25% efficiency on $2M spend) $200,000

Supplier Cost Reduction (12% on $10M) $120,000

Inventory Carrying Cost Reduction $80,000

Error/Rework Reduction $50,000

Total Annual Benefit
$450,000

80% 6.7



FIRST YEAR ROI MONTHS TO PAYBACK

📈  COMPOUNDING RETURNS

Year 2+ ROI typically exceeds 200% as implementation costs are eliminated and teams become more

proficient with AI tools. The $3.70 ROI per dollar invested benchmark reflects mature implementations.
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IMPLEMENTATION 15

AI Implementation Roadmap

Start with a single, well-defined use case to demonstrate quick wins before scaling to
more complex workflows. Address data quality early—clean, well-organized data is
crucial for AI success.

Phased Implementation Approach

Phase 1: Foundation (Months 1-3)

Phase 2: Expansion (Months 4-9)

Phase 3: Transformation (Months 10-18)

Data Assessment: Audit existing data quality, identify gaps, establish governance1

Use Case Selection: Choose 1-2 high-impact, low-complexity starting points2

Pilot Launch: Deploy initial AI tools with dedicated team3

Quick Wins: Document early results to build organizational momentum4

Scale Successful Pilots: Expand proven use cases across departments1

Integration: Connect AI tools with ERP, CRM, and supplier systems2

Training: Broader change management and upskilling programs3

Process Redesign: Reimagine workflows around AI capabilities4

Advanced Analytics: Predictive and prescriptive capabilities1

Automation: Agentic AI for autonomous decision-making2



⚠️  Critical Success Factor: 76% of enterprises now include human-in-the-loop processes to catch AI
errors before deployment. Build this into your governance from Day 1.

Continuous Improvement: Feedback loops and model optimization3

Strategic Elevation: Procurement as strategic business partner4
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RISK MITIGATION 16

Avoiding Common AI Implementation
Pitfalls

MIT research warns: despite $30-40 billion in recent GenAI investments, 95% of
enterprise pilots deliver no measurable ROI. Understanding why helps you beat the
odds.

The Failure Landscape

70-85%
AI PROJECTS FAIL TO MEET EXPECTATIONS

42%
COMPANIES ABANDONED MOST AI INITIATIVES

(2025)

Critical Pitfalls & Solutions

❌  What Goes Wrong

• Adoption is high, transformation is low

• Poor data quality undermines models

• Automating existing bad processes

• Lack of skilled personnel

• AI hallucinations (77% concerned)

• ROI measured at single point in time

✓ How to Succeed

• Reimagine processes around AI, don't just automate

• Invest in data governance first

• Redesign workflows before deploying

• Upskill teams continuously

• Human-in-the-loop validation (76% do this)

• Continuous performance monitoring

🎯  KEY TRAPS TO AVOID (MIT RESEARCH)

The most successful organizations are reimagining procurement around AI
capabilities rather than simply automating existing processes. This shift is elevating
procurement's strategic importance.

— Art of Procurement, State of AI in Procurement 2025

"



Starting too big—begin with contained, measurable use cases✓

Ignoring change management—technology alone doesn't transform✓

Measuring too early—give AI time to learn and optimize✓
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TECHNOLOGY 17

The AI Technology Landscape

From standalone AI solutions to embedded capabilities within existing platforms, the
technology options for procurement and P&L management continue to expand.

Market Leaders & Innovators

CATEGORY KEY PLAYERS NOTABLE CAPABILITY

Enterprise Procurement

Suites
SAP Ariba, Coupa, Oracle

End-to-end procurement with embedded

AI

Spend Management Spendesk, GEP, Jaggaer
AI-powered spend analytics &

optimization

P&L/FP&A Jedox, Abacum, Anaplan AI-driven forecasting & scenario modeling

Supply Chain/JIT
PlanetTogether, Kinaxis, Blue

Yonder

Demand forecasting & inventory

optimization

Contract Intelligence Icertis, Ironclad, Agiloft
AI contract analysis & lifecycle

management

Supplier Intelligence Matchory, eMoldino, TealBook
AI-powered supplier discovery &

negotiation

Key Technology Considerations

🔌  Integration Requirements 🔒  Security & Compliance

ERP connectivity (SAP, Oracle, Microsoft)✓

API availability for custom workflows✓

Real-time data synchronization✓

Multi-source data consolidation✓

ISO 27001 certification✓

SOC 2 Type II compliance✓

GDPR data handling✓

Audit trail capabilities✓



💡  Coupa Software was acquired by Thoma Bravo for ~$8 billion, signaling massive investor
confidence in AI-powered spend management solutions.
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FUTURE TRENDS 18

The Future of AI in Enterprise Operations

The next wave of automation, driven by "agentic AI" systems that can interpret data,
make decisions, and act independently, will fundamentally reshape procurement and
finance functions.

Emerging Trends to Watch

🤖
Agentic AI

Autonomous systems handling end-

to-end processes

🧠
Explainable AI

Transparency in AI decision-making

for trust

🔗
Blockchain + AI

Immutable supply chain tracking &

smart contracts

💬
Conversational Finance

Natural language queries for P&L

insights

🌐
Digital Twins

Virtual supply chain modeling &

simulation

⚡
Quantum-Ready

Preparing for next-gen

computational power

McKinsey's Vision: The Next Generation of Procurement

The next generation of procurement will be recognized for its expertise in supply
markets and its ability to shape business outcomes. Procurement will guide
business behavior and drive better outcomes.

— McKinsey, Transforming Procurement Functions for an AI-Driven World

"



25-40%
EFFICIENCY GAINS FROM NEXT-WAVE AI

100%
COMPLIANCE IMPROVEMENT POTENTIAL BY 2025
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KEY TAKEAWAYS 19

Strategic Imperatives for Action

AI is no longer a future trend—it's embedded in procurement operations today.
Organizations that delay implementation risk falling behind competitors gaining
compounding advantages.

10 Critical Insights

94% of procurement executives use GenAI weekly—adoption has reached critical mass1

$3.70 ROI per dollar invested in AI when implemented strategically2

25-40% efficiency gains are achievable through comprehensive AI deployment3

10-17% supplier cost savings documented through AI-powered negotiation4

Start small, scale fast—successful pilots focus on single use cases first5

Data quality is foundational—invest in governance before AI deployment6

Human-in-the-loop is essential—76% of enterprises require validation steps7

Reimagine, don't automate—the biggest gains come from process redesign8

JIT + AI = competitive advantage—30% forecast accuracy improvement possible9

P&L impact is direct—AI flows through to better operating income and EPS10

The greatest value comes from augmenting—not replacing—procurement
professionals. By automating routine tasks and providing superior analytics, AI
frees teams to focus on strategic activities where human judgment adds the most
value.

"



— State of AI in Procurement 2025
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Ready to Transform Your Operations?

Y O U R  N E X T  S T E P S

✓   Assess your current AI readiness

✓   Identify 2-3 high-impact pilot opportunities

✓   Build your business case with concrete ROI projections

✓   Secure executive sponsorship

✓   Launch your first AI initiative within 90 days

John J. Shay IV

M&A Executive | AI Strategist

15+ Years | $4B+ in Transactions | MIT AI Executive Program

bit.ly/jjshay

The AI revolution in procurement, P&L management, and JIT

inventory isn't coming—it's here. The question is: will you lead or

follow?
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