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Data were collected in early 2025 by means of a global internet-based 
survey – for the fourth consecutive year in collaboration with ISM

 Annual study conducted since 2017

 The objective is to collect the opinions of 

procurement professionals in order…

– to predict the future of 

procurement,

– to track procurement excellence 

and relevant trends, and

– to improve the value contribution 

of procurement in organizations.

 Different levels and units of analysis:

– Firm (buying firm)

– Function (procurement organization)

– Individual (procurement employee)

 Format: Online questionnaire

 Key informant approach

 Cross-sectional data, field time:

February 2025 – April 2025

 Population frame (N): Global and 

cross-industry

 Median response time: 17 min

 Full responses: n = 173

Data collection and sampleResearch design
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Other C-Level 

Executive

1%

Other

8%

CPO/ CSCO

15%

Manager

32%

Practitioner 

>9 yrs.

17%
VP

9%

In total, 173 full responses were usable for the subsequent analyses

72%

US&CA

1%

LATAM 2%

AUS

10%

ASIA
15%

EMEA

n = 166n = 173

SeniorityGeography

Practitioner 

<9 yrs.

3%

Director

14%
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The study analyzed procurement organizations from several angles, 

providing comprehensive insights into the current state of the 

profession
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Optimism related to the procurement environment is contingent on 

perceived favorable industry conditions

ENVIRONMENT

Please assess the economic climate (i.e., the general economic conditions and “mood”)…
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The procurement environment is expected to remain relatively stable 

over the next 12 months

ENVIRONMENT

Please assess the economic climate (i.e., the general economic conditions and “mood”)…
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25%
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Procurement next year
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To track procurement excellence, we focus on 4 facets: Structure, 

processes and capabilities, technology, and people with technology being 

the most significant challenge to procurement performance

1 3 5 7

Structure

People

Processes and
capabilities

Technology

Processes and 

capabilities
 Professionalization

 Knowledge

Structure
 Governance

 Coordination

People
 Culture

 Satisfaction

 Development

Technology
 Digitalization 

strategy

 Trends

PERFORMANCE

Performance roadblocks: 2023-2025
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To what extent do the following thematic areas constrain the performance of 

your procurement organization? 

to a very large extentnot at all

Extent to which performance is impeded by…

Technology was the 

largest performance 

roadblock in both 2024 

and 2025.

2024 (n = 331)

2025 (n =173)

People were the largest 

performance roadblock 

in 2023

2023 (n = 401)
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Entrepreneurial orientation is a critical determinant of competitiveness for 

procurement organizations and mitigates most performance constraints

PERFORMANCE

Performance roadblocks: Effect of entrepreneurial orientation (EO)

Three dimensions of

entrepreneurial orientation:

Risk taking

Tendency to make decisions

and take action without certain 

knowledge of outcomes; may 

involve risky resource commitments 

in the process of venturing forward.

Proactiveness

Tendency to emphasize

foresight to seize opportunities

in anticipation of future demands.

Innovativeness

Tendency to embrace new 

technologies, ideas, or practices 

and go beyond the current state of 

the art.

Note: Entrepreneurial orientation (EO) is conceptualized along the 3-components model suggested by Miller (1983) and Covin & Slevin (1989). 

* Cut at median EO across all three dimensions taken together, red arrow (green arrow) indicates largest negative (positive) gap between high and low EO.

1 2 3 4 5 6 7

Structure

People

Processes and
capabilities

Technology

To what extent do the following thematic areas constrain the performance of your procurement organization? 

to a very large extentnot at all

Extent to how strong performance is impeded by…

EO high* (n = 76)

EO low* (n = 86)

EO has the strongest 

relaxing effect on 

performance constraints 

related to people.

EO appears to increase 

the perceived 

performance constraints 

related to technology.
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Cost is still the dominant objective in the sourcing process and is more 

important in sourcing decisions than for top management in general

PERFORMANCE

Competitive priorities

Cost

Differentiation

Resilience

Sustainability

Please distribute percentage points among the 

following performance dimensions according to 

their significance for...

41%

25%

19%

15%

n = 173

... top management ... procurement

46%

21%

13%

20%

n = 173
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Today, top management is putting more pressure on cost than three years 

ago

Competitive priorities

Cost

Differentiation

Resilience

Sustainability

PERFORMANCE

Please distribute percentage points among the 

following performance dimensions according to 

their significance for...

2022 2024 2025

n = 402

... top management

2022

n = 336

... top management

2024

n = 173

34% 39% 41%

26% 23% 25%

23% 20% 19%

16% 17% 15%

... top management

2025
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Also in sourcing decisions, cost is the only competitive priority 

whose importance is steadily increasing

Competitive priorities

Cost

Differentiation

Resilience

Sustainability

PERFORMANCE

Please distribute percentage points among the 

following performance dimensions according to 

their significance for...

2022 2024 2025

n = 402

... procurement

2022

n = 336

... procurement

2024

42% 43% 46%

26% 21% 21%

18% 20% 19%

14% 16% 13%

n = 173

... procurement

2025

=
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CSCO

15%

Other

17%

CEO

21%

COO

22%

CFO

25%

Procurement reports to…

n = 173

Hierarchically, procurement reports predominantly to the CFO and 

expects increasing spend volumes

14% 73% 11%

direct both indirect

Spend responsibilities

n = 173

STRUCTURE

Increase

55%

Decrease

15%

Constant

30%

Spend in 2025 compared to 2024

n = 173
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Investigating the operating model of procurement, we put the 

spotlight on a few relevant aspects

Centralized 

decision-making

Decentralized 

decision-making

Geographically very 

globalized

Geographically 

very localized

Many written rules and 

documentation

Little written rules and 

documentation

High power within 

the company

Low power within 

the company

STRUCTURE

Operating model: How would you characterize your procurement organization on the following dimensions?

M = 4.68

M = 4.08

M = 4.22

M = 4.71

M = 4.31

Predominant focus 

on generalists

Predominant focus 

on specialists

Geographically very 

globalized

Geographically 

very localized
n = 172
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Predominant focus 

on generalists
n = 172
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50

100

150

Many written rules and 

documentation

Little written rules and 

documentation
n = 172
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50

100

150

High power within 

the company

Low power within 

the company
n = 172

0

50

100

150

Centralized 

decision-making

Decentralized 

decision-making
n = 172

0

50

100

150

2025 2024 (n = 331)

Note: Plots show frequency distribution (histogram) over 7-point semantic differential scales. Red bars indicate mean values, arrows indicate 

whether most of the values are left or right of the center.
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A similar approach was used to investigate sourcing practices and 

sourcing strategies

More 

globalized

supply base

More localized 

supply base

More complex

supply base

Less complex 

supply base

More dual/

multi sourcing  
More single sourcing  

More arm’s length/ 

adversarial

More relational/ 

partnerships

Less inventoryMore inventory

?

?

?

?

?

PROCESSES

Sourcing strategies: To what extent have the following dimensions changed in your procurement organization during the last year?

M = 4.09

M = 4.14

M = 4.63

M = 3.24

M = 4.28

More complex

supply base

Less complex 

supply base
n = 172

0

50

100

150

More 

globalized

supply base

More localized 

supply base
n = 172

0

50

100

150

More arm’s length/ 

adversarial

More relational/ 

partnerships
n = 172

0

50

100

150

Less inventoryMore inventory

n = 172
0

50

100

150

2025 2024 (n = 330) 2023 (n = 382)

More dual/

multi sourcing  
More single sourcing

n = 172
0

50

100

150

Note: Plots show frequency distribution (histogram) over 7-point semantic differential scales. Red bars indicate mean values, arrows indicate 

whether most of the values are left or right of the center.
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In your opinion, how far on the “sustainability journey” is your procurement organization?

0%

5%

10%

15%

20%

0 1 2 3 4 5 6 7 8 9 10

overall mean score

“Sustainability journey”: Effect of entrepreneurial orientation (EO)

n = 162

The vast majority of respondents are not satisfied with their 

procurement organization’s sustainability performance

PROCESSES

Note: Net promotor score (NPS) is calculated as %Promoters – %Detractors and varies from –100 (negative) to +100 (positive).

* Cut at median EO across all dimensions taken together

How likely is it that you would recommend your procurement organization as an exemplar for sustainability excellence to a good friend?

Sustainability excellence: Net promoter score (NPS)

10: Extremely likely

7–8: Neutrals0–6: Detractors 9–10: Promoters

0: Not at all likely

n = 173

0
9%

1
4%

2
9%

3
8%

4
5%

5
19%

6
14%

7
12%

8
10%

9
5%

10
5%

Net promotor score (NPS) = –58

Low EO* (n = 86)

High EO* (n = 76)

desired

target state

not started

yet
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Companies are facing more pressure regarding sustainability than in 

the past years, with government, employee, and NGO pressure at the 

highest levels measured
Sustainability-related stakeholder pressures: 2025 vs. 2024 vs. 2021

1 2 3 4 5 6 7

NGO pressure

Local community pressure

Supply chain partner pressure

Employee pressure

Shareholder pressure

Government pressure

to a very large extentnot at all

Extent to how strong sustainability practices are driven by…

PROCESSES

How relevant are the following stakeholder pressures for implementing sustainable practices in your procurement organization?

2025 (n = 159)

2021 (n = 334)

2024 (n = 331)
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The pressure results in changes, companies that are more under 

pressure have a higher sustainability performance than their 

competitors

1 2 3 4 5 6 7

NGO pressure

Local community pressure

Supply chain partner pressure

Employee pressure

Shareholder pressure

Government pressure

PROCESSES

* Cut at mean pressure of the respective stakeholder, red arrow indicates largest gap between ”high pressure” and ”low pressure”.

High shareholder 

pressure has the largest 

impact on sustainability 

performance compared to 

the main competitor.

Relative sustainability performance (compared to main competitor): Effect of different sustainability-related stakeholder pressures

significantly bettersignificantly worse equal

How does your procurement organization compare to your major competitor on sustainability performance? 

High ___ pressure*

Low ___ pressure*n = 82
n = 90

n = 59
n = 111

n = 84
n = 84

n = 79
n = 93

n = 68
n = 104

n = 96
n = 74

Sustainability performance compared to the main competitor
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Corporate sustainability intentions among top management and the 

implementation in procurement are often decoupled from each other
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Sustainability among top-management

PROCESSES

Importance of sustainability: Top management vs. procurement and 2022, 2024, and 2025

Please distribute percentage points among the following performance dimensions according to their significance... (only “sustainability” is shown)

Note: Summative measure (100%) with the other dimensions being “cost”, “differentiation”, and “resilience”.

2025 (n = 173)

2022 (n = 420)

2024 (n = 336)
51%

44%

46%

31%

24%

31%

24%

37%

18%
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How likely is it that you would recommend your procurement organization as an exemplar for digital excellence to a good friend?

The satisfaction with the digitalization strategy is low and the 

organizations are still far from reaching their desired target state 

desired

target state

0%

5%

10%

15%

20%

0 1 2 3 4 5 6 7 8 9 10

not started

yet

Overall mean score

“Digital transformation journey”

n = 172

TECHNOLOGY

Digital excellence: Net promoter score (NPS)

n = 171

0
6%

1
6%

2
9%

3
13%

4
8%

5
15%

6
11%

7
14%

8
6%

9
8%

10
4%

Net promotor score (NPS) = –56

10: Extremely likely

7–8: Neutrals0–6: Detractors 9–10: Promoters

0: Not at all likely

Note: Net Promotor Score (NPS) is calculated as %Promoters – %Detractors and varies from –100 (negative) to +100 (positive).

In your opinion, how far on the “digital transformation journey” is your procurement organization?
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After a few years of moving further away from their target state, the 

trend has reversed this year, and companies are starting to move 

closer to their target
“Digital transformation journey”: Time series

n = 135 n =  355 n = 335

5.33 5.22
4.92 5.04
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2021 2022 2023 2024 2025

Year
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desired 

target 

state

–

TECHNOLOGY

In your opinion, how far on the “digital transformation journey” is your procurement organization?

n = 172
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In your opinion, how far on the “digital transformation journey” is your procurement organization?

Companies with high entrepreneurial orientation are further ahead on 

their digitalization journey

“Digitalization transformation journey”: Effect of entrepreneurial orientation (EO)
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Risk taking

Proactiveness

Innovativeness

Three dimensions of 

entrepreneurial 

orientation:

TECHNOLOGY

* Cut at median EO (“entrepreneurial orientation”) across all three dimensions taken together.

desired

target state

not started

yet

EO high* (n = 75)

EO low* (n = 86)
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The lead of companies with high entrepreneurial orientation can be 

explained by less roadblocks related to the digital transformation

1 2 3 4 5 6 7

Lack of 

motivation

Lack of 

ability

Lack of

opportunity

TECHNOLOGY

Digital transformation roadblocks: Effect of entrepreneurial orientation (EO)

Risk taking

Proactiveness

Innovativeness

Three dimensions of 

entrepreneurial 

orientation:

* Cut at median EO across all three dimensions taken together, red arrow indicates largest gap between high and low EO.

to a very large extentnot at all

Extent to how strong digital transformation is impeded by…

To what extent do the following factors impede your procurement organization from undertaking further steps in digital transformation? 

EO high* (n = 76)

EO low* (n = 85)

EO has the strongest 

relaxing effect on the 

digitalization roadblock 

“lack of motivation.”
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After four consecutive times of diminishing satisfaction with their 

respective procurement organizations, the satisfaction slightly 

increases this year

2020
n = 105

2021
n =  361

2022
n = 423

2023
n = 407

18

10

-2

-4

-7 -6

-10

-5

0

5

10

15

20

N
e

t 
p

ro
m

o
te

r 
s

c
o

re
 (

N
P

S
)

u
n
s
a

ti
s
fa

c
ti
o

n
s
a

ti
s
fa

c
ti
o

n

2024
n = 334

PEOPLE

How likely are you to recommend working with your procurement organization to a friend or colleague? (NPS)

Trend of diminishing 

satisfaction has stopped. 

2025
n = 173
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Higher satisfaction with one’s own procurement department 

correlates with higher performance across all dimensions, with the 

strongest effect related to differentiation

1 2 3 4 5 6 7

Sustainability

Cost

Differentiation

Resilience

PEOPLE

Relative performance (compared to main competitor): Effect of satisfaction with procurement organization (NPS) 

* Cut at median NPS (satisfaction with one’s own procurement department), red arrow indicates largest gap between ”NPS high” and 

“NPS low”.

significantly better significantly worse equal

How does your procurement organization compare to your major competitor on the following performance dimensions? 

NPS high* (n = 109)

NPS low* (n = 64)

Work satisfaction has 

the strongest effect on 

differentiation-related 

performance in 2025.

The impact was largest 

on sustainability 

performance in 2024.
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However, despite professionals being unsatisfied with their 

procurement organization, they are still satisfied with procurement in 

general 
How likely are you to recommend working with                        to a friend or a colleague? (NPS)

2
2%

3
2%

4
2%

5
10%

6
10%

7
6%

8
24%

9
25%

10
18%

0
3%

1
5%

2
2%

3
7%

4
2%

5
8%

6
9%

7
14%

8
19%

9
14%

10
16%

your

procurement 

organization

procurement 

in general

Net promotor score (NPS) = –6

Net promotor score (NPS) = 16

PEOPLE

?

10: Extremely likely

7–8: Neutrals0–6: Detractors 9–10: Promoters

0: Not at all likely

Note: Net Promotor Score (NPS) is calculated as %Promoters – %Detractors and varies from –100 (negative) to +100 (positive).

n = 173

n = 173

10: Extremely likely

7–8: Neutrals0–6: Detractors 9–10: Promoters

0: Not at all likely
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n = 145

∅ 10.47 days/month

Actual remote work (days/month)
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Desired = Actual:

31%

Desired < Actual:

7%

Desired > Actual:

55%

20% want an 

increase by 5 

days/month or less

Respondents work an average of 10 days per month remotely and the 

majority would like to further increase this time

Remote work: Actual vs. desired 

PEOPLE

On average, how many days per month do you work remotely [x-axis] / would you like to work remotely [y-axis]?

0%

5%

10%

15%

0 2 4 6 8 10 12 14 16 18 20 22 24 26 28 30

55% of respondents would like to increase their remote 

working time. The majority of those (58%) would like to 

increase the remote time by more than 5 days/month.

∅ 10.47 days/month
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Desired = Actual:

37%

Desired < Actual:

8%

23% want an 

increase by 5 

days/month or less

Desired remote work (days/month) n = 161

Note: Average values indicated are means. 

∅ 14.53 days/month
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Key insights of the “State of the Procurement Profession Survey 2025“

Cost remains the dominant 

priority for procurement 

professionals – often pursued even 

more rigorously than by their own 

top management.

A persistent concern remains: For 

the fourth consecutive year, 

procurement professionals 

report low satisfaction with their 

respective organizations – even 

though they continue to value the 

profession itself.

Procurement organizations that 

cultivate an entrepreneurial 

orientation and mindset achieve 

higher performance levels, 

navigate digital transformation 

more effectively, and report greater 

employee satisfaction.

The economic climate in the 

procurement environment is 

currently perceived as positive, 

with this optimistic outlook 

extending into the next 12 months

Although procurement 

organizations are still falling 

short of their digital 

transformation goals, they are 

now moving closer to their targets 

– reversing the previous years’ 

trend of widening gaps.

Perceived stakeholder pressure 

to advance sustainability has 

increased markedly. In response, 

procurement is playing an 

increasingly prominent role in 

driving corporate sustainability 

agendas.

“Technology” continues to be 

the most significant 

performance roadblock for 

procurement organizations, having 

replaced “people” as the top 

constraint since 2023.

Most procurement organizations 

are characterized by centralized 

decision-making and global 

reach. They also tend to operate 

with a high degree of 

formalization and enjoy 

substantial internal influence.

Dual (or multi) sourcing and 

localization have emerged as 

the most consistent trends in 

sourcing strategies in recent years, 

while emphasis on other strategies 

has varied.
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