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PREPARING YOUR
PROCUREMENT TEAM
FOR 2026

How public agencies can align strategies, structure, and
systems now to thrive in the next procurement cycle




EXECUTIVE
SUMMARY

Public procurement teams across cities, counties, education institutions, utilities, and airports
face a turning point. Budgets are tighter, timelines are shorter, and compliance and transparency
demands are higher. Despite this, many teams remain in reactive mode. They're managing vendor
questions via email and phone calls, chasing approvals across departments and teams, and
patching together disjointed processes, leaving them no time to plan ahead.

But when you move from reaction to anticipation by aligning strategy, building robust workflows,
and equipping your team with the right data and tools, procurement becomes a strategic asset.

This white paper guides procurement leaders through three core domains to prepare for 2026:
strategy, people & process, and technology & data. We’'ll explore practical steps, share research-
backed insights, and help your team leave behind short-term firefighting to deliver long-term
value. Let’s get started.
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79 STRATEGY

Clear Vision + Procurement’s Role

The Challenge

Nearly every public procurement office recognizes the continual pressure to do more with less. A recent article noted that
government procurement “stands at a crossroads.” Teams must serve as stewards of taxpayer dollars while navigating
outdated systems and increasing workloads.

When procurement is treated only as a transactional function, vendor pricing and performance isn't tracked, data isn't
leveraged, and policy alignment is weak. This leaves agencies in a constant state of “catch-up” and sets them up for greater
risk and missed opportunities for time and budget savings and better project outcomes.

THE ACTION PLAN

1. Define procurement’s alignment to agency goals

Ask: how does procurement support your agency’s next fiscal plan? How do vendor contracts, buying cycles, and
vendor mix support policy priorities such as equity, sustainability, or cost containment? Strategic procurement
means shifting from “get the lowest bid” to “deliver the highest value for tomorrow.”

Public procurement today is also a driver for broader policy outcomes. Agencies worldwide are leveraging
procurement to advance sustainability, local economic development, and equity initiatives, transforming
purchasing from a compliance exercise into a tool for public impact. By integrating these priorities into planning,
agencies ensure procurement supports not only efficiency and savings but also the long-term goals of their
communities.

2. Establish a procurement calendar built for agility

Too many teams build an annual calendar and then leave it untouched throughout the fiscal year. Instead, build a
flexible procurement calendar aligned with budget deadlines, contract renewals, vendor outreach phases, and

performance reviews. Include checkpoints, not just deadlines, so that you can go back and reevaluate and adjust
timelines if necessary.

3. Use spend analysis and vendor performance data to inform strategy

Research shows public procurement is increasingly used for strategic objectives like innovation, economic growth,
social value. But many organizations lack the data integration needed to measure impact.

To begin collecting and analyzing this data so you can better inform strategy, start by capturing vendor
participation numbers, pricing trends, bid-cycle times, diversity metrics, and contract outcomes. These inputs
should become decision-making levers for future planning and purchasing, not just post-mortems to provide to
higher-ups.
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TECHNOLOGY & DATA

The Backbone of Readiness

The Challenge

The future of procurement is digital by default. Just like everywhere else in your life, nothing is done without the aid of
smart technology. By 2026, digital maturity will no longer be optional for public procurement functions. According to the
NIGP's 2025 Public Procurement Benchmark Report, while many agencies have adopted basic digital tools, technology usage
remains uneven. And advanced capabilities such as analytics and vendor performance tracking are still under-leveraged.

Many teams continue to rely on spreadsheets, manual steps, and disjointed systems. This puts speed, transparency, and
audit-readiness at risk.

THE ACTION PLAN

1. Centralize procurement operation

Move away from siloed systems and spreadsheets. A unified platform like the PlanetBids system enables
procurement teams to manage requests, bids, vendors, contracts, spending, and performance metrics in one
place. This reduces duplication, improves visibility, and supports audit-readiness.

2. Leverage data for strategic insights

Once your systems are centralized, you can produce reports on vendor performance, bid cycle times, cost savings,
vendor diversity, and more. These insights should drive your strategy, not just measure it, so that you can plan for
smarter purchasing in the coming year.

3. Build audit-ready compliance and transparency

When processes and data are connected, audit trails become automatic, not manual extras. The |PT's benchmark
report highlights that only two-thirds of public procurement offices had formal performance measurement
systems in place. Filing cabinets will no longer cut it. Ensure your system supports documentation, change logs,
public disclosures, and vendor communication history to save time and reduce risk.

4. Prepare for Future advances

While 2026 may be just around the corner, new technologies such as advanced analytics, artificial intelligence,
machine learning, and collaborative vendor portals are increasingly in play. A public-sector focus study shows
agencies must evaluate digital readiness now to stay ahead of evolving mandates and expectations. Plan for
evolution — not just present-state fixes.
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PEOPLE & PROCESS

Building Your Readiness

The Challenge

Procurement teams are under enormous strain: budgets are shrinking, workloads are increasing, and the expectations are
evolving. While the right digital solutions can help ease the burden, technology alone won't solve the problem. One expert
notes modernization “is about more than just technology.”

Legacy processes, unclear workflows, and lack of vendor-engagement strategy hold many agencies back, hindering them
from fully optimizing the capabilities of their technology.

THE ACTION PLAN

1. Equip, train, and continually upskill your team

Ensure staff have access to all the tools they need, as well as a clear understanding of updated policies,
technology workflows, vendor communication best practices, and analytics interpretation. Ensure their tools have
the resources for self-education and training, and provide a culture of continuous learning to build confidence and
capability.

2. Document and standardize workflows

From purchase request to award and from vendor onboarding to contract close-out, every single process and step
should be documented. Standardization reduces errors, supports transparency, eliminates risk, and frees your
team from redundant work so they can focus on value.

3. Engage vendors as partners

Procurement doesn’t end when the contract is awarded. Vendors and suppliers should be engaged early in the
solicitation and bidding process through clear communication, ample opportunities for question and answer,
historical performance tracking, and a clear-cut renewal strategy. A deeper vendor-relationship model supports
collaboration, competition, efficiency, and long-term value for both your agency and your stakeholders.

4. Build accountability into your process

Link workflows to KPIs like bid-to-award cycle time, vendor diversity participation, contract renewal savings, and
vendor responsiveness. Review these metrics regularly to spot trends, not just exceptions, and build on positive
results or adjust problem areas.
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PUTTINGITALLTOGETHER

A Roadmap for Your Next 12 Months

Here's a suggested step-by-step approach to align your team in readiness for 2026:

FOR 2026
1 Conduct a baseline audit of your 2 Develop or refresh your procurement
Q procurement processes, vendor data, Q strategy, ensuring it is aligned with
staffing, and technology systems. agency goals; build your flexible
procurement calendar; commence
vendor performance tracking.
3 Select or upgrade your centralized Launch vendor-performance reports;
Q procurement platform; begin vendor Q4 review KPIs, bid cycle times, vendor
communication process redesign; roll diversity metrics; integrate feedback
out staff training on workflows and loops; prepare for next fiscal year and
analytics. build continuous-improvement plan.

BEYOND 12 MONTHS

Conduct annual review of strategy, process efficiency, vendor ecosystem health, data insights, and platform
readiness for emerging tools.

Final Thoughts

It may seem daunting to take on all these tasks at once. But don’t be overwhelmed. Preparing your procurement team for
2026 is not about sweeping technology overhauls, nor is it just hoping that “things will get easier.” It's about thoughtful
alignment of strategy, people, process, and tools for better analytics and better outcomes.

When you move from reaction to planning, you give your team what they need: time, visibility, confidence, and control.

That combination will make procurement not just a cost-center but a value-center for your agency. Begin now, and your
procurement team will not just keep up —they’ll lead in the coming years.
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