Procurement leaders leverage disciplined AI strategies to accelerate ROI and scale impact
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According to a recent webinar titled “From Pilot to Payoff: 5 Strategies to Turn AI into ROI,” featuring Andrew Bartolini of Ardent Partners and Rinus Strydom of Pactum AI, procurement leaders are confronting a familiar paradox: strong optimism about AI’s potential but patchy delivery of measurable returns. Industry discussions and vendor research show that the difference between experimentation and enterprise value typically comes down to disciplined execution , selecting the right projects, matching tools to readiness, starting with available data, retaining traditional governance, and using provider benchmarks to accelerate outcomes.
Project selection remains the first and most consequential decision. According to the webinar and corroborating coverage of early adopters, the highest‑ROI initiatives target high‑friction processes, generate clear financial or time impacts, and are achievable with existing systems. Many organisations report early wins from AI‑assisted sourcing and negotiation, where incremental savings frequently fall in the mid‑single digits to low‑double digits and provide visible, politically compelling results. Industry benchmarking from providers further helps define realistic savings ranges and optimal supplier counts, shortening the path from pilot to scale.
Matching technology to problem and organisational readiness reduces the risk of overreach. The IBM Institute for Business Value finds wide adoption of AI across procurement functions , from predictive analytics to accounts payable , and reports average improvements in ROI and productivity when projects are chosen and executed well. Conversely, broader studies and commentary note a high failure rate for pilots that lack outcome‑focused evaluation; one review of enterprise pilots found most produce no measurable ROI unless paired with change management and accountable metrics.
Data strategy is evolving from a blocker to an enabler. Modern AI agents can ingest unstructured sources , GL exports, contract PDFs and supplier correspondence , allowing teams to “start with the data you have” and iterate. This pragmatic stance speeds time‑to‑value in spend analytics, contract review and sourcing recommendations, rather than stalling programmes on multi‑year data‑cleansing efforts. Vendor white papers and deployment playbooks show this approach can deliver rapid visibility and materially shorten sourcing cycles when combined with targeted human oversight.
Traditional technology governance still matters. Early adopters stress the need for executive sponsorship (finance in particular), clear policies for compliance and savings measurement, iterative deployment with real‑time user feedback, and role‑specific change management. Zycus and other S2P specialists advise aligning KPIs across procurement and the wider enterprise to avoid fragmented investments and ensure closed‑loop value tracking; without those controls, AI risks producing neat insights that fail to change buyer behaviour.
Providers can speed learning curves by sharing category benchmarks and deployment playbooks. Procurement teams that leverage vendor experience , including expected savings bands, supplier strategy guidance and which processes benefit most from agentic automation , move faster and avoid low‑impact pilots. Empirical reports suggest partnerships and external expertise materially increase the odds of success versus purely internal builds.
Taken together, the evidence points to a pragmatic operating model: prioritise high‑impact, feasible pilots; validate tools with real data and outcome metrics; iterate from small wins; preserve governance rigour; and use provider intelligence to inform scaling. According to the webinar and industry research, organisations that adopt this discipline are most likely to move from experimentation to a repeatable, high‑ROI AI programme , while those that skip these fundamentals risk long pilots with little payoff as agentic AI reshapes procurement capability and competition.
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