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DEEP VALUE PROCUREMENT

What Breaks When Procurement
Grows and How to Measure It

As mid-market companies scale rapidly, procurement often lags
behind. Manual approvals, fragmented supplier relationships, and
uncontrolled spend; once manageable begin to collapse under rising
volume and complexity.

Leaders aren’t ignoring procurement. They’re simply outgrowing the
systems that once worked.

Implementing procurement at this stage is like trying to build
a plane while it is in flight.”

— Procurement Leader, Mid-Market Scale-Up

Without early controls, procurement becomes reactive. Costs leak.
Compliance drops. Risk rises. Yet most KPI models are borrowed from
large enterprises, built for mature stability, not rapid scale.

This whitepaper introduces a KPI framework engineered for scaling
mid-market companies, not startups or Fortune 500s. It focuses on:

« What breaks first when procurement expands
« What to measure early to catch growing pains

« Which KPIs signal scale-readiness and maturity gaps

By tracking the right metrics not popular ones leaders can fix what’s
breaking before it slows the business down.
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What Makes a Good KPI at the Mid-
Market Stage?

For mid-market companies in a high-growth phase, not all procurement
metrics are equally useful. Metrics borrowed from large enterprises often
assume steady-state operations and advanced digital maturity
conditions that don’t reflect the reality of a rapidly growing mid-market
enterprise. Selecting the wrong KPIs can lead to tracking what’s easy,
not what’s necessary.

A KPl is only valuable if it addresses the operational stress points that
emerge during scale. In this whitepaper, every selected KPI is evaluated
against a mid-market lens defined by the following criteria:

What Makes a Good KPI at the Mid-Market Stage

TRACKABLE TODAY BUILT FOR SCALE

Can't measure it? 0 1 KPIs scale as you
Don't track it yet.

grow, don't assume
success.

TARGETS WHAT BREAKS BUSINESS-ALIGNED

Track metrics that fix Best KPIs speak
critical business finance: margin,
issues. cash, impact.

This framework does not aim to be exhaustive. It is deliberately
selective. By starting with a focused set of 5-7 core KPIs tailored to
growth-stage needs, mid-market teams can better direct attention,
resources, and improvement efforts before scale introduces risks that

are harder to reverse.
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m The Maturity-Based KPI Framework

Before diving into specific KPls, it's critical to understand where your
organization sits on the procurement maturity curve. Not all companies
at $200M are alike, some operate with emerging practices while others
have scaled their capabilities.

A $120M company may still operate procurement reactively managing
POs via email and relying on a one-person team.

A $400M peer might have partial digitization and formalized sourcing
strategies. A $700M firm likely focuses on governance and strategic
supplier partnerships.

The Three Stages of Mid-Market Procurement
|dentify your organization's current maturity level

B 1

EMERGING SCALING STRATEGIC
"See it & Control it" "Optimize & Comply" "Innovate & Lead"
. 1-2 person team . 3-7 person team . 8-15 person team
. Manual processes . Mixed digital tools . Integrated systems
. Reactive mode . Building standards . Strategic partner

. 40-60% visibility . 60-80% control . 90%+ optimization




ZYCUS

OCUREMENT [Al]

2-Minute
Assessment
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Find Your Stage:

° We have a dedicated procurement team (2+ FTES)
More than 60% of spend flows through procurement

° We use procurement software beyond Excel

O We have documented category strategies

Suppliers are tiered by strategic importance

O We measure and report procurement ROl monthly

Contract compliance is systematically tracked
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O We have automated approval workflows

Procurement has a "seat at the table" for strategic
decisions

O We track supplier performance metrics regularly
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What Your Score Means

B

0-3 checks 4-7 checks 8-10 checks
EMERGING SCALING STRATEGIC
Start with Add eficiency Focus on value
foundation KPIs and compliance creation and
for visibility metrics innovation

The KPI Evolution Path
Each stage builds on the previous-you don't abandon KPIs, you evolve

o
S 12 18

Core KPIs Core + Growth Full Suite
FOUNDATION FOUNDATION+ FOUNDATION++

Critical Success Factors by Stage

EMERGING SCALING STRATEGIC

. Executive sponsor

Dedicated budget . C-suite integration
- One process

Team of specialists | . Cross-functional

owner i« Monthly ownership
- Weekly KPI dashboards - Real-time
reviews - ROI demonstration monitoring
« Quick wins focus « Innovation metrics
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m The 18 Essential KPIs for Mid-
Market Procurement
Now that you've identified your maturity stage, let's explore the 18 KPIs
that matter most for mid-market procurement. These metrics are

organized into 5 strategic categories, each addressing a critical aspect
of procurement performance.

Important: Not all KPIs are right for your current stage. Trying to
implement advanced metrics before mastering the basics is like building
a house without a foundation, it will collapse under pressure.

KPI Relevance Matrix by Maturity Stage

Focus on the right metrics at the right time for your procurement organization

@ Core KPI (Start Here) ® Growth KPI (Add Next) @ Advanced KPI (Mature Organizations) Not Yet Relevant

KPI Category & Metric Emerging Scaling Strategic

Efficiency & Coverage KPIs

Spend Under Management (SUM) o o o
Procurement ROI o o o
Category Strategy Coverage o o o

Process Velocity KPIs

PO Cycle Time o o o

Emergency Purchase % ® o ®

Intake-to-Approval Time o { o
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KPI Relevance Matrix by Maturity Stage

Focus on the right metrics at the right time for your procurement organization

@ Core KPI (Start Here) @ Growth KPI (Add Next) @ Advanced KPI (Mature Organizations) @ Not Yet Relevant

KPI Category & Metric Emerging Scaling Strategic

Strategic Value KPIs

Maverick Spend % o o o
Contract Compliance Rate ® L o
Lead Time Variance % o o o

Governance & Compliance KPlIs

On-Time-In-Full (OTIF) Rate o o o
Supplier Defect Rate o o o
Realized Savings % ® o ®
Cost Avoidance % o o ®

Change Readiness & Digital Maturity KPIs

System Adoption % ® ® o
Process Maturity Index o L o
Change Readiness Index ® [ o

Supplier Innovation Contribution L ] L] o
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Quick Start Guide by Stage

EMERGING

Start with these 5-7 Core KPlIs: _
v Spend Under Management HIGH PRIORITY v Supplier Defect Rate

v PO Cycle Time HiGHPRIORITY { O Consider: Category Strategy

v Emergency Purchase % Coverage

v OTIF Rate O Consider: Intake-to-Approval

Time

Goal: Establish visibility and basic control over procurement operations

SCALING

Add these Growth KPIs to your toolkit:

+ Procurement ROI [{GRiTicAL { + Realized Savings %
+ Maverick Spend % | CRITICAL + Cost Avoidance %

+ Contract Compliance Rate v Continue tracking all
+ System Adoption % Emerging KPIs

Goal: Drive eficiency, ensure compliance, and demonstrate value

il

STRATEGIC

Implement these Advanced KPIs:
+ Lead Time Variance % + Supplier Innovation 'INNovATION
+ Process Maturity Index v All previous KPIs now

+ Change Readiness Index i automated
i - Focus on predictive analytics
Goal: Create competitive advantage through innovation and strategic
partnerships




m Your Stage-Specific
Implementation Roadmap
You now understand which 18 KPIs drive procurement excellence. But

knowing what to measure is only half the battle, knowing when and how
to implement each metric is equally critical.

This chapter provides three distinct implementation blueprints:

Emerging Stage:
Start with 5-7 foundational KPIs using basic tools. Your focus: establish
visibility and control with the resources you have today.

Scaling Stage:
Expand to 12+ KPIs as you automate and professionalize. Your focus:
prove ROI while building systematic capabilities.

Strategic Stage:
Optimize all 18 KPIs through advanced technology. Your focus: drive
innovation and competitive advantage.

Each blueprint shows exactly which KPIs to prioritize, which to defer,
and which to ignore entirely at your stage. More importantly, you'll see
how KPIs evolve as you mature, what starts as a manual Excel tracker
becomes an Al-powered insight engine.

Turn to your specific stage for actionable guidance. Skip the others until
you're ready to grow.
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Emerging Stage KPI
Implementation
Guide

1-2 Person Team
Focus: "See it & Control it"
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Your Current Reality
Before diving into KPlIs, let's acknowledge where you are today:

H & 6 08

Manual i Lean . Reactive i Limited
Processes i Team : Mode i Visibility
Excel-based : 1-2 dedicated . Fighting daily fires | 40-60% spend
tracking i FTEs i tracked

Your KPI Implementation Journey
Focus on the vital few metrics that establish control and visibility

1. Core KPIs - Start Here Today - 5 Essential Metrics
Master these fundamentals before adding complexity. Target 90%
consistency before moving to Growth KPIs.

Spend Under Management (SUM) MUST HAVE PO Cycle Time MUST HAVE
Formula: Managed Spend / Total Spend Formula: Requisition - PO issued
Target: >60% visibility Target: <5 business days
Frequency: Monthly Frequency: Weekly
Tool: Excel + AP data Tool: Manual log
Quick Start: Export last 3 months of AP data, Quick Start: Create simple tracker with timestamp
categorize top 80% of spend for each step

Emergency Purchase % MUST HAVE On-Time-In-Full (OTIF) Rate MUST HAVE
Formula: Rush orders/Total orders Formula: Perfect deliveries/Total
Target: <20% of Pos Target: >80%
Frequency: Weekly Frequency: Per delivery
Tool: PO log + flag Tool: Receiving log
Quick Start: Add "Emergency" checkbox to PO Quick Start: Work with warehouse to flag delivery
tracker issues

Supplier Defect Rate MUST HAVE

Formula: Defective items / Total received

Target: Establish baseline

Frequency: Monthly

Tool: Quality log

Quick Start: Focus on top 10 suppliers first

12
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2. Growth KPIs - Add When Core is Stable - 2 Optional Metrics
Consider these after 3-6 months of consistent Core KPI tracking

Category Strategy Coverage OPTIONAL Intake-to-Approval Time OPTIONAL

Prerequisite: Identify top 3-5 categories Prerequisite: Define intake process
Target: Document approach for top 80% spend Target: Baseline, then improve
Readiness Check SUM > 60% achieved Readiness Check PO Cycle Time <5 days

When to start: Once you know where money goes,

decide how to manage it When to start: After standardizing the PO process

3. Not Relevant Yet - Save for Later

These KPlIs require infrastructure, systems, or capabilities you
don't have yet

System Adoption %
You don't have procurement systems to measure adoption. Focus on Excel excellence first.

Process Maturity Index
Your proceses are still being defined. Can't index maturity of something that doesn't exist yet.

Change Readiness Index
No change management function. Focus on establishing basic processes first.

Supplier Innovation Contribution
Suppliers are vendors, not partners yet. Master quality and delivery first.

AN

13




Ready to Move to Scaling Stage?

Core KPIs Spend

5 709
for 3+ months : DS

_~A tracked D) i visibili 2
J]_D_Dﬂ consistently l ; visibility ’\@

Emergency : Executive :

\J® | purchases %@ ; sponsor AQRA

°° | below 15% = | engaged with '
: : metrics

Quick Implementation Tips

Start building foundations for these advanced metrics:

1. Start Simple

. Use basic Excel templates.
. Don't over- engineer.
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PO cycle time

consistently
i under 5 days

i Team bought

into

: measurement
i culture

. A simple tracker beats a complex system that doesn't get used.

2. Weekly Reviews

. 15-minute Friday check-ins keep KPIs alive.
. Share wins and identify bottlenecks before they grow.

3. One Owner Per KPI

. Even with 2 people, assign clear ownership.
. Shared responsibility means no responsibility.

4. Celebrate Progress

. Going from 40% to 50% visibility is a win!
. Recognize improvement, not just achievement.
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Scaling Stage KPI
Implementation

Guide

3-7 Person Team
Focus: "Optimize & Comply™
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Your Current Reality

You've outgrown basic tracking and need to prove value while
managing increased complexity:

[":—1. és',
g & O 8

Growing Mixed Digital Expanding Strategic
Complexity i Tools i Team i Pressure
Multiple categories,g Some automation 3-7 procurement Must

regions i emerging : professionals : demonstrate ROI

How Your Core KPIs Have Evolved

Build on your foundation with metrics that drive efficiency and
demonstrate value

Spend Under Management PO Cycle Time Emergency Purchase %

Was: Basic visibility (60%) Was: Manual tracking (5 days) Was: Reactive monitoring (20%)
Now: Category breakdown (80%-+) Now: By complexity tier (<3 days) Now: Root cause analysis (<10%)
OTIF Rate A Supplier Defect Rate Intake-to-Approval

Was: Basic tracking (85%) Was: Manual logging Was: Optional tracking

Now: By supplier tier (92%+) Now: Supplier scorecards Now: Automated workflows

Your Enhanced KPI Portfolio

Build on your foundation with metrics that drive efficiency and
demonstrate value

1. Core KPIs - Now Enhanced & Automated - 8 Mature Metrics

Your foundational KPIs have evolved with sophistication and
automation

Category Strategy Coverage NOW CORE System Adoption % NOW CORE
Evolution: From Growth-Core Formula: Active users / Total users
Target: Top 10 categories (80% spend) Target: >70% monthly active
Frequency: Quarterly review Tool: System analytics

Why Core Now: Strategic sourcing is essential at

I Critical: Low adoption = wasted investment
your scale

16
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2. Growth KPIs - Your Primary Focus - 6 Value Drivers
These KPIs prove procurement's value and secure executive support

Procurement ROI CRITICAL Maverick Spend % CRITICAL

Formula: (Savings + Avoidance) / QpEx Formula: Off-contract spend / Total
Target: 5:1 minimum Target: <15% of addressable
Frequency: . Monthly to CFO Frequency: Monthly
Tool: Savings tracker + P&L Impact: 3-5% savings opportunity

Make or Break: This KPI determines your budget

Quick Win: Target top 20 maverick spenders first
and headcount

Contract Compliance Rate HIGH

Realized Savings % HIGH
Formula: Contracted spend/Category spend

Formula: Actual savings / Negotiated saving
Target: >85% compliance Target: >90% realization
Frequency: Monthly by category Frequency: Quarterly
Value Link: Each 1% improvement = $X savings
captured
Cost Avoidance % MEDIUM
Examples: Price increase mitigation
Target: 2-3% of spend
Documentation: Baseline required

3. Still Not Relevant - Save for Strategic Stage
These require capabilities you're still building

Process Maturity Index
Your processes are still being documented and standardized. Need 12+ months of stable processes before
meaningful indexing.

Change Readiness Index
No dedicated change management function yet. Focus on adoption of current changes first.

Supplier Innovation Contribution
Still establishing compliance and cost control. Innovation partnerships come after mastering the basics.

17




Ready for Strategic Stage?

il

o oo
= 1ji
—

1€
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Procurement
ROI
consistently
above 5:1

All core KPlIs
automated
with
dashboards

Team size
approaching
8+
professionals

\'I

aflla

(&

Maverick
spend below
10%

Contract
compliance
above 90%

C-suite views
procurement
as strategic

Preparing for Strategic Stage KPlIs

<=2ZYCUS

== DEEP VALUE PROCUREMENT [Al|

System
adoption
exceeds 80%

3,

Start building foundations for these advanced metrics:

Lead Time
Variance %

Begin tracking supplier
lead times consistently.

You'll need 12 months

of data.

Process
Documentation

Document all key

processes now. This

enables future maturity

indexing.

i Category
Ly | strategies
‘:‘f i cover 90%+

1 of spend
Supplier

Segmentation

Classify suppliers by
strategic importance.
Sets stage for
innovation tracking.




Strategic Stage
KPI Excellence

World-Class Procurement
Automation
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Your Procurement Automation Maturity

Operating at the pinnacle of procurement technology and intelligence

ok € B @
: Zero-
o
18 95%+ 24/7 Touch
Total KPIs Aut tion Level Real-time Process
Managed Hromation Leve Monitoring Execution

At Strategic maturity, your KPIs are powered by cutting-edge
technology. Each metric operates at peak efficiency through Al, machine
learning, and advanced analytics.

1. Automated Excellence KPIs Platform-Driven Insights

These KPIs leverage advanced procurement platforms for
automated tracking and optimization

Spend Under Efficiency
Management

Coverage: 95%+ classified
Technology: Spend analytics
Visibility: Real-time dashboards

PO Cycle Time Velocity

Average Time: <24 hours
Method:

Channel:

Workflow automation
Guided buying

Maverick Spend Strategic
Control

Current Rate: <3%
Technology: Policy enforcement

Channel: Guided procurement

2. Advanced Analytics KPIs - Data-Driven Insights

Sophisticated analytics provide recommendations and identify
optimization opportunities

Supplier Defect Rate

Governance

Defect Rate:
Analytics:

<0.5%

Tracking: Trend analysis

Procurement ROI Eficiency
Current ROI: 12:1+
Tracking: Savings pipeline

Reporting:

Lead Time Variance

Performance scorecards Analytics:

Impact:

Executive dashboards

Strategic

Variance: <5%

Historical tracking
JIT enabled

Cost Avoidance Governance

Savings: 4-5% of spend
Method: Price benchmarking
Analysis: Should-cost models
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3. Automated Tracking KPIs Systems Measure

Integrated systems automatically capture and report these
metrics in real-time

OTIF Rate Governance Contract Compliance Strategic Realized Savings Governance
Performance: 98.5% Compliance: 98%+ Capture Rate: 97 %+
Tracking: ERP integration Method: CLM integration Tracking: Savings projects
Category Coverage Eficiency Intake-to-Approval Velocity System Adoption Digital
Coverage: 100% Time: <2 hours Usage: 95%-+ active
Analysis: Spend cube Method: Workflow rules Analytics: User reports
Process Maturity Index Digital Emergency Purchase % [ Velocity

Level: 5- Optimizing Rate: <1%

Method: Compliance tracking Method: Exception reports

4. Strategic Focus KPls Human-Led Innovation
These forward-looking metrics require strategic thinking and
innovation partnerships

Change Readiness Index Digital Supplier Innovation Contribution Strategic

Score: 85%-+ readiness Target: 20% suppliers
Focus: Al/ML adoption Value: Co-development
Purpose: Future-proofing Impact: Product innovation

Strategic Excellence Outcomes

95%+ 12:1 <3% Level 5 98%+

Automation Rate ROI Ratio Maverick Spend Process Maturity Compliance Rate

The Strategic Advantage

Your procurement organization operates at the intersection of
technology and strategy. With 95%+ automation across 18 KPlIs, you
don't just manage procurement-you predict, prevent, and innovate. This
is what world-class looks like.
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m How to Operationalize Your KPI
System

Having a KPI framework is just the start. Making it live and breathe in
your organization is where real value emerges. With a tiered approach:
Core — Growth = Advanced—you can scale KPIs to match your
maturity stage without overwhelming a lean team.

1. Start Simple: Focus on Core KPIs First

Mid-market teams can’t chase all 18 KPlIs at once. Begin with
5-7 Core metrics tailored to your stage.
« Emerging Example: SUM, PO Cycle Time, Emergency Purchase
%, OTIF, Supplier Defect Rate
« Scaling Example: Layer in Category Strategy Coverage, Realized
Savings %, System Adoption %
« Focus Tip: Achieve 90% consistency on Core KPIs before
unlocking Growth metrics.

2. Build the Data Engine Early

Manual tracking (Excel + AP data exports) works for Emerging stages,
but scaling requires automation.
« Scaling: Introduce Bl dashboards or lightweight procurement tools
for faster insights.
« Strategic: Use integrated analytics modules for near real-time KPI
updates.
« Quick Win: A simple R/Y/G dashboard keeps trends visible and
actionable.
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3. Assign KPl Owners to Drive Action

KPIs without owners = numbers on paper. Assign each metric to
someone accountable:
« Why it matters: Ownership turns dashboards into decision levers.
Tie KPls to performance goals where possible.

4. Embed KPIs Into Your Business Rhythm

Make KPI reviews part of your team’s heartbeat:

« Monthly Ops Reviews: Spot issues early (e.g., Maverick Spend
spiking).

« Quarterly Strategic Reviews: Highlight trends, share wins with
CFO/CEQ.

« Annual Benchmarking: Compare with peers to build business
cases.

« Example: “Contract Compliance is 61% vs. industry 80%—this
supports CLM investment.”

5. Evolve With Your Growth Stage

As your company grows, so should your KPIs:
« Emerging — Scaling: Promote Growth KPIs like Category Strategy
Coverage into Core.
« Scaling — Strategic: Unlock Advanced KPls (Supplier Innovation
%, Change Readiness Index).
« Drop metrics: Only when they’ve plateaued and no longer drive

action.
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Conclusion:

Your KPIs Are the Compass, Not the Destination

Emerging enterprise procurement often stumbles not from a lack of
ambition, but from trying to track everything at once. This playbook
gives you a staged path: start with Core KPlIs to build visibility and
control, layer in Growth KPIs to demonstrate value, and unlock

Advanced KPIs as procurement becomes a true strategic lever.

The key isn’t tracking every metric, it’s knowing when to focus on the
right ones. Start small. Measure what matters today. Scale what drives
results tomorrow. Because in procurement, what gets measured isn’t

just managed, it’s transformed.

Zycus’ Emerging Enterprise platform helps mid-market leaders like you

simplify, scale, and succeed turning KPI insights into action.
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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 Al
Agentic Platform, which orchestrates intelligent Al 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 Al
agents, teams can
seamlessly guide
workflows or delegate
routine tasks for
autonomous execution.
Uncover the full depth of
value and achieve :
procurement excellence . Merin intake
with Zycus' Al-powered s
S2P solutions.

Merlin Agentic
Platform

Vidy - BujoionIi®

=
g
o
:ﬂ
c@
°U

[=
Og

z

2Zycus Data Core



