
Thank you!
Let's build seamless solutions together!

Key Takeaways

This white paper introduces an innovative solution for procurement departments 
struggling with:

— manual data gathering;
— manual supplier analysis.

By leveraging Agentic AI, procurement teams:

— can automate supplier discovery;
— track performance in real-time;
— unlock significant cost and efficiency gains. 

The proposed solution combines:

— a hybrid deployment model;
— robust security protocols;
— a user-friendly interface.

It ensures that clients can safely and effectively harness the power of AI 
to enhance their procurement strategies.

Conclusion

Risks & validation checkpoints

Connector creep

Lock the MVP to top 2 public sources + 
1 trading API; add more post-pilot.

Gua rdrails first

Finalize spend thresholds, escalation 
routes, and external-comms policy 
before enabling autonomous sends.

M odel scope

Begin with price-trend + supplier-risk; 
expand after 8–12 weeks of telemetry.

Hyb rid boundary

Ensure only derived features (not raw 
sensitive terms) enter cloud indexes.

Phase Duration Details

Inception & Azure landing 2–3 weeks
Architecture, data classification, ExpressRoute/VPN design, RBAC 
model, runbooks.

Foundations 4–6 weeks
Landing zone, App Service skeleton, APIM, Key Vault, Monitor, AI 
Search, Prompt Flow, CI/CD.

Integrations & Data 4–6 weeks
2 public connectors + 1 trading API; ERP/ contract adapters; first 
embeddings + RAG.

Agentic workflows 3–4 weeks
“Scan → shortlist → RFx draft”, policy gates, notifications 
(Teams/Email).

Pilot & Hardening 2–3 weeks UAT, finetune models, governance sign-off, DR, cost tuning.

Summary 15–22 weeks

Assumptions (MVP)
1 ERP/S2P + 1 contract repo;

2 external sources;

EU region;

tens of users.

Team
Solution Architect (1), Project 
Manager(0.5), LLM/Agent Eng (1), 
Backend (2), Data Eng (1), Frontend 
(1), DevOps/SRE (1), QA (1), BA (1).

Implementation plan

Tech Stack

C ompute

Azure App Service (UI & BFF), AKS or Functions for agents & workers.

AI /ML

Azure AI Search (vector), Azure ML (training/serving), Azure AI Foundry / Prompt 
Flow (agent runs/ experiments).

D ata

ADLS Gen2/Blob, Data Factory, Logic Apps, Durable Functions.

Integration & Events

API Management, Service Bus, Event Grid.

S ecurity & Ops

Key Vault, Entra ID, Defender for Cloud, Purview, Monitor/App Insights, Sentinel.

C onnectivity

ExpressRoute or VPN to on-prem ERP/contract stores.

Security Features

Encryption: All data will be encrypted using AES-256 encryption to ensure 
confidentiality. Customer-managed keys in Key Vault. TLS in transit.

Data minimization + residency:

— keep negotiated pricing and contract terms on-prem; 
— store only derived features in cloud indexes.

Access Control: Role-based access control (RBAC) will be implemented to ensure 
that only authorized personnel have access to sensitive data. 

— Entra ID SSO;
— RBAC/ABAC mapped to procurement roles;
— scoped MSI for services.

Data Anonymization: Personal information and trade secrets will be anonymized 
to protect the privacy of all stakeholders.

Guardrails: Policy checks before any external outreach/RFx; spend thresholds 
& dual-control.

Auditability: Prompts, sources, model versions are audited and tracked; human-
in-the-loop checkpoints.

Solution Architecture Overview

Data Flow and Processing

Da ta Sources

The system will connect to multiple data sources, including public websites, supplier 
platforms, and third-party APIs, to gather a wide variety of information.

Da ta Processing

The Agentic AI engine processes the incoming data, categorizes it, and runs 
predictive models to forecast:

— price changes;
— supplier performance;
— other critical metrics.

AI  Recommendations

The platform will generate recommendations for the best suppliers, including cost-
effective and reliable options for specific use cases (e.g., aluminium suppliers 
for Western Europe).

Internal Elements

App Service (UI): role-aware workspace; explainable insights, RFx drafts, 
approvals.

 API Management (BFF): single entry point; throttling, versioning, zero-trust 
boundary.

Agent Orchestrator (AKS/Functions + Prompt Flow): planning, tool-use, retries, 
trace logs; guardrail hooks to policy.

Azure AI Search: vector RAG over supplier profiles, news, specs, RFx history.

Azure ML: price curves, supplier-risk, anomaly detection; retrain on outcomes/

telemetry.

Data Factory + Logic Apps + Durable Functions: connectors, web scrapers, 
normalizers; scheduled and event-driven pipelines.

Service Bus/Event Grid: async orchestration, back-pressure, idempotent jobs.

Key Vault: CMK keys, secrets, and identity-based access.

Purview: lineage, glossary, data-classifications.

Monitor + App Insights + Sentinel: metrics, traces, SIEM; append-only audit 
of agent I/O for replay.

Solution Architecture Overview

Procurement Ops 
& Compliance

Manages operations, ensures 
compliance

ERP/ S2P Suite
[Container:  SAP/ Oracle/ Coupa]

Processes orders, integrates 
finances

Private Data Service
[Container: DW/ Lake]

Secures sensitive data, controls 
access

Contract Repository
[Container: Docs/Terms]

Stores contracts/pricing and 
confidential negotiations

RBAC & Policy Engine
Enforces permissions, applies 

policies

Notifications
[Email/ Notifications]

Secrets Storage
[Container: Azure KeyVault]

CMK keys, secrets, and 
identity-based access

Public Sources
[News, Gov DBs, Marketplaces]

Notification service
[Container:

Azure Notification services]

Sends Email and SMS to client

Data Integration Layer
[Container: Data Factory + Logic Apps + 

Durable Functions, ADSL Gen2]

Aggregates data, feeds AI models

Category manager 
& Buyer
[Person]

Trading APIs
[3rd-Party Trading APIs]

Observability
[Container:

Azure Monitor/ App Insights]

Monitors performance, logs activities

Azure Service Bus
[Container: Azure Service Bus]

Azure Service Bus / Event Grid

Purview
[Container: Purview]

Tracks data lineage, classifies 
data

Agentic AI Orchestrator
[Container: AKS or Funtions + 
Azure AI Foundry/ Prompt Flow ]

 Coordinates AI tasks, chooses tools 
(search connectors, ERP APIs), and 

prodeces traceable recommendations; 
operates under guardrails from 

the Policy Engine

Customer Env

Policies & Thresholds

API Gateway
[Software System]

Azure API Management, 
requests routing and auth 
logic, single entry point; 

throttling, versioning, 
zerp-trust boundary

Web Application
[Container:

ReactJS, TypeScript, CSS, etc.]

Role-aware workspace for 
buyers; shows supplier 

insights, price/ risk forecasts, 
supports humam-in-the-loop 

approvals. Dashboard 
& Workbench

Vendor
[Person]

Azure Machine 
Learning

[Container:  Azure ML]

Trains models, predicts trends

Supplier
[Person]

Vendor Store
[Container: Azure AI Search]

Manages vendor data, enables 
searches

AWS Cloud

Tasks, 
prompts, 
workflow

Fetch/ crawl public/ 
trading data

Makes 
API calls

Metrics

Check allowed 
scope/ 
Thresholds

Create RFx/ 
massages

Use 
platform

Metrics
Embed & index (RAG)

Orchestrate tasks
Events

Use 
platform

Integrates

Integrates

Integrates

Score price/ risk 
& lead-time ranked 
list + confidence

Retrieve candidates + sources

Primary View – Container Diagram

On-Premises Components

Sensitive procurement data, such as pricing contracts and supplier 
negotiations, will be stored and processed locally. This ensures 
that clients maintain full control over their confidential information.

Cloud Components

Less-sensitive data, such as market trends, public supplier 
information, and performance data, will be processed in the Azure 
cloud. This allows for seamless scaling and integration with global 
data sources.

Our hybrid deployment model is designed to ensure the highest levels of security while 
offering the scalability and flexibility of the cloud. Here is a breakdown of the architecture:

Hybrid Deployment Model

Solution Architecture

Data Protection and Security

Given the sensitivity of procurement data, our solution ensures robust data 
protection through:

H ybrid Deployment

Sensitive data, including contract terms and pricing, will be processed on-
premises to ensure strict security protocols. 

Less-sensitive data can be processed in the cloud (Azure) for scalability 
and flexibility.

E nd-to-End Encryption

All data will be encrypted both in transit and at rest to protect against data 
breaches.

Access Control

Role-based access control (RBAC) ensures that only authorized personnel have 
access to sensitive information.

C ompliance

Our platform adheres to GDPR, SOC 2, and other relevant privacy regulations 
to protect personal information and trade secrets.

Solution Overview

The proposed solution leverages Agentic AI to provide an advanced procurement 
intelligence platform that automatically gathers data, analyses suppliers, and 
offers actionable recommendations.

The platform combines the power of real-time data from public and private 
sources to support procurement specialists in their decision-making processes.

Key Components

D ata Integration Engine

Aggregates data from both public and private sources, including government 
databases, trading platforms, and third-party suppliers.

AI Processing Layer

Uses machine learning and Agentic AI to process, categorize, and analyse data 
in real-time.

U ser Interface

A web-based dashboard that presents insights, supplier recommendations, and key 
performance indicators (KPIs) in an easily digestible format for procurement 
specialists.

Executive Overview of the Solution

Whether your company relies on traditional, manual-intensive procurement processes 
or a modern, digitalized approach, our custom-built solution will seamlessly integrate 
into your current workflows, transform the operating model, and maximize value.

L egacy and ERP landscape complexity

Heterogeneous, business-critical legacy systems and long-lived ERPs often dictate 
integration patterns, rollout sequencing, and the degree of modernization that 
is feasible without disrupting operations. 

R egulatory, compliance, and AI-governance constraints

Requirements around auditability, model risk, and data protection shape architectural 
choices, deployment models, and vendor selection.

 Ecosystem strategy and future flexibility

The traditional “build vs. buy” framing is evolving toward “customize or compose,” 
with composability, extensibility, and avoidance of lock-in becoming decisive factors.

S ecurity posture and risk tolerance

Security-by-design expectations for data, models, and integrations (including 
continuous monitoring) influence cloud choices, network zoning, and control 
frameworks.

Key considerations that can influence the development and integration path:

At Andersen, our experience working with a diverse range of organizations has made 
one thing clear: the path to integrating modern solutions is not the same for everyone. 
Your starting point, business model, regulatory obligations, and competitive 
environment all shape the direction and pace of implementation. 

That is why Andersen conducts an in-depth assessment of the client's requirements 
and current IT landscape — spanning data, processes, integrations, controls, and risk 
posture — to propore tailored, phased integration plan with clear milestones, 
governance, and measurable business outcomes.

Translating Business Goals into Architecture

Reduce Operational Costs

Automated data gathering and supplier performance analysis 
drastically reduce the time spent on manual tasks.

Improve Supplier Reliability

Continuous monitoring ensures that suppliers meet quality and delivery 
expectations.

Unlock Cost Savings

By finding the best suppliers based on both price and performance 
metrics, Agentic AI helps clients achieve better deals and optimize 
their procurement costs.

Enhanced Decision-Making

By gathering and analysing all necessary data Agent AI provides data-
based recommendation, helping procurement team specialists make 
faster, more informative and accurate decisions.

This approach brings significant value to our clients:

Andersen approach is not designed to replace the existing procurement stack 
of expertise. Instead, it strenghtens and optimizes established processes by 
embedding Agentic AI into them, enabling teams to operate more efficiently, uncover 
deeper insights and always strive for better performance.

 This process-first, platform-agnostic, and market-integrated model turns AI 
into a reliable teammate that drafts, compares, predicts, and escalates inside currents 
systems of record.  The payoff is faster cycles, cleaner execution, and continuous 
visibility of the market. 

Value for Clients

Andersen Approach to Agentic AI in Procurement

P rocess-First Integration

Mapping of intake, RFx, and supplier-management flows, integration with ERP, 
inserting agents where they bring in the most value: price prediction, supplier 
evaluation, propositions screening, data gathering.

A daptation to Client’s internal policies

Guardrails for data access, escalation, auditability, and supplier communications —
aligned to company’s governance.

D evelopment & Support

Production-grade monitoring, SLAs, and technical team so company can scale safely.

T rading-platform integrations

Integration of Agents with the platforms that are already used (marketplaces, sector 
exchanges, B2B storefronts and other) to maximize the amount of information 
about current availability, prices and suppliers, turning market signals into immediate 
informative sourcing actions.

Value Proposition

Agentic AI Procurement Solutions

The drive to reduce costs, increase operational efficiency, and support sustainable 
business growth fuels Agentic AI adoption in procurement. Today, several solution 
leveraging Agentic AI are presented on the market:

K eelvar

Intelligent Sourcing Agents + Optimizer — automates routine events and runs 
complex scenario analysis.

Analyses costs, sustainability, innovation, risks while evaluating supplier.

F airmarkit

AI Agents for sourcing automation — integrates with ERP system, recommends 
suppliers, creates RFxs, collects quotes, automative SOW generation.

Arkestro

AI Agent for predictive analysis of procurement processes:

— suggests best prices and data-based decisions;
— analyses supplier behaviour and pricing;
— recommends suppliers;
— detects supplier-based errors. 

Agentic AI Engines

Agentic AI revolutionized AI-based digital solution market, creating a completely 
new niche for further development. Several open-source and commercial Agentic 
AI engines are presented on the market:

Azure  AI Foundry

A managed “workbench” created by Microsoft for development, design, tests 
and running of AI agents with enterprise guardrails.

In procurement terms the platform is great for automating RFx preparation, 
supplier Q&A, and document-heavy steps.

A WS Agents

A fully managed with multiple AI models for Agents development.

Agents created on this engine can be easily integrated into business processes 
that already use AWS services such as AWS Cloud and others.

N otable open-source engines

Microsoft AutoGen: Multi-agent framework for building Agentic AI systems.

Semantic Kernel: Platform for creation of AI Agents within the SK eco-system.

LangGraph: It is a framework for building agentic and multi-agentic applications.

Agentic AI: From Core Engines to Procurement Solutions

How Agentic AI Solves These Challenges

Automates Data Gat hering

Agentic AI can automatically collect data from multiple sources, including:

— public databases;
— proprietary trading platforms;
— social media feeds.

This saves time and ensures that procurement teams are always working 
with the most current and relevant information.

R eal-Time Supplier Performance Monitoring

With Agentic AI, supplier performance is tracked continuously. The system flags 
potential issues, such as delays or price fluctuations, before they become critical, 
enabling procurement teams to react quickly.

Be tter Decision-Making

Agentic AI autonomously generates recommendations, helping procurement 
specialists to optimize supplier selection by providing data-backed insights into 
cost, reliability, and performance. This leads to faster and more confident decision-
making.

Business Challenges in Procurement

Procurement, across industries, is simultaneously tasked with elevating cost 
reduction, risk management, compliance as top priorities, reflecting persistent 
inflationary pressure, regulatory demands, and need for agility. Against this 
backdrop the existing infrastructure and operating environment highlights core 
challenges, common for procurement teams in most of the industries:

Manual Data Gathering

Many procurement teams still rely on manually gathering and analysing data 
from various sources, a time-consuming process prone to human error.

Supplier Performance Tracking

Monitoring supplier performance in real-time is often not possible, making it 
difficult to proactively address potential issues.

Cost Optimization

Procurement teams often struggle to balance the cost of suppliers with reliability 
and other critical factors.

 Decision Velocity & Verification drag

Decision cycles are lengthy due to data validation and manual additional sources 
cross-checks what slows sourcing and approvals.

Business Challenges and Value Unlock

Large Enterprises 
in Manufacturing

Manufacturers often need to procure raw materials 
such as metals, plastics, and electronics, 
where finding the right supplier at the best price 
is crucial.

Companies like GEZE that require bulk 
procurement of materials, such as glass 
and hardware components, will benefit immensely 
from an Agentic AI solution that continuously 
tracks and monitors suppliers for cost and 
reliability.

Logistics and Retail 
Companies

For logistics companies managing global supply 
chains, procurement is not just about cost but also 
about timely delivery and operational reliability.

 Retailers like Yokohama, involved in sourcing tire 
components, can utilize Agentic AI to optimize 
their procurement workflows, ensuring that they 
always have the best suppliers in place to meet 
production schedule.

Technology and Services 
Firms

IT services firms like Andersen itself will benefit 
from an Agentic AI solution by leveraging it 
to streamline procurement of services, software, 
and hardware.

With increasingly complex supply chains 
and fluctuating prices, this technology allows them 
to quickly identify the most cost-effective, reliable 
suppliers that align with their technological needs.

At Andersen, we believe that Agentic AI can be beneficial for companies of various 
industries, as it turns procurement into an always on-control tower for margin, 
resilience, and compliance. 

 Agents can sense ever-evolving market, price volatility, capacity swings, quality regimes 
while evaluating suppliers, and executing actions within executive guardrails — compressing 
decisions from weeks to near real-time especially for enterprises with complex categories.

Target Company Profiles

Companies That Will Benefit from This Solution

Conclusion

Introducing an Agentic AI-powered market intelligence 
platform offers a transformative opportunity 
for procurement teams.

The platform automates the discovery of relevant suppliers, 
integrates both public and private data sources, categorizes 
the most relevant insights, and provides actionable 
recommendations.

P rocurement specialists can leverage these tools to make 
faster, more informed decisions — ultimately improving 
both cost-effectiveness and supplier reliability.

Traditional AI in Procurement

Traditional AI applications in procurement include automation of basic tasks, 
such as order management, invoicing, and supplier communications.

However, the scope of its decision-making capabilities remains limited. It can 
suggest suppliers based on past data but cannot proactively find hidden 
opportunities or adapt to changes in supplier dynamics, which leaves a lot 
of manual work still necessary.

Agentic AI Advantage

Agentic AI, however, takes procurement to the next level. It can gather 
and integrate data from both public and private sources, such as government 
databases, supplier trading platforms, and social media feeds, to provide insights 
that go beyond mere price comparisons.

By continuously learning from new data inputs, Agentic AI can autonomously 
categorize relevant sources, track supplier performance, and predict price trends.

This empowers procurement teams to find not only the lowest-cost suppliers 
but also those who are the most reliable and strategically aligned with business 
goals.

The Role of Agentic AI in Procurement

McKinsey’s Perspective

According to McKinsey, Agentic AI is poised to revolutionize the procurement 
sector by enabling real-time decision-making, providing deeper insights, 
and driving greater automation. Their research indicates that traditional AI is not 
capable of acting proactively, often requiring human intervention to take action2.

In contrast, Agentic AI continuously monitors data streams and can make 
independent decisions about which suppliers are the best fit based on factors like 
cost, reliability, and market trends2.

Gartner’s Findings

Gartner highlights that procurement teams often face challenges when relying 
on traditional AI systems to integrate data from multiple sources4.

With Agentic AI, however, these systems are capable of processing diverse data 
streams — from open public sources to closed, proprietary supplier platforms — 
and provide actionable insights without requiring constant human oversight4.

from 30 
to 50 %
Cost-savings on automation 
of repetitive tasks and streamlined 
operations1

$450-650 
billion 
 Agentic AI has potential to generate 
this amount in additional revenue 
across industries1

McKinsey projects that by 20301

~ 15 %
of day-to-day work decisions 
will be made autonomously3

33 %
of enterprise software applications 
will include Agentic AI3

Gartner projects that by 20283

Agentic AI development projections by McKinsey 
and Gartner

Research Insights from Reputable 
Sources

1. Source: Sören Jautelat, Jens Niemann, Johannes Barg, Sarah Kühne, Patrick Wollner, Peter Cholewinski, Vincent Steinweg Article 
“Empowering advanced industries with agentic AI”, McKinsey, September 8, 2025; 2. Source: Alexander Sukharevsky, Dave Kerr, 
Klemens Hjartar, Lari Hämäläinen, Stéphane Bout, Vito Di Leo, Guillaume Dagorret Report “Seizing the agentic AI advantage”, 
McKinsey, June 13, 2025; 3. Source: Tom Coshow “Intelligent Agents in AI Really Can Work Alone. Here’s How”, Gartner, October 
1, 2024; 4. Source: Gartner Press Release “Gartner Says Generative AI for Procurement Has Entered the Trough 
of Disillusionment”, July 30, 2025

Introduction to Agentic AI

 Procurement processes have evolved significantly over the past few decades. 
Traditional procurement strategies were largely manual, involving a significant 
amount of human oversight, negotiation, and data entry.

However, the rise of Artificial Intelligence (AI) has revolutionized how 
procurement teams manage supplier relationships, optimize cost structures, 
and drive efficiency.

Traditional AI, primarily focused on automation, performs tasks such as data 
processing and simple predictive analysis. While useful, it often lacks the autonomy 
required for proactive decision-making. 

Agentic AI, on the other hand, is designed to go a step further by performing 
autonomous actions based on real-time data analysis. This means that Agentic AI 
not only processes data but can also make decisions, take actions, and continuously 
improve its decision-making models.

Smarter AI Without Giving-Up Control

At Andersen we believe that procurement is at an inflection point. Volatile 
supply markets, rising compliance expectations, and always-on stakeholder 
demands have stretched traditional, human-led operating models to their limit.

Automation helped streamline routine tasks, but value creation now depends 
on something more:

— the ability to sense change;
— the ability to reason over fragmented data;
— act safely and at speed — across complex, multi-party ecosystems.

We see Agentic AI as the next step in this evolution — smarter AI without giving 
up control. The aim is not to replace expertise, but to compound it — elevating 
decision quality, resilience, and responsiveness while maintaining oversight 
and accountability.

The Value of Agentic AI in Procurement

Leveraging Agentic AI 
for Procurement Intelligence 
and Market Insights
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