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EXECUTIVE SUMMARY

The best run companies are
badly run in one place.

Most procurement organizations have professionalized the top of their spend: strategic categories,
framework agreements, supplier scorecards. Then there is everything else.

Roughly a fifth of enterprise spend flows through thousands of small, infrequent purchases spread across the vast majority of
the supplier base. This is tail spend. It is too fragmented for procurement teams to source by hand and too big for finance to
ignore. It rarely sees competition, rarely lands on contract, and generates a disproportionate share of process cost, supplier
risk and audit findings.

The problem is not negligence, it is economics. A full sourcing process on a $5,000 purchase costs more than it saves, so the
tail has always been rationed out of procurement's attention. The Hackett Group's 2025 study puts numbers on the
consequence: 64% of procurement leaders are dissatisfied with their current tail spend approach, and only 4% of companies
actively manage most of their tail. The tools deployed so far, catalogs, P-cards and outsourcing, have helped but have not
closed the gap between the 7-10% savings companies capture and the 16-20% that is achievable.

What changes the economics is autonomy. Al agents can now run requirement capture, supplier discovery, competitive
bidding, negotiation and purchase order creation end to end, at a cost per transaction low enough to make competition viable
on every purchase, however small. Gartner expects 40% of procurement teams to have deployed Al agents by 2028. The
organizations that move first will compound the advantage on every one of their thousands of tail transactions.

The tail is not a category problem. It is a capacity problem. You do not fix a capacity problem with more

process, you fix it with more capacity, and Al agents are the first economically viable way to add it.

Five takeaways for the executive reader
Design for adoption

e Size it honestly
The tail is typically 10-25% of spend, 80% of suppliers and Programs fail when the compliant path is slower than the
most of your transaction volume. workaround. Make the right way the easy way.
Use autonomy where it is safest

e Count the full cost
Price leakage is only part of it. Process cost, duplicate Tail spend is the ideal first home for Al agents: high volume,
payments and unvetted supplier risk often exceed it. low stakes per transaction, zero human coverage today.

e Think in channels
No single fix works. Route each purchase type to the cheapest
channel that keeps adequate control.
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CHAPTER 01 WHAT TAIL SPEND ACTUALLY IS

Small purchases. Massive footprint.

Ask three consultancies to define tail spend and you will get three thresholds. The pattern underneath is
always the same: a small share of money, spread across a huge share of suppliers and transactions.

The Pareto reality of enterprise spend Three Ienses one problem
’

Cumulative share of spend vs share of suppliers (illustrative of published benchmarks)
100%

75% The spend lens

The bottom 10-25% of spend, whatever falls outside
your strategically sourced categories. McKinsey
works with 10-20%, Hackett has used 25%.%*

50%

The strategic head:
~20% of suppliers carry ~80% of spend,
sourced, contracted and managed

The tail:

~80% of suppliers,

~20% of spend, most
transactions, unmanaged

25%

0%

0% 25% 50% 75% 100%
Share of suppliers (ranked by spend) The supplier Iens

Benchmark pattern reported by The Hackett Group, CIPS and Kearney: the tail Every vendor below a materiality threshold, often

holds 10-25% of spend, ~80% of suppliers and 80%+ of transactions.'? $100K to $1M a year depending on company size.

Typically 80% of the vendor master.”

The management lens (the one that matters)
Any spend nobody actively manages: no sourcing, no
negotiated contract, no owner. GEP notes the
definition has evolved to exactly this.® If it is
unmanaged, it is tail.

Working definition. Tail spend is the high
volume, low value slice of your spend, roughly
20% of money across 80% of suppliers, that is
not actively managed by anyone.

What actually lives in the tail

If you are not in procurement, tail spend is easiest to recognize by example. It is the everyday buying that keeps a business running,
purchased occasionally, in small amounts, often by whoever needs it:

¢  Office & workplace A, MRO & spare parts J IT & electronics O  PPE & safety
Stationery, toner, furniture top- Filters, bearings, tools, Monitors, docks, cables, Gloves, helmets, boots,
ups, pantry and cleaning electrical components, peripherals, small licence and workwear, signage, first-aid
supplies lubricants, fasteners device top-ups supplies

Facilities & site Marketing & Professional one- . L.

a services events 8 offs ©  Logistics spot buys
Minor repairs, pest control, Printing, branded merchandise, Translations, training, Courier runs, one-off freight,
landscaping, waste runs, small catering, booth builds, certifications, small design and customs oddments, packaging
fit-outs photography consultancy jobs materials

Rule of thumb: bought occasionally, in small amounts, by someone outside procurement? It is tail spend. None of it is strategic on its own; together it is a fifth of
your cost base.
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CHAPTER 01 WHAT TAIL SPEND ACTUALLY IS

The anatomy of the tail.

The tail is not one thing. Treating it as one thing is the first mistake most programs make. Four distinct
zones need four different treatments.

Four zones of the tail (illustrative share of tail transaction volume)

HEAD OF TAIL CORE TAIL END OF TAIL HIDDEN

S50K-$1M per supplier $2K-S200K per supplier micro buys <S2K TAIL
Sizeable but unsourced. The bulk of tail volume. Repeat Process cost routinely Off-contract
Deserves real competition, and one-off buys across many exceeds item value. spend inside
never gets it. small suppliers. Automate or card it. big suppliers.

Zone framework adapted from Simfoni's tail segmentation and Spend Matters analysis ’ The hidden tail is why supplier count alone never finds the whole
problem.

Where the tail hides Tail, tactical or maverick? Say which.

D Non-PO invoices. Purchases that surface for the first time Hackett's 2025 study draws a distinction most programs
as an invoice to pay, after the commitment is made. miss, and it changes the remedy:’

D P-card and expense claims. Real procurement dressed as
expenses, with no line item data behind it. Type What it is The fix

D One-time vendors. Suppliers created for a single order, Tail spend Structural: fragmented, Automation and
then left in the vendor master forever. low value, legitimate channels

D Off-c.:ontract buyu.'ng from contracted suppllers..ltems Tactical Planned but not worth Guided, fast
outside the negotiated scope at uncontrolled prices. spend strategic sourcing processes

D Email and phone orders. Commitments that never touch a A
system until the invoice arrives. Maverick Behavioral: off—process, Governance and

spend off-contract buying better UX

Conflating the three is why programs stall: you
cannot govern your way out of a structural problem,
or automate your way out of a behavioral one.

WHAT THE TAIL LOOKS LIKE IN A TYPICAL $1B-SPEND ORGANIZATION

$100-250M 17,060 10,000s <$2K

of spend outside active suppliers per $1Bin of transactions a year, most of typical order value at the end

procurement's reach, at 10- highly fragmented supply them never seeing a second of the tail, below any sourcing
25% of total bases quote threshold

lllustrative profile assembled from published ben
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CHAPTER 02 WHY IT MATTERS

A savings pool hiding in plain sight.

Because nobody negotiates the tail, it is the last part of enterprise spend still paying full price. The gap
between what companies capture and what is achievable is measured, and it is wide.

The tail spend savings gap What that means in money

Savings on managed tail spend, % of addressed spend
16-20%

20% i i i i
the 2x gap - Take a company with $3B in annual spend. A typical tail

of 15% is $450M that has never seen competition. At a

15%
7-10% conservative 8% savings rate, that is $36M a year in hard
10% _ savings, roughly the EBIT of a mid-size business unit,
5 recoverable without touching a single strategic supplier
relationship.
0%
Captured today Achievable McKinsey's worked example lands in the same range: a

$400M tail leaking around $40M in missed savings.®

The Hackett Group, 2025 Tail Spend Management Study.1 McKinsey

independently reports 5-15% savings on previously unmanaged tail categor'\es.3

Where the savings come from Fragmented spend also costs you twice at the

Typical contribution per lever, % of addressed tail spend
ypical contribution per lever, Ol addressed tall spenc ‘[op e\/ery do”ar that |eak§ arouﬂd \/Our
negotiated contracts weakens your leverage in
solidation & rationalization . it
reolation & rtonalzation the next negotiation. 67% of buyers name lost

Process cost remova

sourcing leverage as the primary consequence

Demand elimination

of maverick buying.

lllustrative composition of the 16-20% potential, synthesized from lever ranges

published by McKinsey, The Hackett Group, Simfoni and BCG 13713 The mix
varies with your starting point.

48%

of procurement leaders say

64%

are dissatisfied with their

4% 2-5%

of companies actively sustained annual savings
manage most of their tail after the initial capture,
spend when the program endures

tail spend has become a
significantly higher priority

current tail spend approach

Hackett Group

lackett Group, 2025 Simfoni; Accenture via Fairmarkit
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CHAPTER 02 WHY IT MATTERS

The costs that never show up
in a savings report.

Price is the visible cost. The invisible ones, process, errors and risk, are frequently larger, and they scale with
transaction count, which is exactly where the tail is biggest.

Process cost: when the paperwork costs more Risk: thousands of suppliers nobody vetted
than the product

Every tail supplier is an onboarding decision someone

Cost to process one purchase order vs typical tail order values SkippedA That has consequences beyond procurement:
$50 - $150 per PO, median ~$100
Industry benchmark for a full requisition to invoice cycle (APQC benchmarks, widely cited) 9 Cyber and data risk

35.5% of 2024 data breaches involved third parties, and
the tail is where third parties enter unchecked.'

$45 stationery $180 spare part $600 IT peripheral $1,900 one-off service

For a large share of tail purchases, the process costs as much as the item, or more.

Add the error rate that comes with volume: duplicate and

erroneous payments typically run at 0.8-2% of disbursements,’° ComplRnER AR

concentrated where invoice volume is highest and controls are L g spsiiel e sk it pLrsieslig s

weakest. in the tail sanctions exposure; it is a standing audit ﬂnding.6

ESG blind spot

Supply chain emissions average 26x operational
emissions, yet supplier engagement programs rarely
reach the tail.'?

Sourcing capacity drain

Every hour a skilled buyer spends on a $500 order is an
hour not spent on the categories that move the P&L.

What one $500 purchase really costs

Unmanaged, off-process

Item at first quote: $500 +$100

manual PO process +S100 - error and duplicate leakage +S6 - unpriced supplier risk on top

$606+

Managed through the right channel

Item after competition: ~$460

competed and negotiated - automated no-touch process +$12 - vetted supplier

~$472

lllustrative, built from the benchmarks above: 8% price effect, ~22% lower all-in cost,
$100 median PO cost, 0.8-2% leakage, 80-90% automation. 3,9,10,13 before counting risk avoided

The tail is where cost, control and risk compound quietly: full price on every purchase, $100 of process on $100

items, and a supplier base that grew faster than anyone could vet it.
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CHAPTER 03 WHY IT IS SO HARD TO FIX

The economics are upside down.

Tail spend is not unmanaged because procurement teams are careless. It is unmanaged because, with
manual methods, managing it costs more than it returns. Three structural forces keep it that way.

1 Effort vs value: the math never worked

A disciplined sourcing process takes the same effort on a $5,000
purchase as on a $500,000 one, but returns a hundred times less.
BCG notes tail items are often bought once every two or three
years across enormous product variety, so the tendering effort
can never amortize."® Procurement rations its capacity to the
head of the spend, rationally.

2 Supplier sprawl outruns any team

Active suppliers per $1B of spend

2,181 17,060

consolidated supply base highly fragmented supply base

An 8x spread in administrative load, onboarding, and risk surface, for the same billion dollars.
The Hackett Group, 2019 14

3 The data is too dirty to act on

McKinsey found that only 20-40% of the product data needed to
tender tail categories is centrally stored and usable.® The rest sits
in free-text PO lines, non-PO invoices, P-card statements and
inboxes. You cannot source what you cannot see, and
classification by hand decays as fast as it is built.

(@ CollectiveSpend  Taming the Long Tail - 2026

The bypass cycle

The three forces feed a loop that gets worse on its own:

Slow, clunky process
for small purchases

Less control, Users bypass
Jhter process added and buy direct

Less visibility, more sprawl
new one-time vendors

KPMG's diagnosis is blunt: value leaks because
processes are "clunky, unintuitive and onerous", so
people route around them, and every control added in
response makes the compliant path slower still.’® Zip's
version: if approval takes too long, employees swipe a
card and move on."®

The lesson: you cannot police your way out of
the tail. The compliant path has to become the
fastest path, or the cycle continues.
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CHAPTER 03 WHY IT IS SO HARD TO FIX

Why the last decade of fixes

did not close the gap.

Catalogs, P-cards, buying desks and outsourcing all help, and all belong in the toolkit. Deployed alone, each
one solves a slice of the problem and leaves the structure intact. Hackett's 2025 verdict: point solutions

"have failed to close the gap."

Catalogs & P-cards & virtual
marketplaces cards

Solve: repeat buying of Solve: process cost on
standard goods. micro purchases.

Leave open: services, Leave open: prices stay
one-offs and anything unnegotiated and line
not in the catalog. item visibility disappears
Content goes stale, users into card statements.”

drift back to email.’®

The decay problem

Savings trajectory: one-off cleanup vs sustained program

- S governed program: savings compound
-~

-~

~

~

Sa

-~ \me;off cleanup: sprawl returns
~

~~~
~
~

-
Seo
-
-

Year 0 Year 1 Year 2 Year 3

BCG warns that organizations regress without a dedicated owner and
sustained metrics; catalogs go stale, monitoring lapses, and the tail

regrows.'®

@ Collectivespend  Taming the Long Tail - 2026

Buying desks Outsourcing / BPO

Solve: expert handling of Solve: capacity, fast,

one-off buys. without hiring.

Leave open: scale. A Leave open: the

human desk becomes structure. Efficio's

the new bottleneck, and critique: transactional

cycle times push users outsourcing displaces

back to workarounds."’ the problem rather than
solving it.'®

Three reasons programs stall

Designed for procurement, not for users

If the compliant path is slower than the workaround,
adoption loses. GEP's first fix: a consumer-like buying
experience.'’

One tool asked to do everything

Every fix suits one slice of the tail. Force the whole tail
through one channel and the rest leaks around it.

Nobody owns it after the project ends
Tail spend regrows continuously. A project has an end
date; the tail does not.

The insight that survives: every fix is really a
channel. What was missing is the layer that
routes each purchase to the right one, and the
capacity to run competition inside them.
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CHAPTER 04 THE PLAYBOOK

Think in channels,
not in categories.

The organizing idea behind every successful tail program, from KPMG's buying channel strategy to
Hackett's leader profile, is the same: what you buy should determine how you buy it. Segment the tail, then

route each segment to the cheapest channel that keeps adequate control.’

Segmenting the tail: value and frequency decide the channel

~ one-off frequency repeat -

Adapted from Simfoni's channel model, Ivalua's risk-value quadrant and Hackett's

channel strategy worl

REPEAT - LOW VALUE

Office supplies, MRO, IT peripherals

— Catalog / marketplace

Pre-negotiated pricing, self-service,

compliance by convenience

ONE-OFF - MICRO VALUE
Sub-$2K odds and ends

= Cards, with controls

Kill the process cost; keep limits,
merchant rules and monitoring

~ lower value

Kk 7,14,

transaction value

ONE-OFF - HIGHER VALUE

Equipment, project s

— Competitive sourcing

REPEAT - ACROSS VENDORS

Same items from duplicate suppliers

— Consolidate or eliminate

Rationalize vendors, kill duplicate
demand, move to distributors

higher value -

17 High-risk purchases override the quadrant: regulated, IP-

sensitive or safety-critical items get managed sourcing regardless of value.

Four everyday requests, four right channels

Toner and desk
accessories
$180 - bought monthly

- CATALOGUE

Pre-negotiated and self-
service. Two clicks, done, on

60 chairs for a new floor
$12,000 - one-off

- COMPETITIVE
SOURCING

Higher value, worth bidding
three quotes and a negotiation.

415

Rules that make channels work

D One front door. A single intake point routes every
request. Guided buying beats policed buying.

O No-touch by default. Human review is the
exception, triggered by value or risk thresholds,

not the rule.

D Competition wherever viable. Even three quotes
moves price. Unmanaged tail carries price

variance of up to 30% for identical items."®

D Data captured at intake. Classification happens
when the request is born, not reconstructed a

year later.

D An owner and a metric. Tail coverage, on-channel

regrows.

rate and savings tracked continuously, or the tail

Best-in-class organizations get 81% of spend

on contract and turn requisitions into orders

in four business hours.

achievable by hand.

Neither number is

Site taxi and road tolls
$40 - ad hoc

— CARD, WITH
CONTROLS

Micro value: kill the process
cost, keep limits and

S - monitoring

The five numbers that tell you the model is working
On-channel No-touch Competition Cycle time
rate rate rate request to PO,

share of tail purchases
flowing through a
defined channel;
leaders push past 90%

share processed end to
end with no human
intervention

(@ Collectivespend  Taming the Long Tail - 2026

share of awards that
saw two or more
quotes before ordering

measured in hours;
weeks means people
are bypassing

Cleaning chemicals from
six vendors

repeat - duplicated

— CONSOLIDATE

Same items, many suppliers:
rationalize to one negotiated
source.

Documented
savings

delivered vs first quote
or benchmark, reported

to finance quarterly
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CHAPTER 04 THE PLAYBOOK

The seven approaches, side by side.

Every established remedy earns a place somewhere in the tail. The craft is in the mix: match each approach
to the spend it suits, and connect them under one intake so nothing leaks between them.

Approach Best fit Strength Watch out for

All tail spend, as step zero Creates the fact base; finds
duplicates and quick
consolidation wins

Saves nothing by itself; decays without
continuous refresh

Spend analysis &
classification

Repetitive low-value goods:
office, MRO, IT peripherals

Compliance by convenience; ~5- Stale content; unsuitable for services,

regulated or IP-sensitive buys

Catalogs, punchout &

marketplaces 6% savings on affected spend’*

Buying desk / spot- One-off, mid-value, non- Expert execution and three-bid Human bottleneck at scale; cycle time
buy service catalog purchases discipline on buys that deserve it frustrates requesters
Tail spend Large fragmented tails, thin Fast impact and cross-client Displaces rather than solves the

outsourcing /
managed service

internal teams aggregation leverage structure; control and integration

overhead'®

P-cards & virtual Micro purchases under ~$2K Eliminates PO and invoice cost;
cards rebates

Weak line-item data; prices stay
unnegotiated

Consolidation & Duplicate vendors, repeat
demand elimination buys

Structural and permanent; GEP: Regrows without discipline; balance

eliminate rather than administer’® against supplier diversity goals

Guided intake + Al
orchestration

The routing layer across
everything above

Fixes bypass at the source;
captures clean data at intake;
scales competition

Needs clear channel rules and genuine
autonomy, not a chatbot veneer

~5-6% 80-90% 10-20% 1 door

savings on marketplace-
routed spend, from
competition, rebates and
process cost removal

Hackett Group, 2019

of tail process workload
removable with
automation, cutting FTE
needs 30-35%

BCG, Taming Tail Spend

(@ Collectivespend  Taming the Long Tail - 2026

one-time savings from
spot-buy programs, then 2-
5% sustained annually

Simfoni

one intake in front of every

channel is what separates
leaders from point-solution
programs

Hackett Group, 2
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CHAPTER 04 THE PLAYBOOK

A five step roadmap.

Whether you build, buy or partner, the sequence is the same. Most organizations can run steps 1to 3in a
quarter; the difference between a project and a program is what happens at step 5.

See it

Consolidate 24 months of PO, invoice, P-card and expense
data. Classify with Al, not interns: modern classifiers reach
95%+ accuracy where rules-based approaches leave 20-40%

of spend uncategorized.?’ Include the hidden tail inside
contracted suppliers.

Segment it

Split the tail by value, frequency and risk (page 10). Separate
tail from tactical from maverick, each gets a different fix.
Quantify the prize per segment so the business case writes
itself.

Automate the front door

One intake for every request, in plain language, that routes to
the right channel automatically and runs competition wherever
viable. This is where Al agents change the economics (chapter
05).

Govern and compound

Give the tail an owner, a dashboard and quarterly targets:
coverage, on-channel rate, cycle time, savings. Feed every
transaction back into better benchmarks. This step is why
sustained programs deliver 2-5% every year while cleanups
decay.

Design the channels

Pick the channel per segment: catalog, cards, sourcing,
consolidation. Define no-touch thresholds and the exceptions
that need a human. Set the rule: every purchase has exactly

Buy vs build: the capability stack (classification,
supplier discovery, negotiation, marketplace content)
is expensive to assemble internally. Most
organizations get there faster with a partner that
brings the stack and the supplier network ready-
made.

one right way to buy.

Where does your organization sit today?

4 - ORCHESTRATED

One intake, Al-run
competition, no-touch
defaults, continuous
governance. 4% are here.

3 - POINT SOLUTIONS
Catalog, cards and desk

running but disconnected;
2 - VISIBILITY leakage between channels

Classified spend,

known prize, annual
1 - BENIGN NEGLECT cleanup projects
Tail unmeasured,

unowned

Progression pattern from The Hackett Group's 2025 study: leaders combine guided intake with Al orchestration;
point solutions alone plateau at stage 3. 1
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CHAPTER 05 THE Al SHIFT

Autonomy changes the math.

Everything in chapters 03 and 04 was true for twenty years. What is new is that Al agents can now run the
sourcing process itself, which breaks the effort-vs-value constraint that created the tail in the first place.

From assistants to agents

Agentic Al is not a chatbot bolted onto a P2P suite. Where RPA
executes fixed scripts and copilots draft text for humans to

finish, agents pursue goals: capture a requirement, find and vet
suppliers, run bids, negotiate, and hand back a decision with its
full audit trail. McKinsey frames the shift as moving from "show

me the data" to "do it for me."??

The proof point that matters for tail spend is negotiation at
scale. Walmart pointed autonomous negotiation agents at tail
suppliers no buyer had time to call: 68% of invited suppliers
closed agreements with the Al, at 3% average savings and 35
days of added payment terms, with negotiations running in
parallel around the clock.?® Suppliers preferred it too: 83% found
it easier than waiting for a human who never called.

Why the tail is the beachhead

D High volume, low stakes per transaction. Thousands of reps
for the Al, no single decision is bet-the-company.

D Zero human coverage today. The agent is not replacing a
buyer; it is covering spend nobody could touch.

D Measurable from day one. Every negotiation logs a before-
and-after price. ROl is arithmetic, not faith.

Adoption: from pilots to production
Where procurement organizations stand on Al agents
90% considering or already using Al agents (2025)

43% actively pursuing deployment (2026)

- 12% at large-scale implementation (2026)

88%

of procurement leaders are
open to Al agents
negotiating small-value
purchases

of procurement teams will
have deployed Al agents
by 2028

Gartner, 2026

The honest caveat: Gartner also expects over
40% of agentic Al projects to be canceled by
2027, citing weak risk controls and unclear
value.?® The winners will be the ones who deploy
agents inside real governance: thresholds,
approval gates and full audit trails, not free-
running bots.

For two decades the question was "which purchases deserve our effort?" Autonomy retires the question. When

sourcing effort costs cents, every purchase deserves it.

(@ Collectivespend  Taming the Long Tail - 2026
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emms CHAPTER 06 TAIL SPEND ON AUTOPILOT @CollectiveSpend

METIS. The Al procurement team
that runs tail spend autonomously.

We built METIS to be everything this guide says a tail spend program should be: one front door, every channel behind
it, competition on every purchase, and governance on every step. Plain English or a file goes in. An approved purchase
order comes out.

MARKETPLACE BUYING DESK Al SOURCING ENGINE

A catalogue that never Specialists on an agreed An orchestration of
stops growing SLA agents that learn

Guided buying for everything you Specialist sourcers with pre-vetted Specialised Al agents for requirement
purchase again and again, on pre- suppliers handle complex and non- capture, RFQ build, supplier discovery,
negotiated terms, with new categories catalogue tail to a committed SLA. And scoring and approvals, working in

and items added continuously. 0% cost because Al prepares every step, concert inside your governance. Every
to you: the Marketplace is supplier- turnaround keeps compressing toward transaction makes the next one
funded. near-instant. smarter.

@® LIVE NEGOTIATION FEED - MRO CONSUMABLES AGENT-TO-AGENT NEGOTIATION

Your Al buyer negotiates
every request. Live.

METIS BUYER AGENT RFQ issued to pre-vetted suppliers. Opening

quotes benchmarked against live market rates.

SUPPLIER Quote: AED 139,500. 4-week lead time. Real multi-round negotiations against live market
benchmarks, playing suppliers against each other on

price, terms and lead time, on every request, however

METIS BUYER AGENT Benchmark shows more is achievable at this small. Always inside your approval thresholds, with

volume. Two bids within 2%. Best and final requested, Net-45 terms. every round logged.

Negotiations that took days of email ping-pong close

SUPPLIER Best and final: AED 118,600, Net-45, 12-month price in minutes, and the agents negotiate around the clock,
hold in parallel, without fatigue.

METIS BUYER AGENT Awarded 15% below opening best. PO
drafted, fully audited.

REQUEST TO PO: WEEKS BECOME HOURS. HOURS BECOME MINUTES.

1 Request 2 Refine 3 Source 4 Evaluate 5 Negotiate 6 Order
Plain English or a file: Al clarifies the spec Suppliers discovered, Bids ranked across Agent-to-Agent, live, PO routed, approved
Excel, PDF, photo, and builds the RFQ. verified and scored. 15+ criteria. multi-round, in your and issued. Fully
WhatsApp, email. guardrails. audited.
Hours 80%+ 5-20%+ 100%
from request to PO, not weeks, of manual sourcing work hard savings on negotiated tail policy compliance and audit trail
and falling as autonomy deepens removed spend

SEE IT LIVE = metis.collectivespend.com

OCollectiveSpend Taming the Long Tail - 2026 L
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CHAPTER 06 TAIL SPEND ON AUTOPILOT

Every problem in this guide,
answered by design.

METIS was not built as a feature list. It was built backwards from the failure modes in chapter 03, so each

structural problem has a structural answer.

The problem (chapters 01-04) How METIS answers it

Sourcing effort costs more than small
purchases return

Users bypass slow processes

Al agents run the full cycle at near-zero marginal cost, so even a $500 request gets
competition, benchmarks and negotiation.

One front door that reads plain language, Excel, PDF, photos or WhatsApp, and answers in

hours. The compliant path becomes the fastest path.

Data too dirty to act on

Spend intelligence classifies every transaction at intake, mapping it to category, supplier

and policy in real time, no annual cleanup projects.

Single-supplier default pricing

Agent-to-Agent negotiation on every request: live, multi-round, benchmarked against market

rates, playing suppliers against each other on price, terms and lead time.

Point solutions leak between channels

Marketplace, Buying Desk and Al Sourcing Engine are one platform with one intake, one

supplier network and one audit trail.

Agents without governance get canceled

Tunable autonomy: you set what METIS may negotiate, award and spend on its own, and

where a human signs off. Every decision logged and explained.

Integration projects stall adoption

Standalone in days, or ERP punchout and data sync with SAP, Ariba, Coupa, Oracle,

Dynamics 365, Ivalua and Jaggaer. Approvals and POs stay where finance expects them.

Proven where it is hardest

METIS is live across the Middle East and Africa with Fortune
500s, sovereigns and regulators: Schneider Electric, Siemens,
Henkel, Adidas, Guardian Industries (KOCH), Abu Dhabi Ports
and the Central Bank of the UAE among them. Schneider Electric
replaced its global incumbent across five countries. Henkel and
Adidas run METIS through SAP Ariba punchout with full approval
workflows.

Behind the platform is CollectiveSpend's consultancy: senior
procurement practitioners, $3B+ spend managed, 500+ initiatives
across 15+ countries since 2012. We deliver, not just advise, and
the commercial model matches: performance-based pricing with
a savings share. We earn when you save.

(@ Collectivespend  Taming the Long Tail - 2026

100%

client retention

50%+

faster PO cycles

75%+

procurement OpEx
reduction

3 wks

from agreement to live

Where to start: bring us one category, one entity
or one quarter of spot buys. METIS will run it,
measure it, and let the documented savings
make the case for the rest.
metis.collectivespend.com -

collectivespend.com/metis-procurement-operating-
system
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SELF ASSESSMENT

Ten questions to score
your tail spend maturity.

Score one point for every "yes". Be honest; the tail rewards honesty and punishes optimism.

D We know, to within a few percent, what share of our spend
and suppliers sit in the tail.

Our spend data is classified continuously, including P-
card, expense and non-PO purchases.

Tail spend has a named owner with targets reviewed at
least quarterly.

Every employee knows the one right way to buy anything,
and can do it in minutes.

O 0 0O O

More than half of tail purchases see competition (two or
more quotes) before award.

A EEEEEEE——

0-3 - Blind spot

You are at stage 1-2 of the maturity
curve. Start with visibility (step 1,
page 12); the business case will build

itself. touch defaults.

Sources and further reading

1. The Hackett Group, 2025 Tail Spend Management Study (via study
sponsor Zycus)

2. CIPS with SMART by GEP, "Don't manage tail spend, eliminate it"

3. McKinsey & Company, "Long tail, big savings" (2018)

4. McKinsey & Company, "How advanced analytics can optimize tail spend”

(2019)

5. Fairmarkit, "What is tail spend and how can we manage it?"

6. GEP Knowledge Bank, "What is Tail Spend"

7. Simfoni, Tail Spend Management handbook; Spend Matters (2019)
8. The Hackett Group, Maverick Spend Study (via Coupa/Basware)

9. APQC procurement process benchmarks, widely cited industry range
10. APQC accounts payable benchmarks (duplicate and erroneous
payments)

11. SecurityScorecard, 2025 Global Third-Party Breach Report

12. CDP with BCG, supply chain emissions report (June 2024)

13. BCG, "Taming Tail Spend" (2019)

4-7 - Partially covered

Point solutions are working but
leaking. Your gap is the routing layer:
one intake, channel rules and no-

D New suppliers are vetted before first purchase, even for
one-time orders.

D Our one-time vendor count went down last year, not up.

We can produce the full audit trail of any tail purchase in
under ten minutes.

Requisition to PO on a routine tail purchase takes days,
not weeks.

O

We measure documented savings on tail spend and report
them to finance.

O

8-10 - Ready for autonomy

Your foundations support agentic
sourcing. The question is speed:
every quarter unaddressed is roughly
0.5-1% of tail value left on the table.

14. The Hackett Group, B2B Online Open Marketplaces study (2019)

15. KPMG, "Buying Channel Strategy" (2023)

16. Zip, tail spend management analyses (2025), vendor data

17. Ivalua, Tail Spend Management guide (2026)

18. Efficio, "Tail Spend Management: from blind spot to control" (2026)
19. GER, "Why manage tail spend when you can eliminate it"

20. Coupa, 2025 Total Benchmark Report, customer base data

21. Suplari and GEP analyses of Al spend classification, vendor data

22. McKinsey, "Redefining procurement performance in the era of agentic
Al" (2025)

23. Pactum and Walmart case, Harvard Business Review (2022) and ASU
Thunderbird teaching case

24. |certis-sponsored ProcureCon CPO report (2025)

25. The Hackett Group, procurement Al agenda studies (2025, 2026)

26. Gartner press releases and forecasts on agentic Al (2025, 2026)

Figures marked as vendor data are self-reported by the vendors concerned. Benchmark ranges vary by industry, region and spend mix; use them as

orientation, not as guarantees. METIS outcome figures reflect CollectiveSpend client results and platform targets.

@CollectiveSpend Taming the Long Tail - 2026

16



g CollectiveSpend

eamm» READY TO START

Let METIS run
your tail spend.

Go live in three weeks. See savings from day one. Scale when
ready. Bring us one category, one entity or one messy quarter of

spot buys, and we will show you what autonomy does to it.

Book a demo Open METIS ABOUT THE AUTHOR
Joonas Jantunen
Founder, CollectiveSpend
TALK TO COLLECTIVESPEND Joonas has spent more than two decades
building procurement capability across the
hello@collectivespend.com Middle East and beyond: 500+ initiatives,
1971 4 264 2274 SS$+ of spend managed, andlprograms
delivered for central banks, ministries and
collectivespend.com Fortune 500s. Today he leads the team

. . building METIS, the Al procurement team
metis.collectivespend.com

that runs tail spend autonomously.
linkedin.com/company/collectivespend
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