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1
What is a 
procurement 
strategy?



Strategy document
A procurement strategy documents how your organisation runs its procurement 
function. It provides an overview of your governance framework and a roadmap for 
the way your organisation intends to conduct its procurement activities. The 
procurement strategy should align with, and support your organisation’s primary 
objectives and business strategy.

Procurement outputs
Although savings are a significant part of the procurement contribution, you should 
look beyond savings as being the only value offered, or meaningful output of the 
procurement function. The strategy should include wider social, economic, and 
environmental aims and consider how these align with business needs and how 
procurement expertise can be translated into activities that will contribute and 
support the business.
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2Why do I need  
a procurement 
strategy?



Improvement
A procurement strategy documents how your organisation runs its procurement 
function. It provides an overview of your governance framework and a roadmap for 
the way your organisation intends to conduct its procurement activities. The 
procurement strategy should align with, and support your organisation’s primary 
objectives and business strategy.

Reputation
A good strategy can enhance the reputation of the procurement function within a 
business. It is a platform upon which it can express its views and thoughts on how 
the procurement function can underpin and catalyse the organisational objectives. 
It is worth considering this document will be primarily read by your peers and your 
directors, so can have a direct and consequential effect on the procurement 
function's reputation within the organisation.

Representation
Furthermore, the procurement strategy will become a representation of the 
procurement function. It is vitally important to consider who the audience will be for 
your strategy, and ensure that the language, tone, and style of the document 
reflects what you want the procurement function to be to both internal and external 
audiences.
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a procurement 
strategy?



Level of detail
The level of detail in your procurement strategy is determined by the Director or 
Procurement / Procurement Manager or equivalent ‘head of’ role.

Annual reviews
The procurement strategy must be reviewed annually to remain contemporary. The 
scope and detail of the review will reflect several factors including your organisations 
goals and objectives, legislative changes, the role and effectiveness of the 
procurement function, the complexity of procurement carried out, and the dynamics 
of the supply chain and markets.

Living document
Given this, your organisation’s procurement strategy should be a ‘living document,’ 
changed over time to reflect these and other changes. The level of detail contained 
within your procurement strategy should be reflective of the complexity and impact 
of the above factors.
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develop a 
procurement 
strategy?



Consider and review your current procurement strategy
Before you start developing your procurement strategy, take the time to figure out 
what you have to work with. Look at your current system to see where it aligns with 
company objectives, budget, and production timelines. Consider whether your 
current strategy is capable of taking on outside challenges and opportunities and if 
it’s not, find areas that need improvement.

It might sound cheesy, but you cannot know where you’re going until you see where 
you are. If you don’t have your bearings, how can you tell what is next? Which is why 
the first step to building an effective procurement strategy is evaluating the current 
approach. Here are some questions to ask yourself and your stakeholders:

• What is our procurement strategy today?

• Is it documented / published?

• Does it have the right level of detail?

• Is it a ‘living’ document? (or is it simply the same document, but with a different 
date each year)?

• Do the current procurement team and their stakeholders understand how they fit 
into delivering the strategy?

From there, you can start to evaluate what is and is not working. Include all your 
team and key stakeholders in this discussion — they will see things you might miss. 
Ask the following questions:

• What do you like about the current strategy?

• Does it evidence compliance?

• If you could snap your fingers and fix anything, what would you fix?

• If you could change only one thing, what would it be?

• What do we want to do, but we just do not have the capacity?

• Is there anything missing in the current strategy?

• Are maximum cost savings being realised? What opportunities are we missing?

• Could any of the current processes be more efficient?

• Are we making proper use of available technology?

• Have there been any significant changes (supply chain / legal / political / 
corporate) since your last strategy?

Tempting though it may be to start prioritising or planning at this stage — don’t! 
Simply use this first fact-gathering phase to collect all the data and feedback you can. 
There will be plenty of time for prioritising and planning in the later stages.
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(continued)

Building the new strategy
Once the first fact-finding phase has been completed, the next step is to start 
identifying your top priorities. Take into consideration the current state of your 
procurement strategy and combine it with the input you just received. Then imagine 
how it might work a year from now. From this process, you will gain a better vision of 
what is needed to make your procurement strategy successful and efficient in the 
long-term rather than what might just end up being a short-term fix.

Take the feedback from your team and stakeholders, and consider it from the 
perspective of how you might add value to your organisation’s visions and goals. By 
taking this approach, you will gain the support of your board / executive teams, 
which can never be a bad thing!

The ‘Pareto Principle’ can be an especially useful tool to allow you to quickly focus 
on your top priorities. It essentially says that “80% of the results come from 20% of 
the efforts.” You should ask yourself and your team, “what could we change that 
would have the biggest impact on our stakeholders or KPIs?” The answer is your 
‘low-hanging fruit’ — the quick win that will help get your function endorsement 
from the rest of your organisation.

For a deeper dive, try conducting some analysis on your organisation’s spend. Assess 
every category to see where you have the greatest need. For example, your highest 
priority might be that you need to reduce your indirect spend. It is important not to 
get ‘lost’ in the date though! It is all too easy to fall down a rabbit-hole and become 
snow blind. Use spend analysis software where possible to quickly focus down on the 
key, meaningful areas.
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(continued)

Remember that the issues or concerns you discover may only be the ‘tip of the 
iceberg.’ For example, your team may tell you the problem is you’re not getting the 
best price on key commodities. While that may be true, your real problem is likely a 
lack of buying power because your volume is too low — find the ‘why’ behind the 
‘what’!

Tip of the iceberg

1. Duplicate invoices

2. Too much time spent on the wrong contracts or categories

3. Constant price changes

Underlying issue

1. Lack of accurate spend tracking and visibility

2. Poor category management

3. Lack of contract management
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(continued)

Drilling down to the more significant underlying issues will set you up effectively to 
create a successful plan. As you develop the strategy, your goal is to balance 
prioritising corporate requirements, while addressing any long-term risks, maximising 
cost savings, and minimising labour intensive or non-valueadding processes.

Set effective goals
Once you identify and prioritise your needs, you can start brainstorming solutions. 
This assessment becomes the basis of your procurement strategy. Be sure to detail 
how your initiatives are meeting key procurement objectives. Specifically, how you’re 
going to increase savings, maximise efficiency, and reduce risks. Always remember to 
define how your strategy ties back to your corporate goals.

At some point, you’ll probably realise to achieve the improvements you want you will 
need some help. Below are common areas where you might need some other 
resources:

• Better spend analysis / procurement software 
You will probably need this if you depend on suppliers for spend feedback, if your 
cost-saving opportunities are not crystal clear, or if you have multiple locations.

• Using procurement consortia / procurement consulting 
You might need this if you want better supplier savings, if you need particular 
category expertise, or you are a SME business / department with a smaller 
procurement team.

• Better contracts / greater buying power 
You need this if you don’t have enough volume to get the contracts and prices you 
want, if your unplanned spend is high or increasing, or if you don’t want to have to 
issue a formal tender every time you need a new good / service. 

Discuss with your stakeholders which areas are most pressing for your business. 
Don’t shy away from the conversation because a powerful procurement strategy 
cannot be achieved without real change.

As you build your procurement strategy, remember, the worst thing you can do is set 
vague goals. IE, anything that is not ‘SMART’, which stands for, Specific, Measurable, 
Achievable, Realistic, or Time-Based. It is too easy to get caught up in ‘firefighting’, 
and focusing on immediate problems, rather than the essential issues. If you do not 
have good targets to keep you on track, you will never meaningfully progress.

Lastly, remember a strategy is only as good as its execution. You may have the 
perfect plan of attack. But if your team never reviews it, never analyses why it 
succeeded or failed, you might as well not have a plan at all. The most helpful thing 
you can do as a procurement leader is to provide a clear vision and definition of 
success.
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One size does not fit all
Procurement strategies will vary from one another in both style and content — and 
they should! If everyone’s strategy were identical, they would be irrelevant to 99.99% 
of organisations! 

However, there are some key elements and themes that public sector strategies 
should all incorporate. Most strategies can be broken down into 4 key sections:

• Governance, objectives, and targets

• Function

• Analysis

• Implementation

Procurement governance, objectives, and targets
This first section should set up the context of the strategy. It should detail how the 
procurement function will support and help deliver the organisation’s goals and 
objectives. It should also establish procurement targets, and clearly show how the 
strategy will align to the organisation’s objectives.

Examples to reference within this section could be some of the organisation’s 
primary policies and objectives — e.g. Financial Policy, Environmental Policy, etc. This 
section should clearly show the context within which the procurement function 
works.

Procurement function
This second section should move from setting up the context, to explaining how the 
procurement function runs. Included within this section should be reference to 
things such as category management principles, contract management, supplier 
management, spend analysis and any associated technology platforms being 
employed to deliver these elements.

Additionally in this section, especially for public sector bodies, should be clear 
governance principles. References to external legislation which the function is bound 
by is also useful — this should include legislation such as: 

• The Public Contracts Regulations 2015

• Bribery Act 2010

• Modern Slavery Act 2015

• Public Services (Social Value) Act 2012

• Criminal Finances Act 2017
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Procurement analysis
In this third section you should detail the analysis of procurement activities within 
your organisation. This should include reference to spend analysis, budgets, risk 
analysis, and any planned initiatives.

Detailing the output of the analysis is not enough though, an effective strategy 
should take this output and detail what steps are going to be taken to manage and/or 
improve the situation.

An example might be that following the combination of the effects of both Brexit and 
the Covid-19 virus this year, it has been determined that there is a higher degree of 
risk and instability in the supply chain. In order to counter-act this, the procurement 
function has determined a strategy of using more Dynamic Purchasing Systems (DPS) 
would be apt. This will afford the organisation much needed agility and protection 
moving forward, until there is either greater clarity on Brexit, consistency in the 
supply chain, or both.

Procurement training, professional development, and technology advances should 
also be detailed in this section, to ensure the function continues to remain relevant in 
a fast-paced environment. A statement and examples of how the procurement 
function can support the organisation’s social value or environmental aspirations 
would also be useful inclusions in this section.

Procurement implementation
This last section should take all the deliverable elements from the earlier sections, 
and clearly define how and when they will be delivered. These should be both 
attainable and SMART. This is a pivotal element of the procurement strategy which 
sets up how the function will be measured over the next 12 months. Performance 
management and monitoring underpin much of this concluding section.
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Simplicity is the ultimate sophistication
Leonardo da Vinci is famously quoted as saying “Simplicity is the ultimate 
sophistication”, and adopting the correct tone and language throughout your 
strategy is key. The language and tone used should be simple, inclusive, and 
engaging — otherwise you will see extraordinarily little adoption of your strategy in 
the real world.

The customer is always right
Regardless of the procurement strategy, if it does not support or enhance the 
objectives of the organisation it will fail. Ultimately the aim of the procurement 
function is to enable, support, and improve the organisation. It can do this passively, 
in a compliance-driven or administrative manner, or proactively by driving the 
organisation’s objectives in a strategic and innovative manner — your strategy will lay 
the foundations for one or the other.
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