
DEEP VALUE
PROCUREMENT AI:
Unlocking the Unseen Strategic

Value in Source to Pay



Introduction:
Procurement Shift Like You’ve Never Seen Before

Imagine procurement as a treasure chest—often thought of as a basic vault for cost

savings. But what if the chest had hidden compartments, you didn’t even know

existed, holding far more valuable gems? For years, procurement was seen as a cost

center, like finding a few coins in that chest. But the game has changed. Procurement

is now being called upon to drive innovation, manage risk, and deliver sustainable

value, like discovering a secret drawer full of untapped treasure beneath the surface.

The world around us is changing fast global supply chains, market volatility, and rising

stakeholder expectations, Chief Procurement Officers (CPOs) are being tasked to look

beyond the obvious. It's not just about collecting those shiny coins anymore—

procurement leaders are now charged with discovering the deeper, long-term value

within their organization’s Source-to-Pay (S2P) processes. Enter Deep Value

Procurement AI.

Superficial value, with its focus on short-term wins and surface-level improvements,

no longer cuts it. Instead, procurement leaders must aim for Deep Value—a strategic,

long-term approach that uncovers the hidden gems within procurement through

autonomous and semi-autonomous AI agents. These AI-driven tools don’t just help

you skim the surface; they dig deeper, uncovering opportunities in risk management,

supplier innovation, and sustainability. With AI’s help, procurement becomes less

about routine savings and more about strategic alignment, real-time decision-

making, and unlocking deep, transformative outcomes.

In this white paper, we explore the critical difference between Superficial Value and

Deep Value. It’s like looking at an iceberg—the real mass of value lies below the

surface. We’ll show you why it’s crucial for CPOs to champion Deep Value

Procurement AI to turn procurement into a true strategic driver. Ready to unlock the

hidden treasure in your procurement operations?



Superficial vs. Deep Value:
The Fundamental Difference

At the heart of modern procurement transformation lies the distinction between two

types of value: superficial (or surface-level) value and deep, transformative value. This

distinction is critical, as it influences the approach, focus, and outcomes of

procurement strategies.

Superficial Value
can be described as:

In contrast, Deep
Value represents:

Short-term Focused: Prioritizing

immediate cost savings or basic

operational efficiency.

Incremental in Nature: Delivering

marginal improvements, often

within silos, and lacking broader,

cross-functional impact.

Isolated in Scope: Targeting specific

pain points or functions without

addressing the entire procurement

ecosystem.

Holistic Impact: Going beyond cost

savings to include risk mitigation,

supplier innovation, and alignment

with the company’s strategic

objectives.

Long-term Orientation: Balancing

short-term wins with sustainable

improvements that drive value over

time.

Transformative Potential: Offering

the ability to fundamentally reshape

the procurement function, delivering

far-reaching strategic outcomes.

This shift from superficial to deep value is essential for modern procurement

organizations seeking to remain competitive. By focusing on Deep Value,

procurement can evolve from a transactional function into a strategic enabler of

growth and innovation. To achieve this, procurement leaders must embrace the

power of AI, which unlocks new possibilities for efficiency, insights, and autonomy

across the entire S2P cycle.



The Deep Value
Procurement AI Framework

The journey towards unlocking Deep Value in procurement is structured around a

five-level framework, each representing a progressive step in the adoption of AI

technologies. By advancing through these levels, organizations can gradually build

the capabilities necessary to deliver transformative outcomes.

In the context of this scenario, the following framework for Deep Value Procurement

AI outlines how this company could progressively unlock deeper levels of value, with

each step building on the next. By doing so, they would overcome current

inefficiencies and transform procurement from a cost-focused function to a strategic

asset.

Case Scenario: A Complex Procurement Landscape
Let’s consider a mid-sized multinational company with annual revenues

of $2 billion and an addressable procurement spend of $1 billion. The

company faces significant procurement challenges. Operating across

multiple locations with different ERPs, it struggles with visibility, control,

and efficiency. With 80% of its procurement efforts focused on strategic

spend, 10% on tactical spend, and 10% on unmanaged tail spend, the

company deals with thousands of suppliers, contracts, and POs. This

fragmented landscape results in manual processes, inefficiencies, and

difficulty managing supplier performance and compliance.

Key challenges include managing high volumes of low-value

transactions, supplier and contract complexity, and inefficient manual

processes. However, adopting Deep Value Procurement AI offers an

opportunity to streamline processes, improve visibility, and unlock

significant value. By progressively integrating AI, the company can

transform procurement into a strategic function, optimizing spend,

enhancing supplier relationships, and driving sustainable competitive

advantage.



Basic Digitalization

The first step towards Deep Value begins with digitalizing core

procurement processes. At this level, organizations achieve:

Savings: ~1% of addressable spend, primarily through reduced

maverick spend and enhanced price compliance.

Efficiency Gains: A 20-30% reduction in manual processing time and a

50% decrease in invoice processing errors.

While these improvements mark progress, they only scratch the surface

of procurement’s true potential.

Integrated Process Optimization

In Level 2, organizations begin to integrate S2P processes, enabling

better data visibility and more cohesive operations:

Incremental Savings: An additional ~1.5% of addressable spend by

improving spend visibility leading to better negotiations and

eliminating duplicate payments. Reduction in duplicate payments

and overpayments.

Efficiency Gains: A 40-50% reduction in procure-to-pay cycle times

and a 70% reduction in manual data entry.

The focus here is on streamlining processes and gaining better control,

laying the foundation for more strategic capabilities.
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Strategic Insights and Decision Support

At Level 3, the shift towards strategic value creation begins. By leveraging

advanced analytics and AI-driven insights, procurement teams can make

more informed decisions:

Incremental Savings: ~2% of addressable spend through optimized

category strategies, better supplier selection and performance

management, and improved payment terms and working capital

management.

Efficiency Gains: A 60% reduction in time spent on reporting and

analysis, with a 30% improvement in contract compliance.

This level highlights procurement’s role in providing actionable insights

and influencing broader business strategies.

Agentic AI for Tactical Autonomy

AI begins to take center stage at Level 4, with autonomous agents

handling routine procurement tasks:

Incremental Savings: ~3% driven by additional addressable spend

through AI-driven negotiations, automated category management

for basic categories, and predictive demand forecasting   reducing

excess inventory

Efficiency Gains: 80% automation of sourcing tasks and a 50%

reduction in supplier onboarding time. 90% reduction in manual PO

processing for tactical spends

At this stage, AI empowers procurement professionals to shift focus

from operational tasks to more strategic, value-creating activities.
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Advanced Agentic AI Ecosystem

The final level represents the full

realization of AI’s transformative potential

in procurement. Here, a fully AI-driven

ecosystem delivers:

Incremental Savings: 3-4% of

addressable spend through AI-

optimized end-to-end category

management, Real-time supply chain

optimization, Predictive risk

management avoiding costly

disruptions, Collaborative innovation

with suppliers driving additional value 

Efficiency Gains: 95% automation of

entire S2P process for non-complex

categories, 70% reduction in time

spent on strategic decision-making,

Near real-time reporting and insights 

At this stage, procurement becomes a

true strategic partner, driving innovation,

mitigating risk, and contributing to the

overall growth and sustainability of the

organization.
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Level 2
Integrated Process
Optimization

Level 3
Strategic Insights

Level 5
Advanced
Agentic Al
Ecosystem

What is visible above the surface, the tip of the iceberg, represents the superficial value
found in Levels 1 and 2 of the procurement process. This includes basic digitalization and
integrated process optimization, delivering incremental improvements and short-term
cost savings. However, the true depth of value lies beneath the surface, in the vast, unseen
expanse that requires deliberate effort to unlock. This deeper value, found in the advanced
levels of AI-driven procurement, encompasses transformative benefits like predictive risk
management, supplier innovation, and strategic insights. Much like an iceberg, the
majority of value is hidden from view and requires cutting-edge technologies, such as
autonomous AI agents, to be fully realized. Only by diving below the surface can
organizations access this profound, long-term impact, which ultimately drives sustainable
competitive advantage.

Deep Value in procurement is much like the
submerged portion of an iceberg—vast,
hidden, and often overlooked.

Level 1
Basic
Digitalization

Level 4
Agentic Al for
Tactical
Autonomy

Reduced maverick spend 
Basic price compliance 

Improved negotiations
Reduced overpayments

Category strategies
Working capital optimization

Al-driven tactical spend
Automated category
management

Al-optimized end-to-end
Predictive risk management
Collaborative innovation

$25M

$45M

$75M

$110M

$10M



Elevate Procurement’s Strategic Role: Move beyond cost-

saving metrics to become a core driver of innovation, risk

management, and strategic decision-making.

Unlock Unprecedented Value: Achieve higher savings and

efficiencies by leveraging AI’s capabilities to transform

procurement from a transactional function into a strategic

powerhouse.

Enhance Risk Management: Utilize predictive AI to anticipate

supply chain disruptions and proactively mitigate risks.

Drive Supplier Innovation: Foster closer collaboration with

suppliers, encouraging innovation that benefits both parties.

Attract and Retain Top Talent: By automating routine tasks,

procurement professionals can focus on strategic, rewarding

work, making the function more attractive to high-caliber

talent.

Why CPOs Should Champion
Deep Value Procurement AI

For Chief Procurement Officers, the adoption of Deep Value Procurement AI is not just

an opportunity but an imperative. By leading the charge in implementing a

technology stack that enables Deep Value, CPOs can:

To achieve these goals, CPOs must advocate for investment in the necessary

technologies, foster a culture of innovation, and build cross-functional partnerships.

The implementation of Deep Value Procurement AI also requires a focus on change

management, ensuring that teams are equipped to embrace new tools and

approaches.



Conclusion: The Future of Procurement
Lies in Deep Value

In today’s complex and fast-paced business environment, procurement must move

beyond superficial value and embrace a deep, transformative approach. The adoption

of Deep Value Procurement AI offers CPOs the opportunity to drive strategic

outcomes that go far beyond traditional cost savings.

The path to Deep Value requires investment, innovation, and a clear roadmap, but the

potential rewards are profound. By leveraging advanced AI technologies,

procurement organizations can unlock levels of efficiency, savings, and strategic

impact that were once thought unattainable. The future of procurement lies in this

deeper, more holistic approach—one that positions procurement as a key enabler of

organizational success.

For CPOs, the message is clear: the time to act is now. By championing Deep Value

Procurement AI, you can lead your organization into a new era of procurement

excellence, driving lasting value and sustainable competitive advantage.



Zycus, recognized by Gartner and Forrester as a leader in procurement technology, empowers teams
to unlock deep value through its comprehensive Source-to-Pay (S2P) solutions. At the heart of our S2P
solution is the Merlin AI Agentic Platform, which orchestrates intelligent AI agents to deliver simplified,
efficient, and compliant processes. 

The Merlin Intake Agent offers business users
unparalleled ease of use, increasing adoption
rates and significantly reducing non-
compliant spending.

For procurement teams, Merlin Autonomous
Negotiation Agent handles tail spend
autonomously, securing additional savings,
Merlin Contract Agent helps draft compliant
contracts and reduces risks by actively
monitoring them, and the Merlin AP Agent
further enhances efficiency by automating
invoice processing with exceptional speed
and accuracy.

With the flexibility and autonomy of Merlin AI
agents, teams can seamlessly guide
workflows or delegate routine tasks for
autonomous execution. Uncover the full
depth of value and achieve procurement
excellence with Zycus' AI-powered S2P
solutions.


