
What Procurement 
Leaders are Focusing  
on in 2025

NAVIGATING UNCERTAINTY:
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As businesses gear up for an unpredictable 2025, procurement leaders 
worldwide are navigating a landscape shaped by geopolitical shifts, 
technological advancements, and an unwavering focus on sustainability 
and efficiency. Chief Procurement Officers (CPOs) are now seen as 
strategic drivers of value creation, responsible for building resilience, 
leveraging technology, and enabling growth despite disruptions. 

Drawing on insights from recent roundtable discussions with leading 
CPOs and industry experts, this guide explores the critical priorities 
procurement leaders should address in 2025.
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Clean, consolidated supplier data is no longer optional. It’s the 
backbone of modern procurement strategies, enabling leaders to drive 
operational efficiency, risk mitigation, and cost savings across all levels. 
“Being able to cleanse and enrich your data is a feat in and of itself,” 
says the Global Director of Global Contracting for a leading medical 
device company. 

CPOs emphasized the need for tools that transform fragmented 
supplier information into powerful, centralized insights. For example, 
the medical device company used enriched supplier data to streamline 
decisions during M&A activities, reducing redundancies and expediting 
evaluations for newly acquired markets.

Key Takeaway 
Centralizing supplier data isn’t just about organization—
it’s about driving better insights, minimizing risks, and 
improving flexibility in decision-making.

1 Make Supplier Data the 
Foundation of Your Strategy
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Artificial intelligence (AI) has transitioned from buzzword to business 
necessity. With its ability to automate tasks, extract insights, and 
streamline operations, AI is changing the procurement landscape. 
“As far as our key priorities for 2025, it’s certainly to continue our efforts 
around AI and automation, you know, for the sake of not only efficiency 
but also speed, accuracy, business intelligence, and data insights,” said a 
CPO at a Fortune 500 financial organization. 

Organizations are already employing AI tools to address supplier 
diversity and emissions reductions, while others are exploring use cases 
in risk mitigation and spend analytics. 

Key Takeaway 
The focus now is identifying the most impactful AI 
applications and scaling their use to improve efficiency  
and achieve strategic goals like sustainability and  
cost reduction.

2 Leverage AI  
Strategically
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Geopolitical tensions and trade policy shifts are putting procurement 
under pressure. Organizations must proactively prepare for 
disruptions such as tariffs and supply chain localization requirements. 
 
A medical device company, for example, is closely monitoring 
tariffs and diversifying its supplier base to mitigate potential risks. 
Meanwhile, others highlight the importance of scenario planning as 
a critical capability for managing volatility. “The resilience use cases 
and the need for great supplier data for discovery need to be ready 
to go. Deeper insights, capabilities of technology to take high quality 
data and make connections across more disparate data that might be 
available and has never been more needed,” said a former CPO and 
current procurement consultant.

Key Takeaway 
Flexibility is key—invest in tools and strategies like supplier 
diversification, risk modeling, and scenario analysis to 
prepare for policy disruptions across global supply chains.

3 Adapt to Geopolitical Changes 
with Scenario Planning
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ESG goals remain top-of-mind, regardless of shifting political priorities. 
Modern procurement leaders view sustainability and supplier diversity 
as integral to achieving long-term value, not just as compliance metrics. 
 
For example, a CPO of a multinational investment bank says that ESG 
priorities are still on track despite government goals: “I think there’s a 
little bit of a wait and see. I know we will make decisions in the context of 
having a global business, and so it’s not just about what happens in the 
US, it’s about what happens globally. Our businesses outside of the US 
are very, very important, particularly in Europe, and the environmental 
aspect will continue to be important there, so I don’t see that  
necessarily changing.”

A CPO at an Ivy League university emphasized the importance of 
building the balance of trade with our local and diverse suppliers.  
“We’ve learned you can still generate savings and grow your diverse 
supply base.”

Key Takeaway 
Sustainability and diversity are non-negotiable. Procurement 
must align with long-term ESG goals using data-driven tools 
to ensure transparency and accountability.

4 Maintain Commitment to Sustainability, 
Diversity and ESG Goals
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The COVID-19 pandemic and ongoing geopolitical uncertainties 
have underscored the importance of resilience. Organizations now 
prioritize strengthening supply chain robustness through localized 
sourcing, third-party risk management, and advanced analytics. 
 
While cost reduction remains a core objective, procurement leaders 
are increasingly prioritizing innovation by leveraging advanced tools 
and partnerships. For example, with 60% of its raw materials sourced 
from China, the Director of third-party risk of a biopharmaceutical 
company said his team is focusing on geopolitical risk mitigation while 
integrating supply chain innovation into its strategies. This mindset 
reflects a broader shift across industries, with resilience moving from a 
“nice-to-have” to a critical board-level priority.

Key Takeaway 
Resiliency starts with proactive measures—diversify your 
supply chain, leverage technology to assess vulnerabilities, 
and align resources to minimize potential disruptions.

5 Focus on Building Resilient 
Supply Chains
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Reducing costs remains vital, but procurement is increasingly defined by 
its ability to deliver broader business value. Balancing immediate savings 
with long-term innovation is a defining trait of forward-thinking CPOs.  

Leaders at a financial information company, for example, focus 
on integrating supplier diversity KPIs with financial goals, driving 
sustainable growth while meeting cost management objectives. 
Innovations like AI and supplier dashboards are critical to identifying 
untapped value opportunities.

Key Takeaway 
Procurement leaders must aim for the dual outcomes of 
delivering immediate financial results while setting the 
stage for sustainable, long-term growth. 

6 Find a Balance Between Cost 
Management and Innovation
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Modern procurement isn’t just about advanced tools; it’s about 
ensuring their usability and adoption across teams. Many 
organizations are moving toward centralized, user-friendly 
procurement systems to align diverse teams and simplify workflows. 
 
The CPO from the Ivy League university emphasized the ongoing 
focus on process automation and improving data accessibility. “My 
team is trying to put solutions in place that are easy to use. We can’t 
be training all the time, so that it has to be more intuitive. And that’s 
where automating a lot of our highly manual processes has been a 
huge area of focus and will continue to be so,” she said.

Key Takeaway 
The right procurement technology isn’t just powerful—it’s 
intuitive. Simplicity drives adoption, which in turn drives 
better, faster results.

7 Harness the Power of Technology 
for Simplified Systems
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With 2025 underway, procurement leaders face an increasingly complex 
landscape. Geopolitical challenges, evolving ESG standards, and the  
rapid proliferation of AI are reshaping priorities. But CPOs agree on the 
steps to success:

Summary

Procurement has progressed from a back-office function to a strategic 
enabler of business success. The decisions made today will not only 
weather immediate challenges but also position organizations for  
long-term growth and resilience. 

•	 Invest in supplier data platforms to improve visibility and 
decision-making. 

•	 Leverage AI to unlock efficiencies and predictive insights. 

•	 Stay resilient by diversifying supply chains and prioritizing 
localized sourcing. 

•	 Align cost management with broader goals like ESG standards 
and innovation. 

•	 Simplify systems and processes to align diverse teams. 


