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Let me introduce…

Jonathan O’Brien
CEO Positive Purchasing

Host of The Procurement Show Podcast

Business author

Here to tell you about…

Best practice strategic 
procurement in today’s leading 
companies



Today is about three things:

What is best 
practice 
procurement, 
today and 
future?

How and why 
do we fall 
short?

What do we 
need to do to 
drive 
transformation?



Mood check

How is procurement 
in your organization?



What do you think?
What best describes procurement in your 
organization?

Reacting to what the organization needs 
and ensuring they get it

Confused and messy

Firefighting one battle after another

High performing, high value add

A

B

C

D
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The first 
procurement 
officers were 
scribes

Managed flow of 
resources and 
materials  (like 
stone) from request 
to use

The earliest known 
instance of 
formalizing the 
acquisiton of good 
and services

Established a 
defined process for 
procurement

Procurement 1.0 - The ancient art of procurement
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Historically procurement was about ‘buying things’

Transactional

Managing

Procurement 1.0 - The ancient art of procurement



Transactional

Managing

Transactional

Managing

But what does good look like today?



Today, best practice procurement today is strategically 
driven… 

Transactional

Managing

Strategic

Managing

Transactional

Transactional

Managing

Procurement 1.0

Procurement 2.0



5.0
4.0

3.0

…and is set to become entirely a strategic function in 
coming years 

Transactional

Managing

Strategic

Managing

Transactional

Transactional

Managing

Procurement 1.0

Procurement 2.0



Where we have come from

Procurement

2500 BC

1.0

2030

2035

Systematic buying

• Reactive

• Tactical

• Managing

• Tendering

Incremental 
benefits

Transactional

Manage

2035

Today

This is still how many big 
organizations do procurement 



Strategic procurement brings 
breakthrough benefits

Procurement

2500 BC

Procurement

1995

1.0
2.0

2035

Systematic buying

• Reactive

• Tactical

• Tendering

Strategic 
procurement
• Delivers corporate 

goals

• Cross-functional

• Optimum sourcing 
strategies

Incremental 
benefits Breakthrough 

benefits

Today

Transactional

Manage

Transactional

Manage

Strategic



Characteristics of best practice strategic 
procurement today

• Strategic, organizational goal driven

• Customer/citizen/pupil/patient etc focus 

• Business engagement & cross 
functional working

• Tech and AI enabled

• Breakthrough benefits (cost, risk, 
innovation, value, sustainable supply 
base)

Strategy

Sourcing Satisfy

Customer, Citizen, Pupil, 
Patient, Household etc

Public obligations,
Legislation, vision, 
mission & goals

Supply side 
possibilities

How much benefit?



What do you think?

My No1 priority outcome for procurement is

A

B

C

Cost reduction

Security of supply

Sustainability/social 
value

D

E

F

Reduced risk

Innovation

New value



Companies that secure breakthrough 
benefits from strategic procurement do five 
things well

Talented 
People

Right 
Capability

Strategic 
Methods

Tech & AI 
enabled

Governance



The five core approaches that power best 
practice strategic procurement

What we buy

Supplier 
Relationship 
Management

Category 
Management

Supply Chain 
management

Sustainable 
procurement

Advanced 
negotiation

Common to all



Category Management delivers 
breakthrough benefits

Cost
Security of 

supply

Value from 
the supply 

base

Supply side 
innovation

Sustainable 
supply 
base

Which ones depend on what the organization needs 
from procurement and what you set out to achieve

Category 
Management

Proven to deliver



The journey to strategic procurement 
begins with Category Management

Many organizations 
think they are doing 

Category Management
Category 

Management

Most are doing little 
more than contracting 

and tendering in a 
category framework

Traditional 
application or 
next gen digital 
AI category 
management



Best practice strategic procurement in today’s leading companies © Positive Purchasing Ltd 2025 | positivepurchasing.com

But we’re in the public sector…it 
won’t work here

Is about doing the heavy lifting upfront, being clear what 

you are going to market for and structuring the way the 

relationship will work from the outset
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Available on…

Public sector 
procurement 

traditionally 
focuses on just 
this bit



Category management is different 
because…

Sourcing 
strategically

Managing 

the market

Driving 

change



Category management is different 
because…

Sourcing 
strategically

Managing 

the market

Driving 

change
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Success with category management 
demands a quality implementation 

Process, resources, 
tools & templates…

Team coaching

1Category 
segmentation

Determine the market 
facing categories 

Opportunity analysis 
and prioritization to 

determine the  
categories to work on

Advanced training …or digital  
 category 
management

Governance to drive 
results

2 3 4 5 6Category 
prioritization

Governance Training Equip the 
team

Coaching

Program 
roadmap

Roadmap of category projects, L&D, 
governance and comms +  Ongoing 
project management 



It’s a similar approach for SRM or Supply 
Chain Management

1Supply base 
segmentation

Which suppliers are 
important and why

Supply side 
interventions matched 

to importance Advanced training
Governance to drive 

results

2 3 4 5 6Determine 
interventions

Governance Training Equip the 
team

coaching

Program 
roadmap

Roadmap of supplier projects, L&D, governance 
and comms +  Ongoing project management 

Team coaching
Process, resources, 
tools & templates…



Surely tech and AI means category 
management is dead?

NO!
Category 

Management
1995 - 2025

Killed in action by AI

The next generation AI powered 
tools will transform how 
procurement happens. Category 
Management principles will be 
embedded – We won’t fly the plane, 
but we will need skilled practitioners 
ensuring its systems are optimised



There is no magic button…

Magic
Procurement 

button

But…
• It’s changing fast
• AI will drive incredible change
• The magic button is on the way

• Everyone’s 
searching for a 
magic button!

Tech landscape today…

• Fragmented islands of technology

• Automating processes

• Poor data

• Little integration, poor implementation

• AI is moving faster than we can adopt it



Procurement’s future trajectory

Procurement 5.0

Procurement 4.0

Procurement 3.0

2035

2025

2030

Sets strategic 
              direction for key
  spend areas

Gets automated

Becomes business 
self-serve

Business 
manages

Manages 
         suppliers/
contracts

Manages how transactional 
spend happens in the organization

What Procurement 
might retain by 2035

Non-routine,
       Non-generic
Transactional

Routine,
       Generic 
Transactional

What 
Procurement 
does today

Strategic Managing Transactional

Battle of the 
functions



Procurement is evolving super-fast

Procurement

2500 BC

Procurement

1995

1.0
2.0

2027

2032

2035

Systematic buying

• Reactive

• Tactical

• Tendering

Strategic 
procurement
• Delivers corporate 

goals

• Cross-functional

• Optimum sourcing 
strategies

Incremental 
benefits Breakthrough 

benefits

Today

Transactional

Manage

Transactional

Manage

Strategic

2035



Procurement is evolving super-fast

Procurement

2500 BC

Procurement

1995

Procurement

1.0
2.0

3.0

2027

2032

2035

Systematic buying

• Reactive

• Tactical

• Tendering

Strategic 
procurement
• Delivers corporate 

goals

• Cross-functional

• Optimum sourcing 
strategies

Technology 
enabled

Incremental 
benefits Breakthrough 

benefits

• Disrupting 
technology

• Some AI

• Strategic + 
automated 
routine

Today

Transactional

Manage

Transactional

Manage

Strategic

2035



Procurement is evolving super-fast

Procurement

2500 BC

Procurement

1995

Procurement

1.0
2.0

3.0

Procurement

4.0

2027

2032

2035

Systematic buying

• Reactive

• Tactical

• Tendering

Strategic 
procurement
• Delivers corporate 

goals

• Cross-functional

• Optimum sourcing 
strategies

Technology 
enabled

Incremental 
benefits Breakthrough 

benefits

AI enabled

• Disrupting 
technology

• Some AI

• Strategic + 
automated 
routine

• Mostly 
strategic

• Agentic AI 
systems

Today

Transactional

Manage

Transactional

Manage

Strategic

2035



Procurement is evolving super-fast

Procurement

2500 BC

Procurement

1995

Procurement

1.0
2.0

3.0

Procurement

4.0

Procurement

5.0

2027

2032

2035

Systematic buying

• Reactive

• Tactical

• Tendering

Strategic 
procurement
• Delivers corporate 

goals

• Cross-functional

• Optimum sourcing 
strategies

Technology 
enabled

Incremental 
benefits Breakthrough 

benefits

AI enabled
The
New 
World

• Disrupting 
technology

• Some AI

• Strategic + 
automated 
routine

• Mostly 
strategic

• Agentic AI 
systems

Today

Transactional

Manage

Transactional

Manage

Strategic

2035



Where are you?

We’re nowhere

1 2 3 4
We do 

somethings well, 
but we have 

some way to go

Procurement 
operates 

strategically and 
we deliver 

breakthrough 
benefits

We operate 
strategically and 

are well 
positioned for the 

future



How can we transform procurement?

Talented 
People

Right 
Capability

Strategic 
Methods

Tech & AI 
enabled

Governance
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Talented 
People

Right 
Capability

Strategic 
Methods

Tech & AI 
enabled

Governance

Have you got the right 
people on the bus?
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Build advanced 
capability now

• Advanced strategic 
procurement methods

• AI & Data science

• Technology architects

• Business engagement

• Driving change 

Talented 
People

Right 
Capability

Strategic 
Methods

Tech & AI 
enabled

Governance



Equip and embed best practice 
strategic methods

Supplier 
Relationship 
Management

Category 
Management

Supply Chain 
management

Sustainable 
procurement

Advanced 
negotiation

Talented 
People

Right 
Capability

Strategic 
Methods

Tech & AI 
enabled

Governance



Talented 
People

Right 
Capability

Strategic 
Methods

Tech & AI 
enabled

Governance

Build a tech, 
AI and data, 
strategy and 
plan



Talented 
People

Right 
Capability

Strategic 
Methods

Tech & AI 
enabled

Governance

NEW Strategic 
Procurement

2 years ahead

• Executive support

• Roadmap of strategic projects

• Managed cross functional projects

• Benefits tracking

• Ongoing L&D

• BIG Internal comms

Establish governance 
to drive results



Talented 
People

Right 
Capability

Strategic 
Methods

Tech & AI 
enabled

Governance

Thank you



Buy the books - 30% discount for 
today



How to get in touch

positivepurchasing.com

Join our community at 
positivepurchasing.com/su
bscribe 

Follow us on 
LinkedIn positive-
purchasing 

The Procurement Show Podcast

Listen on Spotify, Apple Podcasts and 
other major podcast providers
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430k+ listens and growing
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