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However, the pandemic has demonstrated that most organisations are 
capable of considerable procurement operational change at speed 
when required to create a more resilient and sustainable supply chain. 
As the proverb goes: “Necessity is the Mother of Invention”. As we return 
to a ‘normal’ post-pandemic world, it’s important we retain this focus and 
continue to build more resilient and sustainable supply chains, to create 
more value and reduce the likelihood of unplanned cost.

2022 will not be easy for buyers. The macroeconomic environment presents 
inflationary pressure, many dysfunctional supply chains and political 
uncertainty. This is why we created this inaugural “Procurement Reinvented” 
Annual Report so we could help organisations position where they are 
relative to others from Basic to World-Class, see the ‘art of the possible’  
and provide some thoughts and recommendations on how to close that 
gap, towards greater value, at pace.

We intend to re-run this survey annually, but each year explore a unique 
additional topic of interest. Sustainability, unsurprisingly, was selected 
to be our key topic for focus in this year’s survey. The revised outcome 
from the COP26 summit places this subject high on the agenda of senior 
procurement leaders. Sustainability is no longer a ‘nice to have’ that is 
achieved over and beyond the business-as-usual, it needs to become the 
way we work. Many leaders do recognise they have a capability and skills 
gap challenge in this space however that needs to be addressed.

We wanted to ask the key questions that matter to procurement and 
supply chain experts when tackling the subject of sustainability. The key 
drivers to the development of a sustainability strategy for the procurement 
function were maintaining a strong brand and reputation and compliance 
to regulation. However, the lack of any sustainability targets within the 
function highlights a key challenge as “what gets measured gets done”,  
but this is due to a lack of common understanding on the subject.

For some, ‘Sustainability’ is too narrowly defined. We believe that 
Sustainability is a full agenda, covering everything from Equality for the 
People who operate in supply chains, to the Environment and the way we 
take responsibility for our Planet, and the Economy, the way in which we 
manage our risks, we target innovation and reinvest our profits. We hope 
that our findings provide some key insights in this area. Our intent is to 
deepen our focus on aspects of Practical Sustainability in 2022 as we 
believe this is the future of the Procurement Profession. 

 
To quote Jack Welch, ex-Chairman and CEO of General Electric (GE) “Change 
before you have to” or, in other words, imagine a different, more effective, 
more efficient tomorrow and make it happen and thus avoid any in crisis 
change management.

Finally, I want to thank all those who took the time to participate in 
our inaugural Annual Survey. Despite it being a very busy, uncertain, 
and challenging time for those in procurement, we received over 200 
contributions. For each contribution 4C have donated to Mind, a charity 
that promotes awareness, respect and support for Mental Health. I hope that 
this report is both thought-provoking and a source of inspiration for you to 
enhance the way you manage your procurement and supply chain activity.

Procurement Reinvented
The challenges we have experienced over the last 
couple of years have been unprecedented, dealing with 
procurement and supply chain issues the like of which 
we have never seen before in our careers. If recent events 
have taught us anything, it is that too many procurement 
organisations fall short when it comes to addressing 
major unplanned events that impact on suppliers and 
supply chains, adding unforeseen cost and disruption.

Allison 
Ford-Langstaff
Managing Partner
4C Associates

Whilst this report provides some fairly detailed guidance 
and thoughts around key elements of your operating model 
to consider, it provides compelling evidence that all must 
start with having a clear vision, a ‘dream’ of tomorrow that 
you’re looking to achieve. All too often, procurement and 
supply chain visions, are either not explicit or simply not 
stretching enough.
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What do we learn from the findings of this inaugural survey? There is a limit 
to what can be discussed in this short contribution, but it is worth drawing 
attention to the following. First, not surprisingly, the recent business disruption 
is reflected in the key issues and challenges reported by organisations and 
procurement professionals. Supply chain uncertainty and a lack of visibility, 
at the first-tier as well as beyond, are reported as key issues in the boardroom. 
The need to address such vulnerabilities with supply chain resilience is 
considered a key challenge for procurement professionals.

Cost reduction is inevitably also a reported key challenge, with simply 
holding ground being an achievement in 2021 in some areas of spend 
related to manufacturing. At the same time, however, the reported wish 
on the part of C-level executives for increased revenue is a reminder that 
supplier innovation needs to stay firmly on the procurement radar as well 
as reduced cost. Spend visibility also takes its rightful place within the 
procurement ‘top 5 challenges’, providing as it does a platform for the 
above and other procurement objectives.

Second, the findings suggest that procurement practices and outcomes vary 
enormously between organisations. Some experts have argued that, with 
the availability of ever-more sophisticated technology, this ‘performance 
gap’ is growing rather than reducing over time - that opportunities abound 
for radically better practices and outcomes, but that these are only being 
seized by a small minority. Of course, that is not something that can be 
picked up in an inaugural survey, but it reminds us that the passing of time 
does not automatically bring with it improved procurement performance.

Such improvement is something that needs effort, investment and 
commitment, within and without the procurement function. In particular, 
it needs good cross-functional and, in the case of large organisations, 
cross-organisational collaboration and engagement. As such, it is not 
greatly encouraging that the findings on stakeholder engagement suggest 
that procurement and its stakeholders in many organisations are still 
very distant from each other. Many organisations are also reported to be 
performing poorly in many of the other key areas of procurement practice, 

including technology adoption. Such findings should be a reminder  
to academics like myself, who wish to impress colleagues with new and 
exciting research topics, that for many organisations there is still work  
to be done in getting the basics right.

Third, the good news is that the findings provide more evidence to 
suggest that the procurement profession does have a body of (evolving) 
professional knowledge that can aid the development of high-performing 
procurement functions and procurement activity.  

 
Finally, this year’s special focus on sustainability. In addition to Allison’s 
comments, it is also worth mentioning the wider social value agenda of 
which it is a part and which appeared in the top issues and challenges 
reported by the survey respondents. The procurement profession is a big 
spender and the body of knowledge about using that purchasing power 
to create social value is growing apace and revealing that concerns 
about its potentially negative impact on the bottom-line are exaggerated 
if good practice is adopted. As such, forward-looking organisations are 
increasingly making social value simply part of the mainstream of their 
procurement practice and many of their suppliers are realising that they 
need to develop a strong capability in this respect. Good procurement and 
procurement for good, going hand-in-hand.

Reflection on the Survey Findings 
from the University of Birmingham
While the pandemic has caused disruption on a different 
scale to any other recent event, it has only added to a 
business environment already characterised by a higher 
level of risk than, say, the 1990s. Indeed, many business 
commentators take the view that some ‘sacred’ business 
methods based upon maximising efficiency are not in 
fact eternal ‘best practice’, but rather methods that took 
advantage of an unusually benign business era that has 
now passed, regardless of the future trajectory of Covid-19. 
That remains to be seen, but this first 4C Annual Survey 
has been undertaken at a time when managers are being 
asked to consider ‘just-in-case’ as much as ‘just-in-time’.

Chris 
Lonsdale
Professor of Procurement  
and Supply Management, 
University of Birmingham

Chris was asked by 4C 
Associates to assist with the 
development of this survey 
and comment on its findings.

The findings suggest a clear connection between what 
is advanced here as ‘best practice’ – the 4C ROI Target 
Operating Model Framework – and procurement outcomes. 
Those organisations operating at the top-end of this practice 
scale are achieving by far the best results. The professional 
knowledge is there for lower performing organisations to 
work their way up that scale.
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Our research confirmed that the top 3 strategic issues 
facing most organisations were supply chain uncertainty 
and visibility, sustainability and social value and 
achieving increased revenues and profitability against 
that backdrop. This research provides insight into how  
to achieve improvements across all 3 of these key areas.

Top 5 challenges on the CPO agenda included supply chain risk & 
resilience, spend cost reduction in unprecedented market conditions,  
data analytics and reporting capabilities, internal stakeholder engagement 
and sustainability and social value capabilities. All are explored further in 
this report.

•    74% of organisations are in the Growing or Progressing maturity 
classification and 90% classified themselves as below Established.

•    On average organisations with a World-Class maturity are enjoying  
10x more savings than those with a Basic maturity, and 3x more than 
those in the middle, Progressing maturity. 
 
-    This is partly down to the fact that Established and World-Class 

organisations have a much broader definition of “savings” value than 
those who are Progressing or below i.e. beyond purchase price &/or 
cost avoidance.

•    For each step up the procurement maturity curve, organisations are 
enjoying at least 1.4 times more savings than those organisations  
1 step behind.

•    The greatest opportunity for organisations is moving from Progressing to 
Established. Established organisations enjoy more than double the savings 
(2.2x) than a Progressing organisation. The smallest gain in percentage 
terms is moving from Established to World-Class at 1.4x or 42% but this  
is still significant.

•    In summary an organisation with a relatively small £250m spend  
with an average Growing or Progressing maturity classification, an 
investment to move to Established could achieve additional savings 
of between £13.4-£18.4m per annum. Just moving from Growing to 
Progressing could achieve an extra £5m per annum or 2%.

In Summary

1.5%
2.55%

4.56%

9.92%

14.16%

1.7x

1.8x

2.2x

1.4xAverage % Savings by Maturity Level  
& Step Growth Rate:

Procurement Maturity Level

16%

39%

35%

8%
2%

Established

Progressing

Growing

Basic

World-Class

The Case for Change: Procurement maturity  
and savings across sectors

 There is clear linkage between maturity level and  
level of savings achieved to increase profitability

 For every single step increase in maturity, savings increase 
between 43% and 118%

Firms that place value on defining a clear Procurement Vision 
& Strategy, with roadmap, aligned to business goals with senior 
executives are most successful in overcoming business challenges
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1 1 2
Automotive

1 4.8 5.7
Bank / Finance / Insurance

2.9 4.4 8.75
Chemicals

1 1.8 2.25
Construction / Housebuilding / Materials

1 2.67 6.25
Distribution

1 3.6 5.2 7.5
Pharmaceuticals / Healthcare

2.25 7
Public Sector: International

3.5 12.5
Public Sector: National

2.67 6.25
Public Sector: Quasi / Quango

1 2.9
Public Sector: Regional / Local

1 1 3.5
Retail

2.25 3.5
Transport

3.6 4.875
Aerospace / Defence

3.5 3.6
Utilities / Power

Consumer Goods / FMCG
1 2.67 3.6 8.75

Food & Drink / Tobacco
1 1.5 3.5 10.4

Hospitality / Leisure
2.5 3.5 12.5 13.253.6

Industrial Manufacturing & Engineering
2.25 3 4.9 12.5

IT / Technology / Telecoms
1.6 6.25 12.5 15

Media / Publishing / Advertising
2.9 3.5 8.75

Oil / Gas / Energy
1 2.67 6.75 10.6

Level of Savings (%) by Maturity Level and Sector:

Established

Progressing

Growing

Basic

World-Class•    An interesting observation is that whilst there is no direct relationship 
between maturity and number of functional employees overall, the 
research does show that team sizes of 100-499 or above 1000 appear to 
be the most effective. Team sizes below 100 or interestingly between 500-
999 are performing less well on average.

•    Firms with larger external spend do appear to be more mature on 
average. Organisations with >£1bn are positioned at the top end of 
Progressing whereas smaller firms are positioned within Growing.

Which Sectors are Best-In-Class?

•    The IT, Technology and Telecoms sector leads overall, followed by the 
Hospitality & Leisure industries. The top performer was within the IT 
sector delivering significantly over 15%.

•    Some sectors delivered above average savings, within lower maturity 
classifications. The top 3 performing sectors were: 
 
-    Within Basic Maturity: Utilities & Power; Hospitality & Leisure;  

and Industrial Manufacturing. 

    -    Within Growing Maturity: Banking & Financial Services;  
Pharmaceuticals & Healthcare and Aerospace & Defence.

    -    Within Progressing Maturity: Oil & Gas; IT, Technology & Telecomms  
and Distribution.

    -    Within Established Maturity: IT, Technology & Telecoms;  
Hospitality & Leisure, and Industrial Manufacturing. 

    -    Within the World-Class Maturity: IT, Technology & Telecoms.

•    Sectors with lowest maturity overall included Regional & Local Public 
Sector, Retail and Construction.
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    Overall Maturity by Procurement Employees

    Overall Maturity by External Spend (£)

Over 1000

500 - 999

250 - 499

100 - 249

50 - 99

10 - 49

Under 10

Over 5bn

1 - 4.9bn

500 - 999m

100 - 499m

50 - 99m

10 - 49m

Under 10m

Average
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Which elements of the Operating Model drive  
the greatest ROI?
•    For World-Class firms achieving over 15% savings, 9 elements of  

the operating model are at minimum in Established. Five areas  
were all in World-Class, notably: Procurement Vision & Strategy, 
Organisation & Governance, Performance Measures, Culture and 
Stakeholder Engagement.

•    Skills & Capabilities, interestingly, averaged out at the top end of 
Progressing. World-Class firms express that they need to give more 
attention to the development of the Skills & Capabilities in Procurement 
& Supply Chain. To be clear, this is not highlighting skills & capabilities 
within the Procurement & Supply Chain function, which is generally 
considered to be high, but a note that to achieve even more gains, 
and further transform, they need to educate and support the wider 
organisation in these skills.

•    Organisations with a Growing or higher maturity level have a  
priority focus on Vision & Strategy, Organisation & Governance  
and Stakeholder Engagement.

•    The critical operating model element that Leaders (e.g. Established  
or World-Class) possess is a focus on Performance Measures i.e. where 
these organisations have proactively agreed a wide range of success 
measures beyond price with the wider organisation and are actively 
monitoring this.

•     Interestingly, Basic performers focus on Organisation & Governance and 
talk about Stakeholder Engagement as priority areas. There is a notable 
lack of value assigned to developing a comprehensive Procurement Vision 
& Strategy aligned to the business.

Spotlight on Sustainability
•    It is evident that Procurement’s sustainability approaches have 

considerable room for improvement and development. Only 4% of 
procurement functions have fully developed and comprehensive 
approaches to sustainability that are widely understood and 
consistently implemented across the function.

•    Despite the increasing prominence of the sustainability agenda, a 
significant majority of organisations (86%) have no, very limited or only 
limited measures on supplier scorecards that failed to cover key areas 
and were not applied consistently.

•    The main drivers behind the development of a sustainability approach 
are the need to maintain a strong public image, compliance and 
regulation. A majority of organisations do not yet see sustainability  
as a means to deliver competitive advantage or reduce costs.

•    Sustainability is a wide and constantly evolving subject. 43% of 
organisations stated that a lack of understanding, across relevant 
managers, is the key barrier to an organisation’s ability to identify 
opportunities and mitigate risks and issues related to sustainability. 

Key 2022 Recommendations:

•    Map Sustainability hotspots and be clear on your 
sustainability ambition. Align that to the overall 
Procurement & Supply Chain Vision & Roadmap.

•    Develop a clear definition of Sustainability in your context, 
for focus. Consider developing learning pathways to build 
capability & confidence in managing sustainable supply chains.

Maturity of ROI TOM Element for Organisations with >15% savings
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Organisation & Governance

Performance Measures

Culture

Procurement Vision & Strategy

Stakeholder Engagement

Alliances, Suppliers & Supply Chain

Policies, Processes & Procedures

Technology

Assets & Locations

Skills & Capabilities
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Sample by Number of Procurement Employees in Organisation:

27.5%

Under 10 250 - 499

1.6%

50 - 99

16.9%

100 - 249

16.9%

Over 1000

4.2%

10 - 49

31.2%

Not Known

0.5%

500 - 999

1.1%

7.4%

Under 10 500 - 999m

14.3%

50 - 99m

9.5%

Over 5bn

6.3%

10 - 49m

11.6%

1 - 4.9bn

20.6%

100 - 499m

29.1%

Not Known

1.1%

Sample by Level of External Spend (£):

31.2%

0 - 2% 10 - 15%

5.8%

5 - 7.5%

16.9%

Not Known

4.8%

2 - 5%

36.5%

Over 15%

1.1%

7.5 - 10%

3.7%

Sample by Level of Savings Achieved:

Aerospace / Defence
2.6%

Hospitality / Leisure
6.3%

Bank / Finance / Insurance
5.8%

IT / Technology / Telecoms
4.2%

Public Sector: National
4.2%

Construction / Housebuilding / Materials
3.7%

Oil / Gas / Energy
6.9%

Public Sector: Regional / Local
3.7%

Distribution
2.6%

Pharmaceuticals / Healthcare
4.8%

Transport
3.2%

Automotive
3.7%

Industrial Manufacturing & Engineering
6.3%

Public Sector: International
1.6%

Chemicals
4.2%

Media / Publishing / Advertising
3.2%

Public Sector: Quasi / Quango
1.6%

Consumer Goods / FMCG
4.2%

Retail
6.9%

Food & Drink / Tobacco
5.8%

Professional Services
2.6%

Sample by Industrial Sector:In a highly uncertain world, looking backwards to improve 
procurement will not be enough. It is time to look ahead, to 
reimagine and to reinvent procurement for the here and now.
Coming out of very difficult times, 4C Associates in partnership with the 
University of Birmingham have conducted research designed to provide 
organisations with a health check of their procurement function and 
whether it is set-up and ready to operate effectively to achieve its goals 
and objectives in the future.

Our research also provides key insights and recommendations on this year’s 
key topic – Sustainability. This was chosen to be the first focus of our additional 
research, as it is high on the agendas of CPOs and a key element impacting all 
areas of procurement activity.

Despite the extraordinary challenges faced, we are delighted and grateful 
that so many companies have taken part in our research. The findings in this 
report are based on c.200 organisations across a wide range of industries 
and geographies. This report spans input from the very largest global players, 
to SMEs operating in local markets.
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This research allows participants to consider the maturity of their 
procurement operations against those companies considered to be world-
class, as well as their industry peers of a similar size and peers of a similar 
size by level of external spend and number of procurement employees.

The research methodology was underpinned by the 4C best practice ‘ROI 
Target Operating Model Framework’. The maturity and benchmark analysis 
evaluates the current state of business and procurement in ten areas as 
shown below. 
 

 

The Procurement Vision should feed off the wider company vision, focusing 
on the future and what Procurement ultimately aims to be. This is the 
‘why’ and shows the function’s objectives, ambitions and problems being 
addressed. The Strategy will explain the ‘how’ we do it and ‘what’ we do and 
provide a structured roadmap of change based on the following elements 
within our unique ROI Target Operating Model Framework.

Within the consideration of Relationships we focused on whether the 
Operating Model, Organisation Design & Governance Structures are 
clear, functional, efficiently configured and underpinned by role definitions, 
responsibilities and accountability. Organisations need to understand the 

capability and capacity of the procurement function to manage Supplier 
& Supply Chain relationships within a structured framework. Stakeholder 
Engagement is key to collaborative working and without this procurement 
will face an uphill battle to deliver commercial and other broader 
operational objectives.

A key element within Operations are the Policies, Procedures & Processes 
which provide the framework across key procurement and supply chain 
disciplines for highly effective and efficient working. Organisations also 
need to have a Performance Measurement & Management approach 
that truly drives both internal and external business engagement and 
value improvement. The possession of the requisite procurement Skills & 
Capabilities across all roles within the function is critical to ensure it has 
the right talent to deliver future goals.

The final element, Infrastructure, underpins the activity of the procurement 
function. Organisations should analyse current and potential future 
procurement Technology solutions and consider opportunities to enhance 
the efficiency and effective of operations within the function. To be effective 
and work collaboratively as one team the function needs to ensure 
that there is an aligned Culture within the organisation that recognises 
procurement as a business discipline for all. Organisations also need to 
understand and map where existing activities are executed and the Assets 
& Locations required to inform key make-buy decisions to maximise value 
for money and make optimal use of resources.

Understanding your procurement organisation’s maturity is essential  
to improving sourcing effectiveness and efficiency.

Where your procurement team stands in its maturity matters; this will  
have an impact on how it is viewed by leadership, stakeholders and 
suppliers and the role it plays in the organisation.

Many organisations still view procurement at its most tactical level as a 
purchaser and price negotiator. However, as procurement becomes more 
mature, the perception and procurement’s role evolves to being more 
strategic and proactive and by delivering wider value regarded as a key 
business function and capability.

World-Class

The procurement organisation is recognised as being highly 
advanced and plays a significant role in the company commanding 
a seat at the top table. Highly skilled and qualified staff, using 
leading-edge technology, will transform the value the team delivers 
for the organisation.

Established

Procurement activity will be highly proactive with extensive 
stakeholder engagement and executive support and investment. 
Likely to be fully automated and have a team with extensive  
skills and capabilities. It will play a major value-adding role for 
the organisation.

Progressing

Procurement activity will be more proactive and the team  
will be starting to optimise through the implementation of  
more robust processes, policies and procedures within the 
procurement function. Focus will be on limited objectives with  
a largely short-term focus.

Growing

Procurement activity will be gaining visibility and control within the 
organisation but will still be mainly reactive and tactical in nature.  
Basic process may exist, but business engagement and buy-in is limited.  
The procurement team has a low impact when it comes to helping the 
organisation achieve its commercial and operational objectives.

Basic

Procurement activity will be in its infancy and focused on the  
basic tactical function of purchasing with no strategic involvement. 
There is a lack of a defined vision or strategy and no common 
processes or practices. Procurement may not even be a dedicated 
function, but rather an ad hoc procedure.

In our research, the maturity of procurement 
organisations for the 10 elements of the 4C 
ROI Target Operating Model Framework was 
assessed using five levels:

The 5 levels of 
Procurement Maturity

Vision & Strategy

Stakeholder  
Engagement 

Alliances,  
Suppliers &  

Supply Chains
Organisation & 

GovernanceRelationships

Skills & 
Capabilities

Performance
Measures

Policies,
Procedures
& Processes

Operations

Assets & 
LocationsCultureTechnologyInfrastructure

4C ROI Target Operating Model Framework 
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The way that procurement has overcome the challenges 
with supply in difficult times means the function is 
increasing its recognition and credibility with stakeholders 
and across the wider business. With this comes increased 
pressures, challenges and responsibilities. Traditional 
cost-saving targets are not going to disappear as they 
will continue to be the predominant focus for many, but 
procurement’s value and reputation is enhanced by 
delivering additional benefits beyond monetary savings.

 
 
The major strategic issue facing organisations surrounded supply chain 
uncertainty and visibility, which is not surprising given recent events 
affecting business. However, in responding to these events, procurement 
has enhanced its reputation for the way it has managed stakeholders, 
supply chains and suppliers. While some activity may have been firefighting 
and responding to major supply issues, it is now time to revisit the structure 

of procurement organisations and how they may be transformed to 
perform effectively in the new competitive environment. This also requires 
the alignment of all category strategies to procurement objectives and 
update them where necessary to reflect the changes that have taken place.

Sustainability and social value concerns have evolved into an increasing 
global interest in issues of economic, social and corporate governance 
(ESG). Within the sustainability area there are a range of topics on the 
agendas of CPOs including ethical sourcing, prevention of bribery and 
corruption, modern day slavery, reduction of waste and emissions and 
greater energy efficiency.

Another key challenge for organisations is encouraging and accessing 
innovation from external markets. By building closer relationships with 
suppliers, procurement is in a strong position to identify and encourage 
innovation. Early market and supplier engagement is key to accessing and 
embedding innovation in the sourcing process.

Recent events have highlighted the inadequacies of risk management 
activities within many organisations. The focus now needs to be on a 
broader scope of risks within a more robust risk management approach. 
Key risks include operational sustainability due to critical and high-spend 
suppliers going out of business, breaches of GDPR and data protection/
security regulations.

Diversity has been a hot topic for many years, but it is increasingly finding 
its way onto corporate agendas as a hot topic. Procurement is supporting 
this by establishing a level playing field for diverse suppliers identifying 
those suppliers who meet diversity criteria and supporting them. This may 
be difficult if there is no mandatory policy for suppliers to identify their 
diverse status within company reports and accounts, or other publicly 
available business documents.

The elements within our ROI Target Operating Model 
Framework will be discussed in the remainder of this report.

Supply chain risk and resilience

Spend cost reduction

Improving data analytics and reporting capabilities

Engaging stakeholders and becoming a trusted business partner

Sustainability and social value initiatives and targets

Greater supply chain visibility

Improving procurement skills and capabilities

Increasing spend influence and control

Streamlining procurement processes

Process automation and digital transformation

Supplier innovation

Improving measurement of procurement team/function

Improving the agility of the team to respond to sudden changes

Avoiding failure of smaller suppliers

86%

71%

61%

60%

58%

56%

54%

52%

45%

44%

42%

36%

35%

24%

Key Procurement Challenges facing Organisations

Key Strategic Issues facing Organisations

Reshoring of business operations 2%

Move to remote working 15%

Political uncertainty 17%

Data security and privacy 18%

Increase shareholder value 22%

Requirement to change business operating model 23%

Business process automation 28%

Developing talent in key areas 32%

Diversity and inclusion 34%

Ensure financial stability and cash flow 38%

Improved risk management and flexibility 45%

Product/service innovation and R&D 45%

Increase revenues and profitability 55%

Sustainability and social value 66%

Supply chain uncertainty and visibility 82%
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Only 5% of organisations had a fully developed 
procurement vision and strategy

All organisations achieving over 10% savings had a full  
or well-developed procurement vision and strategy

Only 6% had a procurement vision & strategy that is fully 
communicated and understood across the organisation

42% of organisations had a procurement vision & strategy 
with no or limited alignment to business objectives

Overview 
For Procurement Vision & Strategy the average maturity 
across organisations is at the top-end of Growing.  
58% of organisations are in the Basic or Growing maturity 
classification with 81% classified as below Established.  
Only 2.1% of organisations were classified as World-Class.  
On average organisations with a World-Class Vision & 
Strategy maturity are enjoying 4.6x more savings than 
those with a Basic maturity. The greatest opportunity for 
organisations is moving from Progressing to Established (2.1x).

Whilst a procurement vision and strategy exists for the majority 
of organisations, only a small proportion are fully developed and 
communicated across the business. With only 5% of organisations having 
a fully developed vision and strategy a long-term focus on all value delivery 
objectives from bottom-line to top-line growth is an area of opportunity 
for most organisations. At the other end of the scale, a third either had no 
vision and strategy or described it as very basic, underpinned by a short-
term focus on very limited objectives, most of which were price-focused.

Procurement Vision & Strategy  
Maturity Level

21%

38%

22%

17%

2%

Established

Progressing

Growing

Basic

World-Class

2.00%
3.17%

3.61%

7.58%

9.31%

1.2x
1.1x

2.1x

1.2xAverage % Savings by Procurement Vision & 
Strategy Maturity Level & Step Growth Rate
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A significant proportion of organisations stated their procurement vision 
and strategy had no or limited alignment to business objectives. This will 
be limiting as the development of any vision and strategy should be in 
close alignment with the organisation’s wider business objectives. The 
organisations with full alignment of vision & strategy with short and long-
term business objectives all achieved over 10% savings.

Generally, there is limited recognition, understanding and buy-in and no 
clear functional roadmap to achieve growth. Given other findings this could 
be relatively straightforward to resolve for the majority of organisations. 
This also links very much to widespread lack of performance measures and 
the unclear definition of ‘success’ for procurement teams.

Recommendations

The findings demonstrate that organisations achieving the highest levels 
of benefits/cost savings are those with better developed visions and 
strategies. Not surprisingly, these are also more widely communicated 
across the procurement function and wider business and more closely 
aligned to clear business objectives.

Key Recommendations are to:

•    Develop a clear long-term vision and strategy for the 
organisation which serves as the guiding ‘North Star’  
for decision-making: the Why, the What and the How.

•    Develop a clear plan of action (roadmap) which  
takes a long-term view and breaks the strategy into 
sequential steps.

•    Ensure the vision & strategy considers all other  
elements of the operating model in its development  
(see following sections).

Level of Procurement Roadmap to Deliver Strategy

17%

31%

44%

58%

34%

5%Don’t know

Very short-term roadmap exists

Very short-term roadmap exists

Short to medium-term  
roadmap exists

Medium-term ‘live’ detailed  
roadmap exists

Long-term ‘live’ detailed  
roadmap exists

Level of Development of Procurement 
Vision & Strategies

5%

36%

11%
1%

Well Developed

Basic

Very Basic

None

Don’t Know

Fully Developed

22%

25%
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Overview
For Operating Model, Organisation Design & Governance 
Structures the average maturity across organisations 
is at the bottom-end of Progressing. This, along with 
Stakeholder Engagement, is the only element within this 
middle position of maturity. Almost 80% of organisations 
are classified as below Established and only 5% of 
organisations were classified as World-Class. On average 
organisations with a World-Class Operating Model & 
Organisation Design maturity are enjoying 10x more 
savings than those with a Basic maturity. The greatest 
opportunity for organisations is moving from the lowest 
Basic position to Growing (2.4x).

The organisation and structure of procurement organisations is of high 
importance to Chief Procurement Officers and a key issue in terms of 
driving business success. It is the case that there is no one size fits all 
approach and team structures need to be tailored to the business it serves. 
Given this, it is surprising that a minority (12%) stated their organisational 
structures fully support the delivery of the procurement vision and 
strategy, while the majority stated that it provides only partial support.

Operating Model, Organisation Design & 
Governance Structures Maturity Level

6%

28%

46%

15%

5%

Established

Progressing

Growing

Basic

World-Class

1%

2.36%

3.61%

6.59%

10.1%

2.4x

1.5x

1.8x

1.5xAverage % Savings by Maturity  
Level & Step Growth Rate

Only 12% of organisational structures fully support  
the delivery of the procurement vision and strategy

Only 24% of organisations had a procurement policy in 
place, with clear RRAA with awareness, understanding and 
adherence across the entire function and wider business

Only 7% of organisations had fully resourced  
procurement functions

9% have a significant shortage of resource, that causes major 
difficulties for the operation of the procurement function and 
its ability to achieve objectives
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The majority of procurement organisations had limited clarity of roles, 
responsibilities, authorities and accountabilities (RRAA) resulting in unclear 
principles of engagement surrounding the role of procurement and the role 
of business owner.

A key element in the effectiveness of procurement teams, the level of 
savings they achieve and their ability to deliver against strategic objectives, 
is their level of resources. Only 7% of organisations had fully resourced 
procurement functions, able to achieve all procurement objectives with 
additional resources accessible to deliver additional value improvements 
for the business. Not surprisingly, there was a direct correlation between 
level of resource and the level of savings achieved, with teams with a 
significant shortage of resources only achieving 0-2% savings/benefits 
whilst those fully resourced achieving over 7.5%.

Recommendations

To reach ambitious corporate targets, senior management often turn 
to procurement to generate cost savings and value improvement. 
However, when they take stock of the existing procurement organisation 
and capabilities, they may be faced with a significant challenge, with 
procurement unable to deliver.

When procurement organisations set out to deliver savings and other  
value benefits, they often discover they are not optimised to make the  
most of the opportunities. Companies need to understand that 
transforming a procurement organisation takes time and careful  
planning, but the ROI is substantial.

Key Recommendations are to:

•    Develop clarity of responsibilities and accountabilities 
within Procurement and across the organisation.

•    Undertake a data-driven assessment on activity and 
establish requisite level of resources.

•    Develop role profiles and skills matrices to ensure 
resources are aligned to the right roles.

Significant Support

Partial Support

Limited Support

No Support

Don’t Know

 Level of Resources within Procurement

7%

14%

38%

31%

9%

1%Don’t know

Shortage of resource that causes 
difficulties for the function, but is 
able to achieve core objectives

Significant shortage of resource 
that causes major difficulties for  
the operation of function

Resources to operate quite  
effectively, but fails to achieve  
all objectives

Fully resourced and able to achieve 
most objectives, but not consistently 

Fully resourced and able to achieve 
all procurement objectives 

Adherence & Clarity of RRAA within Procurement

24%

16%

41%

18%

1%

No policy in place containng RRAA

Don’t know

Limited adherence to unclear  
RRAA within function

Significant adherence to  
clear RRAA within the procurement  
function only

Complete adherence to very clear 
RRAA across entire function and 
wider business

Level of Operating Model & Org Design 
Support to Delivery of Vision & Strategy

3%
12%

9%
2%

Fully Support

47%

27%
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Overview
For Alliances, Suppliers & Supply Chains the average 
maturity across organisations is in the middle of Growing 
demonstrating that there is room for improvement. 
Approximately 85% of organisations are classified as below 
Established and only 5% of organisations were classified 
as World-Class. On average organisations with a World-
Class Supplier & Supply Chain maturity are enjoying 3x 
more savings than those with a Basic maturity whilst the 
greatest opportunity for organisations is moving from the 
lowest Basic position to Growing (1.6x).

Effective supply chain management and supplier relationship management 
requires a robust understanding and management of supply markets and 
supply chains, but there is a difference in maturity across sectors. The 
Automotive sector leads overall, but other sectors within Progressing include 
Aerospace/Defence, IT & Technology, Consumer Goods and Utilities & Power.

Understanding of upstream supply chains was significantly less advanced 
than first-tier suppliers generally. Just over a third of respondents had 
an excellent or very good understanding of their first-tier supplier base, 
compared to only 16% for their supply chains. The findings indicate that 
organisations with higher maturity in this area have larger procurement 
functions (over 100 procurement staff) and may have a superior capacity 
and capability to firstly understand and secondly actively manage their 
supply chains.
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Only 35% of procurement teams have an excellent  
or very good understanding of their supplier base

58% have only a basic or no understanding  
of their supply chains

77% of procurement functions have a basic,  
very limited or no SRM programme in place

51% of procurement teams have undertaken very limited  
or no make-buy analysis for key areas of spend

Alliances, Suppliers & Supply Chains 
Maturity Level

26%

41%

18%

10%

5%

Established

Progressing

Growing

Basic

World-Class

2.26%

3.7%

5.19% 5.34%

6.83%

1.6x

1.4x 1.0x

1.3xAverage % Savings by Maturity Level & Step 
Growth Rate
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A concerning insight was the proportion of organisations with a basic,  
very limited or no supplier relationship management programme in place. 
With a lack of clear supplier management approaches that prioritises 
activity on key supplier relationships to deliver cost and value improvement 
it is not surprising that no firms in Basic and Growing maturity achieved 
over 5% in savings.

The make-buy decision, if based on detailed analysis and a clear 
methodology, provides a robust structure for complex business and 
sourcing decisions that will have a significant impact on the delivery of 
procurement objectives. Over half of organisations said that very  
limited or no make-buy analysis had been undertaken with these firms 
largely in the Basic and lower end of Growing.

 
Recommendations

Organisations achieving the highest levels of benefits/cost savings are 
those with better understanding of their supply base and extended 
supply chains so that they can select those suppliers most likely to deliver 
their procurement objectives. Not surprisingly, this also applies to those 
organisations with more developed approaches to Supplier Management 
that may encompass a Supplier Relationship Management (SRM) approach 
where joint working focuses on innovation and value development beyond 
the obligations stipulated within the contract and managed through basic 
Contract Management.

Key Recommendations are to:

•    Place greater emphasis on managers to understand and 
analyse their supply chains (a necessity in a climate of 
considerable uncertainty and volatility).

•    Prioritise and strategically manage those relationships 
and supply chains to access opportunities for securing 
supply, mitigating key risks and accessing key innovation 
in the supply chain.

•    Align operating models, systems architecture and 
organisational culture to strengthen the value from 
Supplier Relationship Management.

Level of Understanding of Suppliers and Supply Chains

Excellent Understanding Very Good Understanding Solid Understanding

Supply ChainSupplier Base

Basic Understanding No/Very Limited  
Understanding

Don’t Know

12%

36%

24%
20%

8%

1% 1%2%

25%

14%

30% 28%

Level of Make-Buy Analysis Within Organisation

3%

15%

34%

31%

14%

3%Don’t know

Very limited analysis covering 
 very few spend categories

No analysis takes place

Limited analysis covering a few  
spend categories

Widespread analysis covering  
most spend categories

Extensive analysis covering  
all spend categories
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Overview
For Stakeholder Engagement & Customer Experience 
the average maturity across organisations is at the 
lower end of Progressing, but a majority are positioned 
within Growing. 81% of organisations are classified as 
below Established and only 3% of organisations were 
classified as World-Class. This indicates that the average 
procurement organisation is reactive in nature with a lack 
of strong business partnering and proactive strategic 
challenge. On average organisations with a World-Class 
maturity are enjoying 7x more savings than those with a 
Basic maturity. The greatest opportunity for organisations 
is moving from Growing to Progressing (1.8x).

The standout finding when looking at cross-functional engagement  
was those organisations that had, or were perceived to have generated  
the greatest savings, were also those organisations that indicated  
higher engagement and understanding of stakeholder requirements.
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1.53%
2.35%

4.20%

6.83%

10.79%

1.5x

1.8x

1.6x

1.6xAverage % Savings by Stakeholder Engagement 
Maturity Level & Step Growth Rate

Stakeholder Engagement & Customer 
Experience Maturity Level

8%

39%

34%

16%

3%

Established

Progressing

Growing

Basic

World-Class

 68% of procurement functions were perceived by  
internal stakeholders to have no, limited or only  
partial understanding of their requirements

Only 1% felt that their procurement teams had a very 
limited or no understanding of stakeholder requirements

28% of procurement functions suggested there  
was a very good or excellent level of understanding  
of external customers
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Stakeholder engagement and business buy-in is critical to effective 
procurement. It is, therefore, reassuring that the majority of respondents 
felt their procurement departments possessed a good or better 
understanding of their requirements. In contrast, a majority of stakeholders 
perceive procurement to have at best a partial understanding of their 
requirements which is likely to limit the provision of commercial insight, 
support and guidance and ultimately the value delivered.  

 
When looking at the engagement and level of cross-functional working 
between procurement and internal stakeholders, there was a similar 
picture. Only 22% indicated there was an extensive or better proactive 
engagement across the majority of the business, with a greater proportion 
suggesting that there was limited engagement in at least some areas of 
the business. Given the limited proactive engagement and cross-functional 
working, strong business partnering and challenge is widely lacking. This 
may be exacerbated by performance measures focused on cost that drive 
a ‘self-interest’ behaviour. 

Recommendations

Stakeholder engagement has always been fundamental for the success 
of procurement departments, but equally it has often been seen as their 
Achilles heel and hence it should continue to be prioritised accordingly. 
Better stakeholder management leads to proactive collaborative 
engagement with procurement and sourcing activities and that, in turn,  
will often lead to greater overall savings and value generation.

Key Recommendations are to:

•    Conduct comprehensive stakeholder mapping to 
present yourself as an enabler who understands their 
requirements – see things through the eyes of the 
stakeholder, rather than your own.

•    Develop a cohesive and collaborative category plan  
with stakeholders which will help ensure that all have a 
defined role, a vested interest in delivering the objectives 
and timelines of the plan (n.b. this is different from a  
category strategy).

•    Invest in the development of behavioural capabilities e.g. 
communications, influencing and collaborative working 
skills to facilitate effective stakeholder engagement.

Procurement’s Perceived Understanding  
of their Stakeholder Requirements

3%

24%

48%

24%

1%

Very Good Understanding

Partial Understanding

Very Limited Understanding

No Understanding

Excellent Understanding

Level of Stakeholder Engagement by Procurement

6%

16%

46%

29%

3%

1%Don’t know

Limited reactive engagement only  
in some areas of the business

Very limited or no engagement

Extensive reactive, but limited  
proactive engagement across  
the business

Extensive proactive engagement 
across the majority of the business

Very extensive proactive and 
cross-functional engagement 
across the entire business

Stakeholders Perception of Procurement’s 
Understanding of their Requirements

3%

30%

45%

20%

2%

Very Good Understanding

Partial Understanding

Very Limited Understanding

No Understanding

Excellent Understanding
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Overview
For Policies, Processes & Procedures the average 
maturity across organisations is towards the lower end of 
Growing, which was the lowest across all elements and an 
area that if improved could significantly enhance team 
effectiveness and deliver a step change in value delivery. 
64% of organisations are classified as Basic or Growing 
and only 1.6% of organisations were classified as world-
class. The greatest opportunity for organisations  
is moving from Progressing to Established (1.9x) in  
Policies, Processes & Procedures.

2.56%
3.01%

4.22%

8.18%

8.80%

1.2x

1.4x

1.9x
1.1xAverage % Savings by Maturity Level  

& Step Growth Rate

Policies, Processes & Procedures  
Maturity Level

Established

Progressing

Growing

Basic

World-Class
25%

39%

20%

14%
2%
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A quarter of procurement functions have no strategic 
sourcing methodology in place beyond very basic  
sign-offs and audit requirements

A majority of functions have basic and inconsistent 
methodologies in place, which are focused on key basic 
activities to deliver short-term tactical objectives

Only 2% of procurement teams believed their strategic 
sourcing approach is fully developed
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Across the organisations there is a general lack of methodologies in place 
for their strategic sourcing activity. The majority of organisations (over 60%) 
reported having either no methodology at all or a basic and inconsistent 
approach applied in an ad hoc manner which at best these would focus on 
key basic activities (e.g. tendering) to deliver short-term tactical objectives. 
Less than 2% of organisations believed their approach is fully developed 
and contains a comprehensive library of tools and techniques available to, 
and used by, the wider procurement team.

There is no apparent correlation between methodology maturity  
and sectors, although we do see slightly stronger representation from  
Oil & Gas, Public Sector and Hospitality in the more mature categories.

There is, however, a correlation between the level of maturity and 
the savings/benefits achieved. Organisations with better developed 
approaches return increased savings. Only one organisation without  
a well or fully developed methodology achieved 10% or more savings.

One might expect organisations with larger levels of spend and greater 
levels of available resource within procurement teams to be able to exert 
greater leverage when sourcing to deliver greater savings or additional 
value. Organisations, however, achieving the higher levels of savings are 
actually split between the two extremes of our external spend scale,  
but all possessed a well or fully developed strategic sourcing approach.

Recommendations

The maturity of an organisation’s procurement policies, processes and 
procedures is a stronger indicator of an organisation’s ability to leverage 
savings and deliver other sources of value, than external spend or 
procurement team size. It is important to concentrate on how they move 
their approach from a transactional/inconsistent outlook to a more 
strategic methodology, and position their procurement and sourcing 
activities to maximise opportunities when they present themselves. 

Level of Development of Strategic  
Sourcing Methodologies
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14
%

39
%

2%

1% Key Recommendations are to:

•    Develop a clear and concise procurement policy that 
is communicated across the procurement function 
and wider organisation, fully aligned to the corporate 
objectives and culture of the firm.

•    Deploy agile and collaborative procurement processes  
to enable strategic sourcing decision-making at pace.

•    Roll-out a strategic Category Management approach with 
appropriate tools and templates to enable more creative 
value delivery alongside internal stakeholders.
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Overview
For Performance Measurement & Management the 
average maturity across organisations is towards the 
top-end of Growing. 88% of organisations are classified 
as below Established and only 3% of organisations were 
classified as World-Class. On average organisations with 
a World-Class Performance Measurement maturity are 
enjoying 6x more savings than those with a Basic maturity 
with the greatest opportunity for organisations is moving 
from Growing to Progressing (1.8x)

‘What gets measured gets managed’ is certainly true in the operation of a 
procurement function and delivery of key objectives within a procurement 
strategy. However, across the organisations in our research, performance 
measures were generally not clear, largely price-focussed and not based  
on a single definition of how to calculate performance improvement.

 

Performance Measurement & Management 
Maturity Level 16%

45%

28%

8%
3%

Established

Progressing

Growing

Basic

World-Class

1.75%

2.80%

4.98%

8.02%

10.21%

1.6x

1.8x

1.6x

1.3xAverage % Savings by Maturity Level  
& Step Growth Rate

Only 3% of organisations comprehensively measured  
the performance of their procurement function using  
a well-developed balanced scorecard

48% of procurement functions were subject  
to limited measurement

53% of procurement teams receive no, very limited or at best 
limited leadership focus on basic procurement outcomes
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The benefits are clear, but only 3% of individuals reported the performance 
of their organisation’s procurement function was comprehensively 
measured using a well-developed balanced scorecard, including a full 
range of cost and value measures. Worryingly, almost half of respondents 
suggested the procurement function was subject to limited measurement 
with, at best, a basic scorecard based on cost savings only. 

There is a clear link between the extent of performance measurement of  
a procurement function and the level of savings and benefits it achieves. 
This reinforces ‘what gets measured gets done’ as all organisations 
achieving over 10% savings had a minimum of a well-developed 
performance management framework, with short and long-term focus  
on most key objectives.

Only 4% of procurement teams received extensive executive-level focus 
and support for continuous performance improvement throughout the 
organisation in all areas of value delivery.  Unsurprisingly, this very small 
minority of organisations also had comprehensive measurement of the 
procurement function using a well-developed balanced scorecard. 

Recommendations

Procurement excellence is increasingly being recognised at the board 
level as key to delivering efficient and effective operations within 
successful companies. On the surface, effectively measuring procurement 
performance is simple. However, when looking more granularly, the 
measurement of procurement success is more challenging. 

The findings demonstrate that organisations achieving the highest levels 
of benefits/cost savings are those with more mature approaches to 
performance measurement and management. 

Key Recommendations are to:

•    Develop a balanced scorecard with agreed measurement 
values so that a single version of the performance truth 
exists to build trust across the organisation, based on 
SMART principles.

•    Align the balanced scorecard completely to the agreed 
Vision & Strategy.

•    Develop compelling visual dashboards to provide 
executive visibility and enable the organisation to track 
and communicate performance and identify opportunities 
for improvement, innovation and collaboration.

Level of Performance Management of Procurement Function

3%

14%

34%

36%

12%

1%Don’t know

Limited measurement

No or very limited measurement

Some measurement

Widespread measurement

Comprehensive measurement

Level of Senior Management Attention to Procurement Performance Outcomes

4%

21%

24%

38%

14%

1%Don’t know

Limited leadership focus on  
basic procurement outcomes

No or very limited focus

Some executive focus  
and support

Significant executive focus and  
support beyond procurement

Extensive executive-level  
focus and support throughout  
the organiation
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A third of procurement functions have either basic  
or limited technical skills with no behavioural skills

Only 0.5% of respondents believe that their procurement 
function has all of the technical and behavioural skills  
to undertake world-class sourcing

40% of procurement functions do not have a structured L&D 
programme at all, for technical and behavioural skills

Overview
For Skills & Capabilities the average maturity across 
organisations is in the middle of the Growing classification. 
Over 75% of organisations are classified as below 
Progressing and only 0.5% of organisations were 
classified as World-Class. On average organisations with 
a World-Class Skills & Capability maturity are enjoying 
approximately 7x more savings than those with a Basic 
maturity. The greatest opportunity for organisations is 
moving from the Growing to Progressing classification (2.1x)

A lack of the requisite skills and capabilities of those engaged in 
procurement and strategic sourcing activity across the organisation, is 
often cited as the primary reason for why procurement fails to deliver 
against their objectives. The findings in the Stakeholder Engagement 
section highlighted the importance of procurement engaging with the 
business, but an effective way to reinforce this is the demonstration of 
competence at all stages of the end-to-end procurement process and 
delivery of real business value.

Skills & Capabilities Maturity Level

27%

48%

20%

4% 1%

Established

Progressing

Growing

Basic

World-Class

1.86%

3.17%

6.66%

8.69%

12.5%

1.7x

2.1x

1.3x

1.4xAverage % Savings by Maturity Level  
& Step Growth Rate
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Over a half of procurement functions believe they have good technical 
skills, but variable behavioural skills, with a third possessing either basic or 
limited technical skills with no behavioural skills. Less than 1% believe that 
their procurement function has all of the basic and advanced technical 
and behavioural skills to undertake world-class sourcing in a highly 
effective manner. 

There is a significant lack of L&D programmes to develop procurement 
skills and capabilities. A majority of organisations do not have a structured 
L&D programme at all for technical and behavioural skills within the 
Procurement function. This large-scale under investment in L&D across 
businesses is directly linked to the procurement functions inability to 
develop skills and realise benefits, presenting a significant opportunity  
for organisations.

Recommendations

If you want to drive performance improvement you need to invest in skills 
and capability, covering both technical and behavioural skills. In most 
organisations the number of people able to influence ‘procurement’ 
performance sit outside the procurement function, so programmes need to 
extend into the wider business and your core team need to support, coach, 
mentor and enthuse the wider business for mutual benefit.  

Key Recommendations are to:

•    Develop a clear capability framework with structured 
blended learning pathways covering technical and 
behavioural skills.

•    Focus on the development of behavioural skills as these 
are as important as technical skills to enable individuals 
to be truly effective in their roles, ultimately boosting 
organisational performance.

•    Consider the development of procurement capability 
outside of the function – where it is lacking it is difficult  
to ensure procurement tasks are performed effectively  
and aligned with achieving best value for money for  
the company.

Level of Skills & Capabilities within Procurement Teams

1%

12%

55%

21%

11%

Basic technical skills, but no  
fundamental behavioural skills

Limited basic technical skills

Good technical skills,  
variable behavioural skills

All technical and most  
behavioural skills

All basic and advanced technical  
and behavioural skills

Perceived Procurement Capability Outside Function

2%

3%

23%

58%

13%

1%Don’t know

Limited competencies  
and understanding 

No competencies  
and understanding 

Decent competencies  
and understanding 

Full range of competencies  
and widespread understanding

Extensive level of competence  
and full understanding  
across organisation

Presence of L&D Programmes for Procurement

4%

7%

19%

29%

40%

3%Don’t know

Poorly structured suite of  
courses failing to meet basic  
needs of function

No structured L&D programme 

Limited set of courses meeting  
basic needs of function 

Quality suite of technical and  
behavioural courses partially  
meeting needs of function

Comprehensive and high quality 
suite of technical and behavioural 
courses meeting all needs



Technology
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Overview
For Technology the average maturity across organisations 
is in the middle of the Growing classification. Just over 70% 
of organisations are classified as below Progressing and 
only 1.6% of organisations were classified as World-Class. 
On average organisations with a World-Class Technology 
maturity are enjoying 5x more savings than those with a 
Basic maturity. The greatest opportunity for organisations 
is moving from the first level of Basic to the next level – 
Growing (1.7x)

Over the last two decades, regardless of size and sector, we have seen a 
greater willingness by organisations to adopt procurement and supply 
chain technology to improve operational efficiency and delivery of key 
business objectives. However, many organisations have still struggled to 
realise the full potential of technology implementations, sometimes due to 
poor integration, misaligned business processes with the new technology, 
limited capabilities of users and poor data quality.

Technology Maturity Level

32%

39%

23%

5% 2%

Established

Progressing

Growing

Basic

World-Class

2.01%

3.46%

5.78%

7.58%

9.21%

1.7x

1.6x

1.3x

1.2xAverage % Savings by Maturity Level  
& Step Growth Rate

The most used tools were for basic sourcing  
activities (including Rfx and e-auctions) but still  
at the lower end of limited use

Only 16% organisations reported having a detailed  
or a comprehensive roadmap for the development  
and implementation of procurement technology

56% of organisations either had a very limited  
or no procurement technology roadmap
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Most organisations reported technology to be mainly utilised for traditional 
activities like sourcing, spend analytics, contract management and Purchase 
to Pay (P2P) activities. There was much less adoption of technology for more 
strategic activities like supply chain collaboration, supplier relationship 
management and procurement category management. 

Automotive, industrial manufacturing and telecoms sectors, which are 
very supply-side oriented tended to have a high use of technology. 
Demand-side oriented sectors like retail, consumer goods and Fast-Moving 
Consumer Goods (FMCG) reported lower levels of adoption in most of the 
procurement activities. There was also a correlation between the size of 
organisation and investment in technology, with organisations greater 
than 100 procurement employees reporting the most adoption.

The case for the use of technology is clear – organisations using 
technology across all aspects of procurement reported higher year-on-year 
savings due to better informed decision-making and an ability to focus 
on more strategic value-adding activities rather than being swamped with 
transactional activity.

Recommendations

Over the last few years, technology and data management has  
become much more than a ‘nice to have’ as supply chains increase in 
complexity and we have a growing reliance on data and cloud-based 
systems more broadly. 

Key Recommendations are to:

•    Consider technology as a strategic investment and not 
just a short-term fix.

•     Develop a Technology Strategy aligned to your overall 
Vision & Strategy. Review your business continuity 
planning measures, technology risk planning, cyber 
security measures and consider the ability of the function 
to appreciate and harness emerging technologies.

•    Take time to appreciate the importance of expertise and 
experience when implementing technology solutions.  Not 
only do procurement & supply chain counterparts need 
to work closely with their cross-functional peers to ensure 
that requirements across the business are fully aligned 
and delivered, but adoption of new technologies varies 
significantly by individual.

Spend Analytics

Sourcing

Contract Management

Purchase-to-Pay (P2P) including Catalogues

Source-to-Pay (S2P)

Supplier Performance Management

Supplier Relationship Management

Category Management

Supply Market Data/Analysis

Supply Chain Collaboration

    Use of Technology Solutions for Procurement-Related Activities
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Culture 
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Overview 
For Culture the average maturity across organisations 
is towards the top-end of Growing. Just over 90% of 
organisations are classified as below Established and  
only 4% of organisations were classified as World-Class.  
On average organisations with a World-Class Culture 
maturity are enjoying 4x more savings than those with a 
Basic maturity, which is the lowest across all operating 
model elements. The greatest opportunity for organisations 
is moving from Progressing to Established (1.6x)

There is a widespread misalignment between the culture within procurement 
teams and that within the wider business, although this is not universal. 
A majority indicated their procurement team had limited or no alignment 
to the overarching business culture which suggests, for whatever reason, 
there are barriers in communication between procurement and the broader 
business. This is a major issue and for effective procurement activity it is 
important that cultures are closely aligned so that closer collaborative and 
cross-functional working can deliver real value for the organisation. 

.

Culture Maturity Level
14%

41%

36%

5%
4%

Established

Progressing

Growing

Basic

World-Class

2.17%

3.02%

4.51%

7.03%

9.06%

1.4x

1.5x

1.6x

1.3xAverage % Savings by Culture Maturity Level  
& Step Growth Rate

43% of procurement teams had limited or no alignment  
to the overarching business culture 

Only a fifth of procurement teams have extensive or 
widespread consideration of culture into policies, 
roadmaps and L&D plans

Only 18% have cultures that are fully or well aligned  
with collaborative and cross-functional team working

Relationships

Operations

Vision & Strategy

Stakeholder  
Engagement

Alliances,  
Suppliers &  

Supply Chains
Organisation & 

Governance

Skills & 
Capabilities

Performance
Measures

Policies,
Procedures
& Processes

Assets & 
LocationsCultureTechnology Infrastructure

4C ROI Target Operating Model Framework 



284C Associates   |  Annual Survey 2021

The culture within the procurement team should mirror that of the 
organisation it is there to support. A majority of organisations, however, 
have not factored cultural considerations into vision & strategies, 
procurement policies, the overall procurement transformation roadmap 
and/or L&D plans.

Recommendations

The findings demonstrate that organisations achieving the highest levels 
of benefits/cost savings are those with more mature cultures. Faced with 
challenging and uncertain times, procurement functions have an excellent 
opportunity to become more culturally aligned and true enablers.

Key Recommendations are to:

•    Focus on the Leadership team first to assess fit with wider 
cultural values as the functional behaviour and tone is 
set there. Engage an external facilitator to work with the 
Leadership team where appropriate.

•     Reassess incentives and reward positive behaviours. 
Culture should be fully factored into vision & strategy, 
procurement policies, processes, procedures and 
transformation roadmaps to support extensive proactive, 
collaborative and cross-functional team working.

•    Review the whole team resources, with HR Business Partner 
support, to explore Diversity & Inclusion opportunities.

Alignment of Procurement Function’s 
Culture to Wider Business

4%

14%

37%

8%
2%

Well Aligned

Evidence of Alignment

Very Limited Alignment

Completely Different

Don’t Know

Fully Aligned

35%

Extent that Culture is factored into Procurement Policies, Roadmaps & L&D Plans

2%

16%

43%

25%

12%

2%Don’t know

Limited consideration 

Very limited/no consideration 

Some consideration

Widespread consideration

Extensive/full consideration



Assets &  
Locations 
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Overview 
For Assets & Locations the average maturity across 
organisations is in the middle of Growing. Over 92% of 
organisations are classified as below Established and 
only 2% of organisations were classified as World-Class. 
On average organisations with a World-Class Assets & 
Locations maturity are enjoying 8x more savings than 
those with a Basic maturity. The greatest opportunity  
for organisations is moving from the lowest Basic position 
to Growing (2x).

 
 
Understanding where your organisation’s assets (including facilities, land, 
patents, licenses, trademarks etc.) are located is important to identify 
opportunities related to make versus buy and onshore versus offshore. 
Make-buy is a key business decision within any business to define the 
boundary of the firm and procurement should play a major role in this 
work. It is surprising, therefore, that a majority of procurement teams 
are not invited to, or driving, business-wide discussions on make v buy 
considerations across key assets and locations. This may be due to limited 
scope of influence or that they are not accountable for the entire external 
spend within their organisation. 

1.44%

2.93%

4.55%

8.64%

11.56%

2.0x

1.6x

1.9x

1.3xAverage % Savings by Assets & Locations 
Maturity Level & Step Growth Rate

Assets & Locations Maturity Level 6%

51%

35%

6% 2%

Established

Progressing

Growing

Basic

World-Class

47% of procurement teams had a limited understanding  
of assets within their organisation

Only 3% of procurement functions had a full understanding 
of assets and their locations within their organisation

43% of organisations used their understanding of assets  
& locations to provide limited challenge to the organisation 
to innovate and create value
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Recommendations

As consumer behaviours and supply chain conditions have changed 
dramatically over the last few years there is clear evidence that the 
management of assets plays a crucial part in many sectors from 
manufacturing to retail where controlled and coordinated procurement 
activity is key in the management of assets.

Key Recommendations are to:

•    Ensure, via category teams and category work, that a 
detailed analysis of assets and locations is mapped as 
part of business-as-usual activity to simply ‘know’ and 
understand the position.

•     Analyse both tangible & intangible assets and 
locations to provide a robust structure to challenge 
the organisation to innovate and create value. Explore 
initially for inconsistencies to challenge with ‘Why?’.

•    Conduct Make v Buy benchmarking to identify further 
insight to challenge internally and slowly establish 
procurement as a key contributor in make-buy decisions 
focused on proactively managing and prioritising critical 
and strategic assets.

Understanding of Assets and their Locations

3%

13%

32%

47%

3%

2%Don’t know

Limited understanding 

No understanding

Good understanding

Well developed understanding

Full understanding

Level of Challenge by Procurement on 
Key Make-Buy Decisions by Organisation

2%
13%

43%

5% 2%

Regular Challenges

Limited Challenges

Very Limited Challenges

No Challenges

Don’t Know

Extensive Challenges

35%



Spotlight on  
Sustainability 
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Sustainability, our key topic for focus in this year’s survey, 
is high on the agendas of senior procurement leaders. It is 
no longer a ‘nice to have’, but it needs to become the way 
we work and embedded within our business operations to 
unlock a wealth of opportunity in the future.

We believe that sustainability is integral to the future of the procurement 
profession. It is evident that procurement’s sustainability approaches have 
considerable room for improvement and development. If they are to deliver 
value and sustainability targets for the business, then there is an urgent 
need to develop more comprehensive approaches covering all elements  
in a consistent manner across the entire function.

Sustainability, however, is often defined too narrowly. We believe the agenda 
should encompass everything from Equality for the people who operate 
in supply chains, to the Environment and the way we take responsibility 
for our Planet, to the Economy and the way in which we manage our risks, 
target innovation and reinvest our profits.

 
 
 
The main driver behind the development of a sustainability approach was 
the need to maintain a strong public image, closely followed by compliance 
and regulation. The findings also support the contention that a majority of 
organisations do not see sustainability as a means to deliver competitive 
advantage or reduce costs so it is focused on other sources of value for the 
organisation. This is also supported by the fact that there is no correlation 
between maturity of approach and level of benefit/cost saving achieved. 
There is also no difference across sectors, but compliance to increased 
regulation is more of a driver for large organisations with external spends 
over £500m.

Procurement Function’s Approach to 
Sustainability

5%

16%

48%

10%
1%

Well Developed

Limited

Very Limited

None

Don’t Know

Fully Developed

21%

79% of procurement organisations have a limited 
approach, at best, to sustainability

Only 5% stated that their sustainability approach  
was fully developed

55% of procurement functions had no or very limited 
sustainability measures on supplier scorecards

Only 4% had comprehensive sustainability measures  
on scorecards

Reduce costs

Improve production processes

Increase revenues

Organisational focus on net zero agenda

Competitive advantage in market

Internal stakeholder concerns

Minimise supply chain risks

Respond to changing customer demands and preferences

Compliance to increased regulation

Maintain a strong public image/reputation

13%

14%

16%

26%

30%

33%

53%

59%

67%

70%

Key Drivers for Procurement Function to Develop a Sustainability Strategy
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A way of thinking about Sustainability in Procurement
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Despite the increasing prominence of the sustainability agenda the 
majority of organisations (86%) have limited, very limited or no sustainability 
measures on supplier scorecards. These measures are likely to be applied 
inconsistently across the function and, at best, cover only a few elements 
of sustainability applied in a very ad hoc manner. Organisations often 
struggle with knowing what to measure, but there are a wide range of KPIs 
(supplier recycled materials used, compliance with the Modern Slavery Act 
etc.) and an organisation must select the appropriate ones to achieve the 
firm’s Sustainability objectives.

Sustainability is a broad subject to understand and is constantly evolving. 
A lack of understanding, skills & capabilities was highlighted as a key 
barrier to an organisations ability to identify and mitigate risks and issues. 
Another barrier noted was not having the right people in the right roles to 
ensure sustainable practices were followed.

Health & Welfare, Ethical Practices and Operations & Emissions were identified 
as the 3 most critical risks to focus on as they would have the largest potential 
impact on the organisation in the area of sustainability. Each of the 

sustainability risks, however, are interlinked and play a key role in the approach 
to a sustainability strategy. Each can be targeted, but should not be thought 
about in isolation if the aim is to create a well-rounded strategy.

Recommendations
It is clear that Procurement & Supply Chains’ sustainability approaches 
have considerable room for improvement and development. If they are to 
deliver value to the business and help meet key sustainability targets, then 
there is an urgent need to develop more comprehensive approaches which 
are applied in a consistent manner across the entire function.
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Presence of Performance Measures & Targets for Suppliers Related to Sustainability

4%

7%

31%

30%

25%

3%Don’t know

Very Limited Measures & Targets

No Explicit Measures & Targets

Limited Measures & Targets

Widespread Measures & Targets

Comprehensive Measures & Targets

Lack of understanding about sustainability issues on the part of managers within the organisation

Lack of understanding of sustainability-related supplier/supply chain risk 

Lack of access and visibility into tier 2+ suppliers 

Lack of capability to monitor/measure performance in the supply chain 

Lack of qualified resources within the organisation 

Lack of understanding of sustainability issues within the supply chains for key inputs 

Lack of access and visibility into tier 1 suppliers 

Organisational prioritisation on other higher priority issues (e.g. cost and/or quality) 

Poor internal data systems to collate and share relevant knowledge 

Lack of understanding around supplier capabilities and strengths

43%

39%

39%

38%

32%

32%

31%

31%

23%

23%

Major Issues Impacting on Procurement’s Ability to Identify  
& Mitigate Sustainability Issues
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Supplier Diversity

Potential Impact of Sustainability Risks on Organisations

Inclusion & Diversity

Product Lifecycle (inc. Waste & Recycling)

Human Rights

Operations & Emissions (inc. Packaging, Biodiversity, Scope3 carbon etc.)

Commercial Ethics Practices

Health & Welfare
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Key Recommendations are to:

•    Start with the basics. Map the sustainability hotspots in your 
organisation and be clear on the strategy. Understand the 
procurement function’s role in delivering against these targets 
and align to the Procurement Vision and Roadmap.

•     Identify and implement the required tools, processes and 
systems for measuring and reporting progress; ensure 
budgets reflect new requirements.

•    Create key measures on both functional & supplier 
scorecards to drive positive action – ‘what gets measured 
gets done’. Especially vital where specific targets have 
already been identified and must be met.

•    Develop a Sustainability capability Learning Pathway to 
build confidence and close any perceived or real gaps. 
Focus the learnings initially on government and company 
targets, and increasing visibility across key supply chains.
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