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Agentic AI is now gaining significant momentum and we are observing that many companies have reached the point 
where prototypes are being transitioned into production-ready AI systems

Scaling agentic AI: Why build vs. buy becomes the initial strategic decision

As AI scales into production, buy vs. build emerges as the initial strategic decision to balance control with a rapidly evolving technology 
landscape and target architecture

1. Scaling AI changes its role in the enterprise
AI pilots are isolated and reversible – at scale, AI becomes 
integrated and  business-critical

2. Agentic AI increases architectural impact 
Autonomous systems amplify complexity by directly shaping 
workflows and system interactions

3. Production AI forces core governance choices
Scaling AI requires clarity on ownership, data control, 
compliance and long-term scalability

As a result, companies must decide which AI capabilities to own and 
govern versus which to source externally to scale fast without losing 
control

Source: State of AI in the Enterprise (Deloitte Study, 2026)

of companies plan to deploy agentic 
AI until 202874%

moved >40% of AI prototypes into 
production (to date)25%

expect >40% of AI prototypes in 
production within 3-6 months54%

Three considerations why buy vs. build becomes the starting point 
for scaling AI:

Jannik

https://www.deloitte.com/content/dam/assets-shared/docs/about/2025/state-of-ai-2026-global.pdf
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Procurement technology evolved from ERP monoliths to procurement suites – and is now being reshaped again by 
AI-native tools. Long-term value depends on combining suite stability with modular innovation and orchestration

The market has evolved, and so has the winning architecture

Comparison of Development Trends

Consolidation

Fragmentation

Technological Pace

Maturity & Integration

PAST
From ERP to Procurement 
Suites

Procurement moved out of broad 
ERP platforms into a small set of 

dominant suite providers

Specialized procurement suites 
carved out functional depth 

beyond the ERP core

Innovation followed slower suite 
release cycles and multi-year 

transformation programs

Procurement suites matured into 
integrated systems of record with 

native process depth

AI consolidation is beginning, but 
the market remains fluid and fast-

moving

Point solutions, copilots and 
agents carve out tasks – while 

emerging “bridging AI” reduces 
fragmentation via cross-tool 

orchestration

Rapid innovation outpaces suite 
cycles – MVPs emerge in days, but 

production-grade requires 
structured implementation & 

integration

AI maturity is uneven – value 
depends on orchestration, 
enterprise data, and robust  

integration

NOW
From Procurement Suites to 
AI ecosystems

What this means for 
enterprises

Think ahead to be 
ready for change.

• Avoid lock-in to a single 
suite or AI vendor

• Avoid uncontrolled 
proliferation

• Design hybrid target 
architecture 

Yannik
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The question is not build vs. buy in isolation, but which architecture archetype best fits the enterprise’s context, 
priorities, and ambition for differentiation and control

Procurement AI converges around four archetypes

Strategic Positioning by Control and Orchestration Needs

Cross-System Orchestration
• AI sits outside the suite and connects 

multiple systems
• Uses custom agents, integrations, and 

orchestrated workflows
• Designed for greater flexibility, control, and 

domain specificity

Plain Suite Buy
• AI is primarily embedded in procurement 

suites or implemented as small, isolated 
solutions

• Limited customization – mostly pre-
configured agents

• Attractive where existing software 
landscapes are already in place

• Prioritizes speed, standardization, and low 
effort to implement

1| Illustrative company example – the four archetypes represent reference models. In practice, many organizations 
operate hybrid architectures that sit between archetypes or transition over time as AI maturity increases.

Suite-Extended Buy
• Procurement suite remains the backbone
• Enhanced through in-suite agents, low-

code tools, and vendor add-ins
• Enables fast, targeted augmentation with 

limited architectural complexity

AI-Native Procurement Operating 
Layer

• AI and orchestration become the primary 
operating layer

• Traditional suites are reduced, abstracted, 
or partly replaced

• Maximizes flexibility and control, but 
requires the highest maturity

• Highly complex environments may require 
a stronger suite or platform

Differentiation & Control
(strategic relevance, proprietary capability, compliance 

sensitivity, flexibility & ownership)

Platform 
Independence & 

Orchestration
from suite-native 
best practice to 

cross-system 
orchestration and AI-

native operating 
models

Low High

High

Low

Plain Suite Buy

Cross-System 
Orchestration

Suite-Extended 
Buy

AI-Native 
Procurement 

Operating Layer

Typical pathways toward AI-native procurement

Max
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Suite-extended buy balances scalability and simplicity, while cross-system orchestration enables greater control 
and differentiation across workflows

Deep dive | Suite agents vs. configured intelligence

Cross-System 
Orchestration

Suite-Extended 
Buy

Key Characteristics
• Custom-built AI agents orchestrate workflows across 

multiple systems

• An external orchestrated AI layer coordinates 
processes beyond any single suite

Typical Setups & Anchors
• Orchestrated AI layer coordinating sourcing, 

contracting, approvals, and supplier interactions

• Custom orchestration built on workflow tools with 
custom-made integrations

• Code-led development of domain-specific AI 
capabilities, often with external support

• Slower deployment due to integration and build effort

• High flexibility across systems and workflows

• Strong differentiation in high-value use cases

• High engineering effort and internal ownership

Key Characteristics
• Suite-led architecture extended by lightweight agents 

and low-code automations

• Business-built enhancements augment standard 
workflows without redesigning the core

Typical Setups & Anchors
• Custom in-suite agents can be created via no-/low-code 

tools

• DIY agents configured by category managers or 
procurement operations teams

• Vendor add-ins extending suite functionality with 
targeted AI capabilities

• Fast adoption with moderate extension effort

• Targeted flexibility on top of a stable platform

• Moderate differentiation through selective extensions

• Limited additional complexity, shared ownership
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Pure buy maximizes speed and certainty, while an AI-native procurement layer only pays off where proprietary data 
and strong internal capabilities create real competitive advantage

Deep dive | The strategic endpoints

Plain Suite Buy

AI-Native 
Procurement

Operating Layer

Key Characteristics
• Vendor-driven procurement AI integrated within 

established suites and leading standalone platforms

• Primarily pre-configured features requiring minimal 
custom development, especially where strong 
software landscape foundations already exist

Typical Setups & Anchors
• Suite-centric environments featuring embedded or 

pre-built AI 

• Leading procurement tools with out-of-the-box 
Agentic AI functionalities

• Pre-configured in-tool agents for routine tasks (order 
intake, risk alerts, guided workflows)

Key Characteristics
• AI, orchestration, and enterprise data layers form the 

operating backbone

• Traditional procurement suites are abstracted, 
minimized, or partially replaced

Typical Setups & Anchors
• Workflow-engine-led architectures replacing core suite 

functionality

• Enterprise data backbone and proprietary, LLM-based 
user interface

• Agentic operating layer that disintermediates or largely 
replaces traditional suites

• Fastest deployment & minimal implementation effort

• Low flexibility within vendor-defined boundaries

• Limited proprietary advantage and customization

• Lowest governance effort, high vendor dependency

• Highest effort with gradual value realization

• Full architectural control and maximum flexibility

• Strongest potential for competitive advantage

• Highest complexity and full ownership responsibility
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Does the capability require strong 
control over data, compliance, or IP?

CPOs should not follow one single route, but choose between several strategic paths – ownership, control, platform 
leverage, market acceleration, or capability transition – each leading to Buy, Build or Hybrid solutions

What should organizations consider to assess procurement’s future strategic ambition?

Can the current platform or ecosystem cover 
most needs and be customized/adapted to 
specific requirements?

2

Will strategic value come from unique 
differentiation rather than standard 
enablement?

1

Is selective ownership of critical layers strategically valuable?5

Is rapid time-to-value more important than deep customization?4

Are mature external solutions that cover your 
requirements available and integration feasible?3

Further Insights: Deloitte US PoV –
Choosing the Right Path

Decision must be evaluated
specific to use case

1a

Does the capability require strong 
control over data, compliance, or IP?1b

Build

Buyyes no

Max

https://www.deloitte.com/content/dam/assets-zone3/us/en/docs/services/consulting/2025/us-deloitte-genai-dp-pov-final.pdf
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Move beyond the build-vs-buy debate and strategically architect your AI-enabled procurement model 
to capture long-term value and control

Key takeaways for procurement organizations

Procurement AI converges around four distinct archetypes
ranging from suite-led standardization to AI-native operating layers

The key decision is not a binary build or buy
but which AI capabilities can be standardized within existing technology, 
and which must be built as proprietary, orchestrated capabilities

Over time, value shifts beyond individual tools
toward orchestration, data control, and domain-specific agents 
shaping end-to-end procurement

There is no one-size-fits-all architecture
– the right mix depends on each organization’s strategy, maturity and ambition

Deloitte helps organizations navigate these choices
– let’s get in touch to turn pilots into scalable impact
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Feel free to contact us!
Any questions?

Patrik Sojda
Director

AI for Operations

 Tel: +49 71 116554 5869
psojda@deloitte.de

Sandra Göttlinger
Senior Manager

Digital Procurement

Tel: + 49 89 29036 6027
sgoettlinger@deloitte.de 

Felix Weinhold
Senior Manager

AI in Procurement

Tel: +49 17 0326 7012
fweinhold@deloitte.de

Patrik Sojda
Director
AI for Operations
psojda@deloitte.de
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