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Abstract 

The purpose of this thesis is to propose a standardization model for the purchase 

process of legal professional services leveraging e-Procurement and to validate the 

benefits brought by the implementation of both, an e-Procurement tool and a new 

procurement process. The hypotheses of this thesis are applicable to the procurement 

of legal professional services of large companies with a central legal department in 

charge of managing the relations with different legal firms (legal services suppliers). The 

information presented was gathered in a large global manufacturing company with 

strong presence in Europe. The procurement of legal professional services throughout 

the entire organization was analyzed and validated by central legal department based in 

the headquarters. An innovative model for the procurement of the legal services has 

been proposed based on different findings in the current literature. Also, a model 

developed by Ronchi et al. was leveraged to quantitatively measure the benefits 

brought by the implementation of e-Procurement. The model was implemented in the 

organization with the help of central purchasing and legal departments. The results 

showed it is possible to standardize the operative procurement of legal professional 

services for end-users to perceive the same process as the one used for direct 

purchases of office supplies. In order to accomplish this, some roles and an important 

transformation within the organization must be carried out. A general model to 

implement a comprehensive procurement process leveraging e-Procurement is 

presented in this study. The conclusions are that the specialized procurement literature 

focuses very little on service procurement standardization and even less in legal 

professional services or process standardization through e-Procurement, and thus this 

study and the model introduced might work as a starting point for professional 

practitioners or academic researchers alike. Further research topics are suggested at 

the end of this study to continue research on this topic. 
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1. Introduction 

1.1 Background 

In recent years, and heightened by the economic turmoil, attention within the 

company has shifted to the procurement budget as a way of cutting costs to 

survive (Vollrath, Rehländer, Riveiro, & Berz, 2009). But the attention has not 

only been drawn as a way of reducing costs, it has become clearer the 

increasing role the purchasing function plays when it comes to the overall 

strategy of the company and the achievement of strategic goals. According to 

Vassallo, purchased products and services account for around 60% of the 

companies’ annual budget (Vassallo, Cacciatore, Locatelli, Clarke, & Jones, 

2008), and as the budget of some of the largest companies in the world 

exceed the NGP of several small countries, procurement has become a 

concern to the management team of every company. Reducing this cost is a 

large opportunity area and purchase professionals are required every time to 

reduce more costs for the companies. As purchase professionals are moving 

onto more strategic roles within the organization, where they can add the 

most value to companies, there is a rising need to cover for the clerical job 

these departments used to have in the organization, which was the 

processing of purchase orders and invoices from suppliers. Thus, in the past 

decade, there has been a boom of electronic procurement. These IT 

solutions, as in other areas of the company, have allowed an increased 

efficiency, and what is more important, an automated process to be executed 

from any department of the company that needs from little to no supervision 

from the purchase professional. This has allowed the purchasing department 

more time to concentrate in adding real value through strategic approaches to 

the organization. Booz and Company reports that in 2009, corporate 

investment on IT accounted for 1.3 trillion USD worldwide (Alvarez & 

Raghavan, 2010). 

This automation of purchases requisition and ordering has become one of the 

most common technology projects for several industries. A report from 

Gartner in 2009 showed that 25% of the transactions business to business 
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were already carried out through electronic means. IT spending across 

companies and industries keep rising year to year as technologies become 

more sophisticated and more available. 

Some technologies have come from being an entry barrier to a common tool 

in certain industries. The efficiencies brought by electronic tools have allowed 

growth for companies and so the opportunities to leverage more IT tools keep 

growing. Such is the case of procurement of direct materials in the 

manufacturing industry. Allowing the business to purchase leveraging 

electronic means, have allowed companies to focus more on their core 

business while leaving purchase requisition and ordering to an automated 

system. 

This, however, has not had a huge impact in the purchase process of different 

type of services within the companies. Although indirect goods and services 

(not related to end product) purchases account for a large portion of every 

company’s spending and represent a significant opportunity area for savings, 

executives and management teams do not tend to focus the effort of 

electronic procurement on this type of purchases. The mandatory questions 

raise then. Are there fewer benefits to be obtained from leveraging electronic 

procurement to purchase services? Are only direct materials prone to be 

purchased by electronic means? Is there a lack of interest from managerial 

teams to focus on these topics as usually services are not part of the core 

business? Or is it only a hidden opportunity area for most companies? 

Procurement literature focuses more on the purchase of direct materials 

rather than on services purchase, and even less on the purchase of specific 

services like Legal professional services. This study will try to identify the 

possibilities of aligning the procurement of Legal professional services to 

other types of purchases by using an e-Procurement tool. The main general 

question to be answered at the end of this paper is how challenging and what 

benefits, if any, brings the implementation of e-Procurement for purchase 

requisitioning and ordering of Legal professional services in a manufacturing 

company, and, if possible, present a general model that can be extended to 

other types of services and industries. To this end, a framework will be 
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defined and its success measured. The research and all the information 

related to it will be based on the findings of an actual implementation of e-

Procurement extension of a well-known ERP system. 

On one side of the research, the scope of the implementation will be 

challenged to its ultimate consequences, having the purchasing department 

considering all key stakeholders involved in the procurement of legal 

professional services. The implementation of this tool will mean less flexibility 

to each department and, thus, great resistance will be expected coming from 

all the stakeholders involved. 

On the other side, suppliers must be involved in order to have an 

uninterrupted process, which will represent another challenge as usually legal 

professional services suppliers are one of the most reactionary and 

conservative industries. Supplier involvement from the beginning of the 

implementation will be essential for a successful implementation and should 

be the basis to strengthen the relationship with legal professional services 

suppliers, which historically have not been relevant partners for indirect 

purchasing departments in companies. 

Additionally to the possibility of using an e-Procurement tool for the 

requisitioning and ordering of legal professional services purchases, the 

benefits of doing so will be calculated leveraging a model developed by 

Ronchi et al (Ronchi, Brun, Golini, & Fan, 2010) to specifically measure the 

benefits of e-Procurement for services.  

The results of this study look not only to contribute to the current academic 

literature, but to contribute to the business sphere by providing purchase 

practitioners with a model to be implemented in other industries or other 

services when implementing an e-Procurement tool for indirect services and 

goods. Reviewed literature might provide useful hints to implement e-

Procurement for services, but little has been done towards developing a 

sound and comprehensive model for requisitioning and ordering legal 

professional services. 
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This thesis, at the end, will present a general model and the results of the 

implementation in WER as well as a measurement of the benefits brought by 

it to the business. 

1.2 Objectives and Significance of the Research 

The objective of this thesis is to introduce a complete model based on 

academic research that is applicable to large companies in the 

standardization of the whole legal professional services procurement 

(requisitioning and purchasing), and possibly extend it to the purchase of 

other services. This model will gather several definitions and other models 

found in relevant literature that have been developed not only from the pure 

academic side but also greatly involving businesses. 

The literature on standardization of procurement process is very rich. 

Unfortunately, most of this literature focuses on purchases on direct 

procurement, and the ones that focus on indirect procurement, do so, 

attending only the MRO area. Only few papers and studies have been 

published in regards to enterprise services procurement processes (GIS, HR, 

Legal, Services Partners, etc) and most of them do not differentiate between 

the subsets of this big area. 

In general, the procurement of legal professional services is not a typical 

research area in the literature. I believe this is due to two reasons: the 

difficulty in being able to provide definitions for legal services purchases and 

the highly overlooked legal area by the procurement department in almost 

every organization (usually this procurement is carried out by specialized 

people educated in laws). 

The significance of this research in the literature will be to provide specific 

focus on legal services (highly overlooked by specialized literature) trying to 

apply models developed for the services procurement in general and to check 

their validity for legal professional services procurement. The model that will 

be proposed to standardize the procurement process will address specific 

challenges characteristic to the legal area. I expect this research to become a 

starting point for further research on the topic. 
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Additionally, this model will set a baseline for future transformations in the 

legal services procurement for any large organization with similar 

characteristics to the described in this thesis. This model aims to become the 

core for any e-Procurement practitioner to transform the legal services 

department leveraging any e-tool. 

1.3 Scope and Limitations 

The scope of this study centers in the purchase process of legal professional 

services for a manufacturing company. The legal professional services refer 

to the hiring of legal firms dedicated exclusively in company representations 

before legal instances excluding those areas involving legal requirements for 

the proper function of the company, such as patents and trademarks and any 

settlement on a legal court. Also, and according to the findings in the 

literature, the purchase process for effects of the model presented will center 

only on the operational side of it. This means, this study does not focus or 

recommend legal professional services supplier’s valuation or selection 

techniques nor KPIs for the proper performance evaluation of the firms, 

although it presents a general model that involves the correct sourcing of legal 

professional services as part of the overall process. The operational purchase 

process refers to the requisitioning and ordering of the services, to the service 

providing, and to the effects of leveraging an e-Procurement tool to carry out 

this process. Also the process scope includes a high level review of the legal 

professional services fees payment according to current Italian legislation and 

special taxation policies 

The major limitation of this research centers on the lack of time to measure 

actual benefits of the model implementation. In this sense, a proposed table of 

benefits to be achieved by the model is presented. But, from the point of view 

of the author, to be able to measure real results on the implementation, at 

least one year of financial numbers should be tracked for the benefits to be 

reliable. 

In the other hand, a minor limitation of this research has been the overlook of 

the sourcing and strategic purchase of legal professional services. As the 

reviewed literature suggests, this is a process that cannot be standardized for 
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goods and services, and for purposes of this study, it is not relevant as the 

usage of e-Procurement is barely visible on this stages of the process. 

Although, a future study in the field might complement very well this current 

study. 

Lastly, it is important to mention that the model and theory presented in this 

study is only relevant for large companies with regional or global presence, 

and in any case should it be considered valid for small or medium enterprises. 

Due to the research methodology employed, the utility of the model has been 

approved by both, professional purchase practitioners and professional legal 

practitioners, and thus, the author does not expect to find relevant issues in 

the process 

1.4 Chapter Organization 

This thesis will start with a thorough review of relevant literature regarding four 

main topics: procurement process, e-Procurement, procurement of services 

and relationships with suppliers. In the following chapter the research 

framework and the hypothesis will be presented along with a detailed 

explanation of the proposed model. This model will leverage several models 

and frameworks presented in the literature review.  

The chapter following the outline of the model will include two sections. Firstly 

an overall review of the as-is legal services procurement process of WER, 

followed by the future state of the process along with the expected benefits for 

the transformation. 

Finally, in the last chapter, the results thrown by the new process will be 

shown and discussed in light of the expected benefits. 
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2. Literature Review 

2.1 Procurement Process 

According to Quesada, based on Leender’s history of procurement (2002), 

initially, procurement was considered a clerical function. By the 1970s, it 

began to receive academic attention as its importance as administrative 

function became recognized. However, it was Porter’s work (1980) that 

pushed firms to think of procurement as a strategic function of the company. 

Quesada closes her summary defining procurement as all the activities 

necessary to acquire goods and services needed to achieve user 

requirements (Quesada, González, Mueller, & Mueller, 2010). 

Alternatively, Ramsay and Croom’s paper argues about the importance of 

operational purchasing and even suggest that the newly established focus on 

strategic activities push purchasing departments to overlook the operative 

side of their work. Rozemeijer’s paper gives further insight on this discussion 

by remarking the importance of the procurement models (Rozemeijer, 2008). 

He concludes by clearly defining the strategic approach of purchasing 

department as those activities that directly affect the strategic position of the 

company within the marketing, while the operational purchasing should be 

regarded as those activities that are supporting the strategic view by 

addressing key suppliers and other important functions of the purchasing 

department. He finalizes by differentiating these operational activities from 

clerical functions like invoice processing, which add little value to the overall 

purchase process within the organization. 

Nowadays there is a big difference in companies between different 

departments and how they can impact on the company performance. 

Financial managers can usually track flows of money from one end to the 

company to the other, while purchasing executives cannot see who is buying 

what from whom (Kanakamedala, Ramsdell, & Roche, 2003). This difference 

has become more obvious with the introduction of ERP systems that 

centralize all the financial information of the company but have largely 

disregarded the procurement process until recently. 
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A big opportunity, according to Sanchez, in the field of purchasing is the 

standardization of processes. His study throws results that indicate the 

standardization of the process has a significant positive effect on purchasing 

and business performance (Sánchez-Rodríguez, Hemsworth, Martínez-

Lorente, & Clavel, 2006). For Sanchez, the found positive impact on the 

business performance, produced by the standardization of the purchase 

process, is one of the main factors to be able to sell the business case for 

such a project to the high management of the company and having the 

investment giving some return. However, Sanchez does not show any type of 

model to measure this return. 

Direct procurement addresses all components and raw materials that are 

used in the manufacturing process of a finished product, whereas indirect 

procurement relates to products and services for maintenance, repair and 

operations (MRO) and focuses on products and services that are neither part 

of the end product nor resold directly (Puschmann & Alt, 2005).  

In Smeltzer we find a detailed purchase process with 15 steps, validated by 

purchasing professionals (Smeltzer & Ogden, 2002). These steps are 

represented in Table 2.11. 

In contrast, according to Puschmann, procurement is divided in two 

categories, strategic and operative. Figure 2.11 shows graphically the 

different steps in the procurement overall process and to which category each 

belongs. 

This process resembles a more elaborated model based on Van Weele’s six-

step model, which consists of two parts – supplier identification and contract 

management (Van Weele, 2005). The supplier identification stage, which 

involves Specify, Select and Contract, is the Strategic stage in Puschmann. 

While the contract management stage, which involves Order, Expedite and 

Evaluate, resembles the Operative procurement in Puschmann. Along this 

line, de Boer (de Boer, Holmen, & Pop-Sitar, 2003) agrees with the separation 

of purchasing activities into tactical and operational activities. Tactical 

activities in de Boer includes specification of the need, selection of a suitable  
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Table 2.11. Purchasing Process Description 

1 Write product specification or statement of work 

2 Select suppliers 

3 Ability to forecast future supplier performance as a result of 

past performance 

4 Trust in continuous performance reliability  

5 Flexible delivery schedule 

6 Transport from one location to another 

7 Determine total cost 

8 Negotiate prices 

9 Compare supplier’s capabilities 

10 Evaluate performance 

11 Develop long-term relationship 

12 Establish target cost 

13 Manage early supplier involvement 

14 Conduct selection by supply or sourcing teams 

15 Make quantity purchases 

 

 

Figure 2.11 – Puschmann’s procurement process 
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supplier, and negotiation and contracting. While operational includes order 

placement and monitoring of goods receipt. 

The main difference between these models is the evaluation step at the end, 

which for Van Weele is essential in the procurement of services and is found 

in neither Puschmann nor de Boer. 

Parikh study adds helpful insight by differentiating large purchases from small 

purchases (Parikh & Joshi, 2005). He states that there is an underlying need 

in the organizations to separate the process for both type of purchases as the 

cost for large purchases generate higher administrative and overhead costs 

for small purchases which ultimately delay the overall process. He defines 

large purchases as those with high volume, large spending amount, more 

frequent utilization, more specific or preventive use. In the other side, small 

purchases are defined as miscellaneous goods and services often purchased 

in small amounts, high variety, occasional utilization and unexpected use. The 

main contribution from Parikh’s study is that he introduces an initial step on 

the process for small purchases as a spending control for this type of goods 

and services.  

In Hardt (Hardt, Reinecke, & Spiller, 2007), it is established that in order to 

have a high performance organization, it is essential to involve purchasing 

department from the beginning of the planning phase of the organization’s 

strategy. Hardt argues that in order to achieve this, purchasing department 

must rely on top talent to gain credibility among other departments. This top 

talent, he adds, is not only based on purchasing and negotiation skills, but is 

also based on managing product specifications and demand. This knowledge 

will allow purchasers to get involved from the beginning and to add more 

value than that achieved through buying power.  

Driedonks summarizes the key factors for a purchasing team to be effective 

for the organization and to really add value when interacting with other 

departments of the organization (Driedonks, Gevers, & van Weele, 2010). 

Driedonks model to improve the effectiveness of the team is represented in 

Figure 2.12. 
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Karjalainen adds on the discussion the value of having a centralized 

procurement department within the organization (K., 2010). His study is based 

on the cost effects of this centralization that are calculated by comparing the 

costs of both, a centralized and a decentralized purchasing department when 

preparing a reverse auction process and the cost savings of the goods or 

services purchases by different business units and the possible synergies 

created by similar goods or services. This is overall important for the 

procurement of services, as most of the times, different business units have 

the need for similar type of services but does not have the overall visibility of 

the service suppliers for all the organization. A centralized purchasing 

department that possesses the control of all the supplier of an organization 

can then save costs by leveraging on the same supplier to deliver the same or 

similar services for different business units. Thus, the price savings of the 

purchases reduces due to a centralized purchasing. Karjalainen concludes 

that the savings increase proportionally to the number of business units that 

have their purchases centralized. These benefits are outlined in Figure 2.13. 

Figure 2.12 – Driedonk’s effective team model 
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Baker and Saporito add to the discussion a fundamental factor that will allow 

purchasing groups to achieve an important role within the organization, and 

this is the involvement of the purchasing function with the finance function 

(Saporito, 2007). For them, it is essential a close collaboration between both 

departments in order to have any cost cut generated by the purchasing group 

impacting directly the bottom line measures of the finance department. There 

must be an agreement on how to measure savings and how this information 

will help CFOs to best use the value created by purchasing groups. 

On the strategic side of the purchasing process, Schoenherr argues about the 

usefulness of the reverse auction process and when is it better to use it 

(Schoenherr, 2010). In his paper, he concludes that the two types of reverse 

auction (online and offline) depends mostly on the type of good or service that 

is being purchased. Thus, less strategic purchases, such as basic goods are 

most likely to be fit for the online reverse auction process, whilst on the other 

hand, complex and strategic purchases, like most services are hard to fit 

within the online reverse auction process and are usually carried out through 

offline processes. Schoenherr’s conclusion is relevant to this thesis, as it 

Figure 2.13 – Karjalainen’s savings behavior 
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underlines again, the difficulties to standardize the whole purchasing process 

from sourcing to ordering on an e-Procurement tool.  

About external factors affecting the overall purchasing process, Sanchez-

Rodriguez discusses benchmarking as process that affects directly the 

purchase departments when purchasing goods or services (Sánchez-

Rodríguez, Martínez-Lorente, & Clavel, Benchmarking in the purchasing 

function and its impact on purchasing and on business performance, 2003). 

Sanchez-Rodriguez concludes that benchmarking can be implemented in 

companies as a process that facilitates more advanced practices for 

purchasing, to have more challenging goals, and to understand the position of 

the company’s purchasing department when compared to competitors.  

 

2.2 Procurement of Services 

According to Brandon, purchases of services within organizations have low 

volume and high variety of services, when compared against the purchase of 

goods (stationary, MRO, etc).  Brandon elaborated a mapping of the type of 

purchases done within a company which is illustrated in Figure 2.21 

(Brandon-Jones & Carey, 2011). According to this study, the purchase of legal 

professional services is the type of purchase which varies the most and which 

is the least ordered throughout the company (although no spending for each 

category is analyzed). 

De Boer introduces the term non-product related goods and services (NPR) 

as the purchases that include all goods and services other than those used in 

the organization’s primary operations (de Boer, Holmen, & Pop-Sitar, 2003). 

This means the sum of all purchases for non-manufacturing and retail 

companies (banking, government, hospitals, etc) are considered as NPR, 

while in manufacturing and retail organizations, NPR represent around 30% of 

the total expenditure. 
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Selviaridis bases his study on the assumption that services’ sourcing requires 

special specification and procurement practices due to their intangible and 

heterogeneous nature (Selviaridis, Agndal, & Axelsson, 2010).  

Selviaridis describes procurement of services, leveraging on the service 

sourcing process detailed by Fitzsimmons (Fitzsimmons et al., 1998), as the 

process of sourcing services by outlining the specifications, select the 

supplier, agree on a contract, implement the service and measure the service 

(Selviaridis, Agndal, & Axelsson, 2010). In his paper, Selviaridis submits that 

services procurement is mostly outlined according to the service definitions. 

But these definitions are not only the ones corresponding to the first step of 

the sourcing process, but also involve a redefinition during and after the 

contract negotiation and the business requirements evolve and assumptions 

are revisited. Service definition is thus, an ongoing negotiated process 

(Selviaridis, Agndal, & Axelsson, 2010). The conclusion of his study is that 

there are five factors that destabilize the service definitions during the whole 

process, and these are: 

 Sourcing capability: this depends entirely on the buyer, and it affects 

the first part of the process. Higher sourcing capabilities will destabilize 

the definitions during the selection of the supplier 

Figure 2.21 – Brandon’s purchase’s types mapping 
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 Supplier expertise reliance: as well as the previous factor, the higher 

the reliance on the supplier, the more possibilities for the (poor) 

definitions to be destabilized during the selection of the supplier 

 Complexity: this refers to the complexity of the service. The more 

complex the service is, the more likely definitions will be destabilized 

during the contract negotiation with the supplier 

 Relationship continuity: the higher the relationship with the supplier is, 

the more the definitions will be destabilized during the implementation 

of the service by the supplier 

 Adaptive interactions: finally, service definition destabilization also 

results from the ongoing buyer/supplier interactions during the sourcing 

process after the contract negotiation is finalized 

Additionally to this, de Boer summarizes the characteristics of services 

procurement as follows (de Boer, Holmen, & Pop-Sitar, 2003): 

 Wide range of services purchased from a large base of suppliers 

 Time consuming due to the non-standardization of the services 

purchased in small orders 

 High end user involvement, which implies that services’ procurement 

occur everywhere in the organization 

 A lot of money is involved in this type of procurement (this statement is 

backed by the rest of the literature which presents numbers of high 

cost savings and percentages of expenditure for services procurement 

as more than half of the total expenditure of a several companies – 60 

and 70% of total expenditure as presented in van Weele (Van Weele, 

2005)) 

At this point, Ramsay’s contribution is worth to mention, as his paper looks 

into studying the relevant literature and theories and for what type of 

organization this is valid (Ramsay, 2008). Basically, Ramsay differentiates 

among companies of large and small size and advises that all the new 

processes outlined in different literature should not be applied to any type of 

company. He concludes that there is a great lack of research for small and 
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medium companies and that following the approach of one-fits-all outlined for 

giant companies will just not work in most cases. 

In Van der Valk (van der Valk & Rozemeijer, 2009), the difficulties arisen in 

the process to purchase services are analyzed through the study of the 

existing literature. The paper opens with the statement that the same 

characteristics of services (intangibility, heterogeneity, simultaneity, and 

perishability) directly affect the purchasing process. The study also argues 

that the main difference between buying goods and services is the interaction 

between the buyer and the supplier throughout the process. This interaction is 

the interactive process between both parties during the production and 

consumption of the services. Other authors agree on this particular topic 

adding that the added value of the services is created during this process. 

Van der Valk’s results show that there are three main problem areas in the 

procurement of services: 

 Specifying the service 

 Defining the specific content of a service level agreement 

 Evaluating the performance of the supplier 

These three areas are linked to the specifications of the services and the 

paper’s results show there is reluctance in companies to invest enough time 

and resources on this effort. For Van der Valk, the success of the purchasing 

is determined by this stage of the service procurement process and the 

measurement of the fulfillment of these specifications must be reflected in 

KPIs that will help the organization keep track on the specifications after the 

service is provided. 

To prove the difference between purchasing goods and services, Smeltzer 

ran a study which results show that purchasing professionals do perceive a 

difference between the two processes and its complexity. The results also 

show that professionals perceive services as a more complex task, while 

managers perception is the opposite as for them goods are more complex 

(Smeltzer & Ogden, 2002). 

On purchasing services, Dutzler, from Booz & Company, highlights two critical 

factors in the procurement process that need to be addressed by the 
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organization and purchasing department (Dutzler, Houston, & Turner, 2009). 

Firstly, he mentions the lack of consistency in the bidding process across the 

organization to purchase services. This is a consequence of the lack of 

visibility of different services and the silo thinking among business units 

impeding a consistent approach when hiring services. Secondly, Dutzler 

mentions the time spent on process related activities by the service 

professionals. This time, he states, can be reduced by the implementation of 

more efficient processes aligned with purchasing professionals, which in 

return allow more efficiency in each business unit’s activities and more 

strategic related activities – more efficient sourcing leads to greater 

effectiveness.  

Linked to this, de Boer focuses his paper in studying the active participation of 

a specialized purchasing department in the procurement of NRP (de Boer, 

Holmen, & Pop-Sitar, 2003). He argues the problematic for the purchasing 

department to be involved in all the purchases of an organization according to 

Figure 2.22. 

 

Figure 2.22 - Boer’s purchasing department involvement 
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Additionally to this model, de Boer, makes an important contribution by 

pointing out the utility of resources from each department with basic 

procurement skills that will allow the department to manage some purchases 

on its own without the involvement of the purchasing department, which in 

return will only participate in activities in which the specialization of its 

resources will truly add value to the overall business. This point is reinforced 

by Sonmez, whose study concludes that in most firms there is no formal 

procurement process established and, thus, employees selecting professional 

services base their decisions on ―gut-feelings‖ and subjective judgments. 

Sonmez concludes that purchasing professionals should not only contribute in 

putting together a procurement process but also helping the company in 

quantifying those subjective criteria (Sonmez & Moorhouse, 2010). 

Following the same line, Werr, in his paper on purchasing professional 

services, argues that the involvement of purchasing department on the 

procurement of these services is the ultimate challenge for buyers (Werr & 

Pemer, 2007). He presents a study of several companies on which he 

concludes that the inclusion and commitment of top management (starting 

from CEO) is crucial for the involvement of purchasing department when 

procuring professional services. With this, he adds, managers, who felt before 

exempt of this, will be pushed to following the purchasing procedures. On the 

other hand, purchasing department status within the organization needs to be 

very strong, as this will also greatly contribute on their involvement in what it 

may be regarded as a well-reputed purchasing by other departments. Finally, 

completing the previous analysis, Werr insists on the need of procurement 

function to follow up the professional services spending and performance to 

detect any non-compliant users. For this, he adds, leveraging systems, such 

as an integrated ERP, is a good option. 

 

 



26 Literature Review 

 

 
 

2.3 e-Procurement 

Literature on e-Procurement has grown in the past 15 years as the field of 

study has attracted the interest of managers and researchers all alike. For the 

purposes of this thesis, e-Procurement of direct materials will be largely 

ignored and the focus will be mostly on indirect materials purchases. This 

section of the review will contain a mapping of e-Procurement within the 

organization´s processes, an analysis on e-Procurement definition, e-

Procurement as part of the organization, and benefits of e-Procurement. 

2.3.1 e-Procurement definition 

Pearcy includes two definitions in her study, from Presutti (2003) that defines 

e-Procurement as a technology solution that facilitates corporate buying using 

Internet, and Min and Galle (2003) that define it as a business-to-business 

purchasing practice that utilizes electronic commerce to identify potential 

sources of supply, to purchase goods and services, to transfer payment, and 

to interact with suppliers (Pearcy & Giunipero, 2008). Quesada, in the other 

hand, argues that e-Procurement is not limited to the procurement through 

Internet and that it includes a broader range of electronic means that can be 

leveraged (Quesada, González, Mueller, & Mueller, 2010). 

Puschmann on the other side, says that there are three development stages 

that define the term e-Procurement – first, a system created to reorganize 

MRO supply chains, then a system to involve end user (requester) in the 

procurement process to close gaps in the purchase of indirect materials, and 

finally, an involvement of electronic markets to the procurement process (e-

Markets) (Puschmann & Alt, 2005).  

In Ronchi (Ronchi, Brun, Golini, & Fan, 2010), we find a table compiling other 

authors’ definitions extracted from Tatsis (Tatsis et al., 2006). These 

definitions are shown in Table 2.31 and are categorized into the different 

components of e-Procurement. For the purpose of this paper, e-Procurement 

will be defined in the framework of this table as I consider it to be the most 

complete definition compiled in the literature. 
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Table 2.31. Definition of e-Procurement 

Author Definition 
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Alaniz and 

Roberts 

(1999) 

e-Procurement refers to 

Internet solutions that 

facilitate corporate 

purchasing 

X X X  X   

Morris et al. 

(2000) 

e-Procurement is a series 

of steps from the 

formulation of the 

purchasing corporate 

strategy to the actual 

strategy to the actual 

implementation of an 

Internet based 

purchasing system 

 X X  X   

Aberdeen 

Group (2001) 

e-Procurement is the 

creation of private, web 

based procurement 

markets that automate 

communications, 

transactions and 

collaboration between 

supply chain partners. It 

is about enhancing 

collaboration, stream 

lining processes, 

controlling costs, and 

enhancing information 

exchange within and 

 X X X X X X 
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across organization 

boundaries 

Chaffey (2002) e-Procurement should be 

directed at improving 

performance for each of 

the five rights of 

purchasing which are 

sourcing items: at the 

right price, delivered at 

the right time, are of the 

right quality, are of the 

right quantity, form the 

right source 

    X X X 

 

Park outline the procurement process within an organization with all its 

implication in other areas and all stakeholders affected by it, and presents a 

map of how the architecture of an e-Procurement tool fits into the overall 

process (Park, Shin, Chang, & Park, 2010). This mapping is represented in 

Figure 2.31. 

 

 
Figure 2.31 – Park’s e-Procurement and purchasing department 
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2.3.2 e-Procurement in the Organization 

The issue of automated purchase belongs to the area of e-supply chain 

management (Rantala & Hilmola, 2005), as procurement is a major part of the 

supply chain management (Puschmann & Alt, 2005). According to the 

majority of the literature available, e-Procurement has been more related to 

the procurement of direct materials. Thus, there are still paper-prone and 

labor-intense processes for indirect purchases that harbor large inefficiencies 

(Puschmann & Alt, 2005). Companies take advantage of e-Procurement 

because of its capacity to provide vast amounts of information at a lower cost 

and real time. (Garrido, Gutiérrez, & San José, 2011). 

According to McKinsey, ERPs have been more focused on the finance and 

controlling side of the company and the development of e-Procurement tools 

is very recent. These tools need, in order to provide the whole picture of 

procurement, to consolidate general ledger and invoicing systems 

(Kanakamedala, Ramsdell, & Roche, 2003). In Figure 2.32, McKinsey 

research shows the functions that e-Procurement tools were covering with 

their offers in 2003. The software has, of course, suffered dramatic 

improvements in eight years, but the figure helps to understand what the aim 

of e-Procurement tools is. 

Puschmann adds in his papers that prior to e-Procurement the purchasing 

departments were more involved in non-strategic tasks (transforming requests 

into POs, ensuring allocation of invoices, etc) with the buyer having little 

influence over the choice of suppliers and the purchased products. With the 

introduction of e-Procurement and Internet technologies, Puschmann 

continues, the purchase process becomes faster and more efficient and 

bypasses purchasing departments, enabling those departments to focus on 

the more strategic tasks (Puschmann & Alt, 2005). However, as pointed out 

by McKinsey, e-Procurement can automate policies and processes already in 

place, but they cannot devise new ones. The automation of the process will 

improve the procurement process and diminish time to receive goods and 

services in some cases, but this does not ensure an improvement on the 

procurement process from the strategic point of view of the company  
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Figure 2.32 – McKinsey’s e-Procurement tools functionality 

Figure 2.33 – Kanakamedala’s process change 
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(Kanakamedala, Ramsdell, & Roche, 2003). This change in processes is 

represented in Figure 2.33. 

However, despite the potential benefits that e-Procurement can bring to an 

organization, companies’ adoption of e-Procurement has been slow. Quesada 

presents in her research data obtained from different sources showing this 

tendency. It is significant to mention the results of the study of Gunaserakan 

(2008). In this study, 80 percent of industry respondents agreed that the use 

of Internet is important in procurement, but only 20 percent has actually 

adopted e-Procurement tools (Quesada, González, Mueller, & Mueller, 2010). 

Croom differentiates on his paper the external customer from the internal 

customer who will be using the e-Procurement software and introduces an 

important concept to measure the service performance as internal consumer 

satisfaction (Croom & Johnston, 2003). He says that a satisfied internal 

customer will most likely reuse the system, and, thus, he concludes that 

internal customer’s satisfaction of e-Procurement is a critical factor for the 

implementation of any system. 

Smart presents a framework of drivers for e-Procurement adoption (Smart, 

Exploring the business case for e-procurement, 2010) that is shown in Figure 

2.34. 

 
Figure 2.34 – Smart’s e-Procurement adoption 
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Puschmann states that the use of standards plays a critical role in e-

procurement – catalogues, data and most important processes (Puschmann & 

Alt, 2005). The standardization of the process for the e-Procurement tool is a 

redesign of the process focusing on: 

 Reduction or elimination of authorization stages 

 Regulation of exceptions to a limited degree 

 Elimination of paper 

 Integration of suppliers in the entire process chain 

 Consideration of the complete process, from searching products to 

invoicing 

According to the study of Puschmann, e-Procurement is merely a non-

technical issue. The effort undertaken to implement e-Procurement as a 

strategy is mostly spent on organizational aspects and redesign of 

procurement processes rather than on technical questions (Puschmann & Alt, 

2005). For instance, purchasing department needs to assign ownership of 

spending on any particular product to the group that knows the most about it 

and to help that group to share the responsibility with all other parties using it 

(Kanakamedala, Ramsdell, & Roche, 2003). Another critical factor to be taken 

into consideration when attempting to implement e-Procurement is building a 

functional, reliable, and business-wise product data management system that 

allows all the organization to easily identify the products they are seeking to 

purchase (Rantala & Hilmola, 2005). 

On the same line Gebauer contributes with his study by stating the flexibility 

requirements of the e-Procurement system according to the requirements of 

the business (Gebauer & Lee, 2007). This is of essential importance when 

talking about procuring services. This description is found in Figure 2.35. 

Adding on this, it is important to point out the importance of creating synergies 

to improve the overall purchase process. Smart’s study on developing a 

decision making framework in order to create synergies discusses about a 

very significant factor to achieve these synergies in order to facilitate the 

purchasing pool (Smart & Dudas, Developing a decision-making framework 

for implementing purchasing synergy: a case study, 2007). Smart mentions 
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that standardizing specifications for purchases across the company is 

essential not only to reduce costs, but to have a more efficient purchasing 

process. This standardization has as a critical factor the coordination of 

different business units within the organization. Thus, the standardization 

seek by the implementation of e-Procurement tools, according to Smart, is 

based on the synergies that can be created among different business units 

within the organization. 

 

 

According to Ronchi, e-Procurement offers different solutions depending on 

what part of the purchasing process will be automated (Ronchi, Brun, Golini, 

& Fan, 2010). These functionalities are: 

 Catalogues: electronic catalogues that allow users to browse among 

different products and services offered by different suppliers 

 Repository and Content Management: content of the catalogue is 

maintained over time according to changing agreements with the 

suppliers 

 Rfx: possibility for the user to place a request for quotation, a request 

for information or  a request for proposal to suppliers 

 Workflow: authorization hierarchies in order to approve the purchase 

Figure 2.35 – Gebauer’s e-Procurement system’s flexibility 
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 System Integration: information processed by e-Procurement needs to 

be integrated with ERP system 

 Order tracking and tracing: user might be able to check the order status 

or the entire history 

 Electronic Invoicing: processing of electronic invoices to be approved 

by the customer 

 Reporting: platforms to be able to develop specific reports in order to 

support the analysis of spending 

 Order Placement: order to be directly placed to the supplier 

Alvarez, in his report for Booz and Company, underlines another important 

factor for the implementation of an e-Procurement system within the 

company, which is the early on-boarding of the company’s leadership (Alvarez 

& Raghavan, 2010). According to Alvarez, one of the key success factors is 

the full support from the CEO, as an e-Procurement implementation will most 

likely affect most departments throughout the organization. Additionally to the 

support from the CEO, he continues, primary leaders throughout the 

organization must be on-boarded from the early phases of the implementation 

in order to ensure less resistance from different departments.  

Brandon study on the quality of an e-Procurement implementation and its 

effect on the compliance by users (Brandon-Jones & Carey, 2011), remarks 

the importance of ensuring the usage of the system by end-users. Most of the 

failed implementations are due to non-compliance from big sectors in the 

organization which ultimately will reduce the potential added value that the 

system could have brought to an organization. Brandon describes non-

compliance as the failure of individuals to comply with an e-Procurement 

system when placing orders or the failure to use mandated contracts. This 

definition remarks two relevant concepts when implementing e-Procurement 

compliance to system and compliance to contracts. The key factor, for 

Brandon, for which end-users do not comply with the system is related to the 

maverick spending, this is purchases outside established procedures or 

contracts that do not add value to the company and how this type of 

purchases are perceived by end-users as more efficient rather than following 

a formal process. 
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Brandon’s study shows interesting results in regards to the dimensions 

influencing the compliance of the end-user with the process implemented with 

an e-Procurement tool. From these dimensions, the most important one is the 

professionalism of the purchasing department to support the implementation 

of the new process and the e-tool. Thus, a critical factor for the 

implementation of the e-Procurement tool is the ability or inability of the 

purchasing professionals to support any issue or problem related with the 

system or the process. Other important dimensions that affect the compliance 

of end-users are content (data found in the system and easiness to find it), 

processing (efficiency of the process itself), and specification (compatibility of 

the e-Procurement tool with systems of other departments within the 

organization such as the finance system). 

Following Brandon’s studies, Schotanus discusses how purchasing groups 

should work in order to be successful and to be able to properly function 

(Schotanus, Telgen, & de Boer, 2010). He concludes in his paper that the 

following success factors are critical: no enforced participation, sufficient total 

contribution of efforts and knowledge, and communication. These factors are 

valid as well when describing the needs of the purchasing group to support an 

implementation of e-Procurement. This will allow a strong interorganizational 

support structure which will result in the professional image and support 

Brandon talks about in his paper. 

Finally, Caniato introduces different levels of adoption within the organizations 

that are adopting an e-Procurement tool (Caniato, Golini, Luzzini, & Ronchi, 

2010). His study differentiates between high level adopters and low level 

adopters, and the result of his study shows that the level of adoption depends 

primarily on the goals the organization set to achieve with the implementation 

of e-Procurement. Caniato talks about low adopters when the only goal 

pursued with the implementation was efficiency. In the other hand, high 

adopters are those which aimed at more complex benefits such as 

transparency and control. Caniato also concludes that there are more and 

less relevant factors affecting the low or high level of adoption. These factors 

are the technology (complexity and features of the actual e-Procurement 
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system) and the adoption among the end-user of the organization (average 

use and product categories). 

2.3.2 Benefits of e-Procurement 

Pearcy starts her research stating that e-Procurement systems are usually 

adopted by companies aiming to reduce risks and improve efficiency of the 

procurement process, but at the end there are other more significant benefits 

for both, buyers and suppliers. Out of these benefits, overcoming the silo 

mentality within the organization (integration) is arguably the most important 

(Pearcy & Giunipero, 2008). This integration is achieved when firms 

effectively coordinate multiple processes on an enterprise-wide basis. 

In order to fully receive all the benefits possible out of an e-Procurement tool, 

results shown in the benchmarking exercise of Puschmann show that the 

implementation of an e-Procurement tool is directly affected by five factors 

(Puschmann & Alt, 2005): 

1 Realignment of the purchasing operation 

2 Reorganization of the procurement process 

3 Preparation of catalogues offering the right amount of good quality content 

4 Embracement of suppliers at an early stage 

5 Integration of e-procurement and back-end systems 

In a broader study, Angeles prepared a list of key factors for the success of e-

Procurement based on an extensive literature review of the topic (Angeles & 

Nath, 2007). The list is presented in Table 2.32. 

In the other hand, Angeles also presents a table that enlists a review of e-

Procurement challenges found throughout relevant literature (Angeles & Nath, 

2007). These challenges are presented in Table 2.33. 

Literature proving in studies the benefits of e-Procurement is broad and in 

many industries. Puschmann summarizes the benefits found stating that e-

Procurement enables companies to decentralize operational procurement 

processes and centralize strategic procurement processes as a result of the 

higher supply chain transparency provided by e-Procurement systems 

(Puschmann & Alt, 2005). Furthermore, Quesada recognizes specific benefits 

such as better coordination with suppliers, quicker transaction times, higher  



37 Literature Review 

 

 
 

Table 2.32. Factors for successful e-Procurement 

Deploy a balanced catalogue selection strategy 

Analyze purchasing behaviors of end-users 

Consolidate suppliers and contracts 

Involved preferred and strategic suppliers in planning for e-

Procurement 

Select e-Procurement software and services following the 

development of a solid business case 

Reduce the number of suppliers 

Understand preferred supplier technology plans and their 

ability to support e-Procurement initiatives 

Enforce on-contact buying with preferred suppliers 

Re-engineer all affected business applications effectively 

Centralize control of contracts , product data, catalogues, and 

price updates for indirect procurement 

Implement and maintain computerized rules governing 

procurement 

Give individual and unit spending a lot of visibility 

 

Table 2.33. e-Procurement Challenges 

Immaturity of market place services 

Immaturity of suppliers 

Immaturity of consulting services  

Pricing model immaturity 

e-Procurement software immaturity 

Hard to keep controls and data management standards 

Lack of standard interchange formats for e-Procurement 

Internal end-user resistance to learn multiple procurement 

systems 

Project costs overrun in catalogue realization, implementation, 

etc. 

Difficulty of eliminating maverick buying 
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flexibility, better supplier integration, and lower costs (Quesada, González, 

Mueller, & Mueller, 2010). 

One of the most important benefits found in literature is in Croom. He argues 

that the most relevant benefit out of the implementation of e-Procurement is 

the adherence to the purchasing process itself by all the groups in the 

organization (Croom & Johnston, 2003). He argues that e-Procurement 

should impact the following dimensions of internal customer satisfaction: 

responsiveness (speed), availability, flexibility (range) and care (faster 

problem resolution). 

In his paper, Smart not only limits to mentioning the well defined benefits of e-

Procurement, but also lists some disadvantages. Among the benefits he cites 

lower purchasing costs, achieving compliance to contract (ignored by other 

researchers), improved communications, enhanced planning and reduction in 

transaction costs, faster cycle times, and improvement in procurement 

personnel efficiency. These are widely used by other researchers. Smart´s 

contribution are mainly gathering the disadvantages presented by other 

researchers, that include technology immaturity, problems in implementing 

change, potential conflicts with suppliers, inability of small and medium-sized 

enterprises to materialize savings, and cost of implementation (Smart, 

Exploring the business case for e-procurement, 2010). Angeles and Nath, 

present, not the disadvantages, but the challenges that most companies face 

when implementing e-Procurement: lack of system integration and 

standardization, immaturity of e-Procurement market services, and maverick 

buying/difficulty of integrating e-commerce with other systems (Angeles & 

Nath, 2007). For Smart and Angeles, two key challenges to overcome in order 

to achieve all the benefits possible are the change management of people 

and the organization (critical for any IT implementation) and participation of 

suppliers in the standardization of the process. Furthermore, Smart enlists a 

number of causes that might hinder the achievement of benefits. This list was 

obtained from a study based on case studies of large companies and are 

listed in Table 2.34, and differ from Angeles results in that these are obtained 

from real case studies, while Angeles’s factors and challenges are a 

recompilation of what has been introduced in the literature. 
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According to Puschmann, there are two categories of benefits to be obtained 

by leveraging e-Procurement: efficiency (process, products and inventory 

savings) and effectiveness (proactive management of key data and higher 

quality purchasing decisions. These benefits are not only a potential of the 

purchasing group, but for all the stakeholders involved – users, authorizers, 

invoice verification department, etc (Puschmann & Alt, 2005). In fact, 

McKinsey´s research shows that pushing procurement through e-

Procurement will not deliver full benefits, but it is purchasing on good 

principles leveraging e-Procurement that will deliver the most cost savings 

and hence will make the investment worthwhile (Kanakamedala, Ramsdell, & 

Roche, 2003). 

Table 2.34. Factors affecting implementation of e-

Procurement 

Unclear original business case 

Poor legacy systems and data 

Visibility on spend not solved 

Need to use suppliers’ systems to get best deal 

Change management 

Training requirements 

Different accounting/reporting rules globally 

Misunderstanding of what the technology could deliver 

Finding new people with right skills 

Integration of external platforms 

Wrong targets set initially 

Redefining tasks and roles 

Role of internal communications 

Not possible to add all suppliers 

Buying systems not user-friendly 

Software needs updating over time 

Reducing supplier numbers proved difficult 
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In her study, Quesada concludes that the implementation of an e-

Procurement tool can bring positive impacts on procurement activities, and 

thus will facilitate the development of operational tasks of the procurement 

department. Along this result, her study also proves perceived positive 

impacts on procurement performance after aligning e-Procurement with good 

procurement principles. Finally, the study speaks about short and long-term 

benefits. The short-term benefits are brought by the implementation of e-

Procurement (and are the most visible and easy to measure). In the other 

hand, long-term benefits will be brought by leveraging e-Procurement to 

redesign the procurement activities and aligning to good procurement 

principles (difficult to measure) (Quesada, González, Mueller, & Mueller, 

2010). 

Pearcy insists as well that in order to achieve integration of the supply chain 

through e-Procurement, technology adoption is not a panacea and that 

effective integration relies heavily upon the implementation of sound corporate 

strategies and policies as well as day-to-day practices of decision makers and 

front-line personnel (Pearcy & Giunipero, 2008). 

Ronchi presents a table compiling the most common benefits described in the 

literature along with the most complete definition of each of them (Ronchi, 

Brun, Golini, & Fan, 2010). This table is shown in Table 2.35. Additionally, he 

presents a model to estimate the benefits on a quantitative way for services 

procurement. 
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Table 2.35. Ronchi’s e-Procurement benefits 

Benefit Description 

Control 

e-Procurement allows the real time control of 

the internal spending which is related to the 

reporting system. Always more firms want to 

have fast and reliable control of the spending, 

comparing it with the budget, so as to spot 

problem quickly. 

Transparency 

e-Procurement allows maximum transparency 

both internally and in the relations with 

suppliers, in terms of contractual conditions, 

time and terms of each order, order tracking and 

tracing, etc. 

Maverick buying 

e-Procurement prevents single users or buyers 

from purchasing outside the negotiated 

contracts and from different sources. Maverick 

buying is considered a relevant cause of internal 

inefficiency and increase in the total cost of 

ownership of the purchased goods and 

services. 

Decentralization 

The possibility to let users across the 

organization order items autonomously, within a 

pre-negotiated contract, thus reducing clerical 

work for the purchasing department and giving 

higher autonomy to final users. 

Supply base rationalization 

Supplier base rationalization: e.-Procurement 

supports the reduction and restructuring of the 

supplier base, which is often a general goal of 

the purchasing department, and consolidated 

the spending. 
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2.4  Suppliers’ Relations 

Most of the literature reviewed about relations with suppliers during the 

implementation of e-Procurement finds a cornerstone in that suppliers’ 

participation in the implementation of e-Procurement is essential for it to be 

successful. Puschmann insists on on-boarding suppliers early in the process 

(Puschmann & Alt, 2005), while Smart points that one of the most critical 

challenges for e-Procurement is the resistance of suppliers to be part of a 

more integrated chain (Smart, Exploring the business case for e-procurement, 

2010). This resistance comes from the fact that suppliers will not receive 

benefits from the e-Procurement adoption, and thus will entail resistance to 

the mechanism. 

In his paper, Park analyzes the possibilities of using e-Procurement (SRM 

specifically) to boost the relationship between suppliers and company (Park, 

Shin, Chang, & Park, 2010). In his study, he develops a comprehensive 

framework that helps linking each function of SRM (SAP e-Procurement tool) 

and connects them. This proposed framework is presented in Figure 2.41. 

 

 

This framework represents how SRM helps in the continuous improvement of 

the relationship with the supplier. 

Steinle talks of suppliers as strategic partners for the company, and while his 

study focuses on suppliers of parts and goods, there are some relevant points 

that may as well apply for services and in specific legal professional services 

suppliers. Steinle argues that a preferred supplier, if selected appropriately, 

can bring competitive advantage to a company, and while this is clearer for 

suppliers of parts, a legal professional services supplier might act as well as a 

preferred supplier bringing unforeseen benefits to the company such as 

Figure 2.41 – Park’s SRM link to purchase process 
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unparallel advise on legal related issues (Steinle & Schiele, 2008). Steinle 

also argues about the difference of working with a global supply base and a 

cluster supply base. This is quite important for services such as legal ones, as 

it is almost impossible nowadays to have a global supplier of legal 

professional services due to different and complex regulations in every 

country. In Europe the situation is more notorious due to localized legislations 

and limitations in regards of languages in different countries. Steinle favors 

the consolidation of clusters of suppliers, which will allow the company to 

better understand the importance of external resources building cluster-

membership of suppliers to support the procurement strategy. 

Hartmann adds to this discussion by concluding that purchasing managers 

cannot just aim to have an international supply base. According to the results 

of his study in different companies, a regional sourcing strategy can only be 

achieved under certain circumstances (mainly organizational design of the 

companies), which are not fit for the purchase of legal professional services in 

different countries (Hartmann, Trautmann, & Jahns, 2008). 

Kakouris proposes a simple decision criteria framework to select suppliers 

during the early phases of the purchasing process, which is shown in Figure 

2.42 (Kakouris, Polychronopoulos, & Binioris, 2006). This framework is based 

upon six decision categories to evaluate suppliers. Although some information 

might be difficult to obtain, he concludes, the more information gathered, the 

better the match between supplier and buyer that will be created. 

This framework is relevant as these criteria apply all the same to legal 

professional services supplies and the relations they maintain with WER. The 

main difference between applying these criteria to the purchase of goods and 

to the purchase of services is that there are different weights for different 

criterion, as it might be the case that the planning and control systems are not 

very relevant to a services supplier.  
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In regards to strategic purchasing, Lawson proposes a conceptual model that 

allows understanding the link between strategic purchasing, supply 

management strategies and buyer performance improvement. He argues that 

strategic purchasing encourages the development of the following supply 

practices: 

 Socialization mechanism: level of interaction and communication 

among different stakeholders in the firm 

 Supplier integration: this integration refers to transforming suppliers 

into an extension of the business 

 Supplier responsiveness: responsive time of the supplier to different 

needs of the company that might allow a competitive advantage and 

increased profitability 

Lawson’s conceptual model is presented in Figure 2.43 (Lawson, Cousins, 

Handfield, & Petersen, 2009). 

Figure 2.42 – Kakouris’ supplier selection framework 
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Niezen, in his Bain and Company paper, talks about purchasing department 

participating as a key strategic partner in deciding when it is a good idea for 

the business to outsource or not. In the case of services, it is clearer the need 

to outsource and concentrate in the core business of the company. He 

proposes a make vs. buy analysis to help determining whether outsourcing 

will be feasible or not. Basically, the paper remarks how buying services is an 

outsourcing procedure and how doing this helps improving efficiency and 

effectiveness to gain better control and more consistent results for the 

services required by the business (Niezen & Weller, 2009). 

On another paper, Constantino leverages a Monte Carlo simulation to prove 

the advantages of multiple sourcing in risky environments (Costantino & 

Pellegrino, Choosing between single and multiple sourcing based on supplier 

default risk: A real approach, 2010). This approach, he argues, brings 

advantages such as alternative sources in case of a stoppage of a supplier, 

reduced the possibility of bottlenecks, increases competition among suppliers, 

and gives the company more flexibility to act in case of unstable 

environments. In the case of services, and overall complex services as Legal 

professional services, a multiple sourcing strategy brings another benefit that 

Figure 2.43 – Lawson’s conceptual model 
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cannot be overlooked, which is the possibility of dealing with different types of 

cases for each service with specialized suppliers and thus, greater results. 

In another paper, Constantino introduces a Decision Support System (DSS) in 

his paper to help professionals choosing a supplier to integrate the supply 

chain of a company (Costantino, Dotoli, Falagario, Fanti, & Iacobellis, 2009). 

The conclusion of this paper makes clear the difference between selecting 

suppliers for direct purchases and for indirect purchases, especially when 

purchasing services. The Monte Carlo simulation used to build the DSS 

leverages on the total cost of the transaction which makes little sense to apply 

to the selection of a supplier for services due to the fact of different factors 

affecting the overall cost of the transaction itself.  
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3 Methodology 

3.1 Research framework 

Existing procurement literature focuses little in service procurement and so 

far, none has focused on developing a model to standardize such purchases. 

An actual implementation of e-Procurement for a legal department will be 

analyzed using both, quantitative and qualitative techniques to gather 

sufficient data involving all the process. 

The main research objective is to determine the feasibility of standardizing the 

process of legal professional services purchasing and to introduce a model 

that allows this standardization in similar business environments. To this end, 

a case study will be analyzed and a specific model will be proposed to satisfy 

all the requirements of the case study. From there, a more general model 

covering also other parts of the purchase process will be proposed. This 

model is intended to be a generalization of the solution found applicable to 

other companies and perhaps other types of similar services, such as 

consulting. 

This thesis presents the following hypothesis to be corroborated after the 

results of the implementation of the model are gotten: 

H1. Operative procurement can be standardized for legal services purchases, 

leveraging e-Procurement. 

H2. The standardization of the whole legal services procurement process is 

possible without a change in the organization and with all the departments 

involved playing the same roles. 

H3. The model to measure benefits introduced by Ronchi et al. can be 

extended to the procurement of other services areas. 

The research of the case study is focused mainly on the operational 

categories of the procurement process for legal professional services 

(sourcing and approval, purchase requisition and order, delivery and receipt, 

invoice verification and payment), while it is complemented on the role of the 

purchasing department on the strategic procurement. The general model will 
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include also the strategic categories of procurement. However, based on 

previous studies and on the fact that strategic procurement cannot be 

standardized the same way for Enterprise Services and for MRO procurement 

as by definition, the general model will propose a specific solution for the 

standardization of sourcing, which will be carried out in an entire different way 

due to their own nature and definitions of specifications. 

In order to prepare the model there will be two stages that will overlap each 

other due to the own nature of the research methodology used. These stages 

are the specific model development and the model testing. After the 

implementation, the general model will be presented. The model design is 

solidly based on reviewed literature and contributions from professionals in 

the area of legal and purchasing.  

The methodology used to design the model is a combination of quantitative 

and qualitative methods. On one side, Lewin´s Action research process is 

leveraged by leading the organization change brought by the new purchase 

process in the Legal department in WER. In order to accomplish this, there 

are three phases according to the methodology. During the first one, the As-is 

process is mapped and all the actors involved identified. All data concerning 

costs of the process are gathered and a plan to implement change through e-

Procurement is defined. By the end of this first phase, there is a To-be 

process outlined that will help defining the future state of the purchase of legal 

professional services where WER wants to be. In Lewin´s methodology, this is 

the unfreezing phase of the research. On a second phase, the transformation 

will take place. The implementation of the e-Procurement tool will be carried 

out along with all necessary training and communication needed by the 

impacted audiences. This second phase is the Changing phase in Lewin´s 

methodology. Lastly, the last phase, Refreezing in Lewin, will consist of 

gathering data to verify or not the adoption of the new process and to verify if 

there was a behavioral change. The information and knowledge obtained in 

each phase will create a feedback loop with the previous stage, thus, creating 

a continuous improvement cycle as presented in Figure 3.11. 
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The data collection for the Action research method will be the Situational 

Interview of the people involved in the procurement of Legal professional 

services. This data gathering technique will permit the gather of information 

needed from utilizing hypothetical events in form of questions to interviewees, 

not only to gather data of the As-is process, but also to validate the To-be 

process to be implemented. This method allows developing a model based 

also on current needs of the business.  

After the model has been outlined, its validity will be tested by measuring the 

benefits brought it in the legal department of WER in agreement with both, the 

Legal VP and the Indirect Procurement Director of WER. This testing will be 

under the light of the value model introduced by Ronchi et al. This model is a 

quantitative way to verify the successful of the standardization model 

proposed in this thesis. This model is pictured in Figure 3.12 (Ronchi, Brun, 

Golini, & Fan, 2010). 

Figure 3.11 – Lewin’s active research methodology 
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3.2 Model definition 

As commented above, first the specific model for WER Legal department will 

be outlined, and then a general model to be leveraged in any organization will 

follow.  

Whirlpool´s purchasing department is divided, following most procurement 

models, in the direct and indirect departments. In one side, direct purchasing 

department focuses on procuring all materials involved in producing final 

products that will be sold to customers (from raw material like aluminum, 

electronic components to marketing on the final product like stickers or 

literature). While indirect purchasing focuses on procuring non-final product 

related services and products. The department is divided in three clusters: 

logistics and warehousing, MRO and facilities, and Enterprise Services.  

Figure 3.12 – Ronchi’s e-Procurement benefits model 
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According to Angeles, MRO and Enterprise Services procurement constitutes 

between 30 and 50 percent of a firm’s total expenditure (Angeles & Nath, 

2007). 

In WER, the Enterprise Service cluster is sub-divided in six areas, which are 

GIS, HR, Marketing, Operations, Customer Service, Legal and Finance. 

Within the cluster, for the Headquarters, there are two buyers, specializing in 

different areas. While in the sales offices around Europe, there are regional 

managers (e.g. Continental Regional Manager is responsible for Enterprise 

Service purchases for Germany, Austria, Benelux, Switzerland). While for the 

manufacturing plants (10) there is a buyer in charge of all types of indirect 

goods and services who answers to the Central Indirect Procurement. 

Since 2007, an e-Procurement tool has been implemented throughout all 

European plants. This tool worked as an automatic ordering tool for indirect 

goods and services. The implementation was a success reaching almost 

100% adoption throughout all locations. In 2010, a new initiative to implement 

the ordering tool in all NSOs and upgrade the existing tool in the plants was 

launched as part of a broader program aiming to transform the whole Procure-

to-Pay process in all entities of WER. 

The implementation was supported by a technology consulting global firm 

from the technical side and a project team led by the Finance SSC which 

included a member of the Indirect Procurement department. 

The project was planned in two waves, which included firstly the upgrade of 

the old e-Procurement tool and the implementation of the tool in the 

Headquarters. The second wave included the deployment of the tool in the 

rest of the locations across Europe. 

The implementation followed the roll-out previously carried out in the US with 

some adjustments due to local European requirements. The main goals of the 

project were to achieve the following: 

 Reduction of maverick spending 

 Broader control of the supplier base leveraging the implementation of a 

contract management tool 

 Improved tracking of the spending across all locations 
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 Automation of the purchase ordering process and improved payment 

process 

Due to the different situations in different locations, the implementation 

followed two paths: 

1. In the plants, the implementation was introduced as an upgrade of the 

previous software addressing specific concerns of the employees with 

training. Also, the contract management tool was introduced in order to 

enhance control over the supply base in all plants. 

2. In the Headquarters, the implementation was introduced as a new tool 

for the purchase of indirect goods and services. Following the technical 

implementation, purchase processes in all departments were mapped 

and transformed to obtain a standard process beneficial for all 

departments and leveraging the newly implemented e-Procurement 

tool. 

The first wave lasted for six months. In order to define a model it is critical to 

map the current state of the process to identify gaps to be filled with the future 

state. To do this, several situational interviews were conducted with resources 

from legal department. The result of the mapping is presented in Figure 4.21. 

It is clear that findings in relevant literature describe the As-is situation in 

WER where there is limited involvement of purchasing department in the 

procurement process and, in the specific case of WER, a limited control over 

the purchasing of legal professional services even by the central legal 

department.  

As it is, different departments around Europe purchase legal professional 

services without consulting central legal department or doing it in a small 

extent. This is due to the complexity of having Legal department involved and 

to get it up to speed with a situation that a current employee from different 

departments can manage. However, Legal department is often involved in the 

AP process of the purchase acting as invoice handler. 

Based on the reviewed methodology, the general model designed includes 

the strategic purchasing of legal professional services carried out in 

conjunction by Purchasing department and Legal department. This will 
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underline the strategic approach of purchasing department against the clerical 

work it has been developing up to date. This strategic purchasing will differ 

from the purchase of goods as outlined by several authors due to the own 

nature of the product purchased. 

On the operative side of the purchase process, e-Procurement will be 

implemented. With this, the connection between legal department, purchasing 

department and the functional areas hiring legal services will be closer and all 

the three areas will have a visibility on the process. To this end, and according 

to the literature reviewed, a catalogue containing different legal firms divided 

by expertise area and geographical location is created. Thus, the interface 

with the end user will be quite similar to that used to purchase goods and 

direct materials. 

In order to involve Legal department, the function of some resources in the 

department will change to be a liaison between the purchaser and the law 

firms. This is the PO generated by the e-Procurement tool will not go directly 

to the law firms, but rather to Central Legal Department. This is due to the 

fact, as the literature comments on it, that one of the characteristics of 

purchasing services is the redefinition of the requirements as the service is 

being provided. As different functions lack an expertise on legal matters and 

having a legal expert in each area would result in high costs, the functions will 

rely on the expertise of the Legal department resources.  

This will mean at the end that de facto, the functions will be ordering legal 

services from Central Legal department, which at the same time will 

outsource (purchase) legal professional services when needed. This is based 

on the finding in literature that proposes that outsourcing services that are not 

part of the core business of the organization helps reducing costs. Finally, the 

payment of these services, in order for the whole process to be efficient, will 

come directly from the different functions to the law firms. The model is 

presented in Figure 3.21. 

Based on the interviews, from a zero compliance to the purchasing policy, it 

will be expected a compliance higher than 70%. This number was obtained by 

analyzing the expenditure of WER in legal firms. 
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Following the model, the new process has been mapped for purchasing legal 

professional services. This process is outlined in Figure 4.22. 

Once this specific model is implemented and results are in sight, a more 

general one will be introduced based on findings in relevant literature and 

covering also the strategic sourcing of legal firms (or other types of firms 

depending on the type of service to be procured). This general model will be 

different from the specific one in the fact that several specific issues valid 

WER will not be addressed. Nevertheless, this model will need customization 

according to the specific requirements of the business where it is 

implemented. The model will try to highlight the areas that are considered too 

specific for each company to be covered by the model in the form of a 

warning for practitioners not to overlook these areas.  
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4 Results 

4.1 Model Implementation 

As mentioned in the literature review, the implementation of an e-Procurement 

tool for standardization of service purchase cannot be accomplished only by 

paying attention on the technical side of it, but it requires a whole change of 

the purchasing process. Involvement of key stakeholders and other change 

management issues are main factors to achieve a successful standardization. 

The standardization of the process in WER faced plenty of challenges which 

will be commented on in a later section. As any process standardization, the 

transformation started with the mapping of the current state of the process 

and the identification of key stakeholders to the process and specific issues to 

be addressed, the As-Is mapping.  

4.1.1 Unfreezing stage 

In order to accurately map the process in WER, the study of the legal 

department function was required in order to get a better understanding of its 

role within the organization and how the whole company is organized.  

To gather all relevant information, in the first place, three persons from legal 

department were interviewed under the Situational Interview model. WER’s 

legal department is sub-divided in three areas – Corporate Legal, Patents and 

Trademarks, and Government Relations. 

Corporate Legal area is in charge of overseeing all legal issues in which WER 

is involved. These include cases before a court due to litigations from 

employees or former employees, litigations from customers, litigations from 

other companies or any contractual related litigation. Also, they include 

situations which involve legal representatives such as empowerment of 

employees within the firm to perform any task. Finally, these include as well, 

any legal consulting activity, such as advice to perform any core business 

related or not related activities, such as trading real estate, or strategic 

partnerships that involve WER. 
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Patents and Trademarks sub-area is responsible to process all first time 

patents request or renewals and registration of trademarks. These two 

processes often involve other countries within Europe where the patents or 

trademarks need to be registered and in some cases, it even involves other 

countries around the world. The work of this sub-area is heavily related to its 

counterpart in the parent company. 

Government relations sub-area is responsible for any activity related to 

government institutions or associations, such as the American Chamber of 

Commerce, the European Manufacturers Association, or any Public Entity to 

which WER is affiliated. 

After an initial analysis to the type of spending each sub-area incur throughout 

the year, the scope of the project was defined for the legal department at 

WER in agreement with the indirect purchasing department and the 

implementation project team from the SSC. The type of spending per sub-

area and the scope analysis is presented in Table 4.11. 

Once the types of spending of each sub-area have been analyzed, it is 

possible to group the spending in four different groups: 

 Legal firms to represent WER 

 Legal consulting firms to provide advice to WER 

 Patents and Trademarks agents 

 Private associations 

This type of spending can be catalogued as the type of suppliers the legal 

department of WER is using. As private associations, and patents and 

trademarks spending is centralized within the legal department, it makes little 

sense to implement some sort of e-Procurement tool for this as there is no 

real purchasing from different departments. Thus, for effects of this study, only 

legal firms representing WER and legal consulting firms providing advice to 

WER will be part of the model description and will be analyzed. 
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Table 4.11. Spending per sub-area 

Sub-Area Spending Project Scope 

Corporate Legal 

 Legal firms hiring to 

represent WER before a 

court 

 Settlements issued by a 

court after a trial 

 Legal consulting fees 

 Notaries 

*All the spend is done in 

Europe 

The project scope did 

not include any 

spending done through 

claims. Thus, all 

settlements are out of 

the scope of the project 

as these are 

unpredictable and most 

of the times dictated by 

courts.  

Patents and 

Trademarks 

 First time patents 

applications in government 

institutions 

 Patents renewals through 

application agents 

 First time applications and 

renewals of trademarks 

 Online databases 

*All the spend is Global scale 

The scope of the 

project does not 

include any 

government related 

spending. Thus, all 

applications before 

public institutions are 

out of the scope of the 

project. 

Government 

Relations 

 Membership fees to 

associations 

 Membership fees to public 

institutions 

 Associations funding for 

projects 

*All the spend is done in 

Europe 

The scope of the 

project does not 

include any 

government related 

spending. Thus, all 

spending through 

public institutions is out 

of the scope of the 

project. 
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This type of suppliers concentrates only in the corporate legal sub-area. This 

is the reason why only this sub-area forms part of the analysis and why only 

resources from this area were formally interviewed to gather information for 

this study. 

The interviews were done based on the situational interviews, in which two 

persons collaborated. One of the persons is a lawyer of the company who is 

the contact with legal professional services firms (suppliers); the second 

person is a senior assistant from legal department who is in charge, among 

other tasks, to deal with all invoices related to the supplying of legal 

professional services for WER. The situation presented to these two persons 

was the following: 

 In case any person from the functional departments in WER has the 

need of legal professional services, what is the procedure they follow 

and what is your involvement? 

The summarized findings to these interviews were the following: 

 There is no standard procedure to request legal professional services, 

although we are trying to implement one which makes all functional 

areas to go through legal department when contacting a law firm 

 Each functional area within WER decides which supplier to contact for 

different cases 

 Legal department has its own preferred legal services suppliers 

 Every function has its own preferred legal services suppliers 

 Sometimes, functional departments request the support of the legal 

department to hire legal services suppliers. Although this has been 

increasing in the last months due to the introduction of a formal 

procedure to contact legal suppliers 

 Legal department functions include dealing with invoices processing 

related to legal fees, which at the same time creates confusion as legal 

department cannot be sure who is the owner of that cost 

 Legal suppliers can also be hired by legal department directly to deal 

with corporate issues or by request of WER CLO 
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 Legal suppliers hired by legal department account for half of the total 

expenditure on legal firms across WER 

 Costs of legal spending is not very clear among departments and 

usually there is a lack of ownership of the costs 

 Local legal professional services invoices are processed through 

internal Finance department instead of normal invoice processing 

through Finance SSC 

 Procurement department was not involved in the sourcing of legal 

professional services 

After analyzing the results of the interviews with Legal department resources, 

it was possible to create a stakeholder analysis and identify the key 

stakeholders of this process. The stakeholder’s analysis results are shown in 

Table 4.12. 

The As-is state of each department through the purchase process of legal 

services is described as follows: 

 Legal department: the legal department is sometimes involved when 

any other functional area requires legal services. For local 

requirements, meaning the headquarters or local plants, the lawyers 

from legal department are usually involved and direct all requests to the 

corresponding legal services supplier. Another function of the legal 

department in the process is to deal with activities related to invoicing. 

After legal services suppliers have performed the activities, usually, the 

legal department from WER is invoiced and the office received the 

actual printed invoice to pay. The function of the department then is 

obtaining an understanding of which department must take 

accountability over the costs and process the invoice through those 

departments for sending it later on to the Finance department. In case 

of the non-local legal requirements, most of the times, each entity 

around Europe hires their preferred legal supplier and then send the 

invoice to legal department for it to be processed. These types of 

invoices are paid through the Finance Shared Services Center. 
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Table 4.12. Stakeholders analysis 

Stakeholder Impact 

Legal Department 

Legal department in WER aims to be the main 

contact when any function in WER hires law 

firms across Europe.   

Legal Professional 

Services Suppliers 

This are the external suppliers that will be 

outsources to work on legal related activities for 

WER. 

Functional Areas 

All areas in WER that can request legal 

professional services from the legal department. 

These are the areas that will be using e-

Procurement to requisition and order services. 

Finance Department 

Due to local tax regulations, all local legal 

related invoices are processed by an internal 

accounts payable team in the finance 

department 

Procurement Department 
Department interested in getting involved with 

the selection of legal suppliers and cost savings. 

 

The As-is state of each department through the purchase process of legal 

services is described as follows: 

 Legal department: the legal department is sometimes involved when 

any other functional area requires legal services. For local 

requirements, meaning the headquarters or local plants, the lawyers 

from legal department are usually involved and direct all requests to the 

corresponding legal services supplier. Another function of the legal 

department in the process is to deal with activities related to invoicing. 

After legal services suppliers have performed the activities, usually, the 

legal department from WER is invoiced and the office received the 

actual printed invoice to pay. The function of the department then is 
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obtaining an understanding of which department must take 

accountability over the costs and process the invoice through those 

departments for sending it later on to the Finance department. In case 

of the non-local legal requirements, most of the times, each entity 

around Europe hires their preferred legal supplier and then send the 

invoice to legal department for it to be processed. These types of 

invoices are paid through the Finance Shared Services Center. 

Due to the own timeline of the project, all non-local legal services 

requirements will be excluded of this study due to the fact that the e-

Procurement tool has yet to be implemented in all locations around 

Europe. Thus, only local legal professional services purchase will be 

analyzed by this study and the focus of the study and all other relevant 

stakeholders will be bounded by this limitation 

 Legal professional services suppliers: as mentioned in the first bullet, 

only relevant suppliers to the local requirements will be analyzed. 

There are four law firms that can be considered partners of WER for 

legal related activities. These firms operate on a local basis and do not 

have an established contract or service level agreement with WER. 

These four suppliers were selected due to the long time relationship 

they have had with WER. These legal suppliers deliver the service 

once this has been requested by one of the functional areas of WER. 

After the service is delivered (or in some cases during the delivery of 

the service), the legal suppliers invoice WER issuing the invoice to the 

company’s address 

 Functional areas: these are all the areas within WER that have the 

need of hiring a specialized supplier of legal services. There is mainly 

one functional area requesting this service, which is Human 

Resources, albeit any area is prone to request legal services. On a 

local basis, the functional areas usually go through the legal 

department to either request the service of a legal firm to represent 

WER before a court or to request legal consulting services in case 

there is a specific activity within the company that needs to have a legal 

check out. Outside of these activities is the contract developing. This 
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activity, usually requested by procurement department (direct and 

indirect), is handled by an internal resource from the legal department 

and there is no need to outsource this activity whatsoever. In the As-is 

model, after the functional area has received the service, they do not 

follow up on the processing of invoices and sometimes they do not 

even recognize legal related costs 

 Procurement department: in the As-is model, procurement department 

has no power or involvement in the selection of legal services 

suppliers. This is mainly due to the fact that there is a lack of 

specialized knowledge of legal firms within the department and the very 

tight relationship legal department has already established with their 

preferred suppliers 

 Finance department: the local finance department is in charge of 

issuing the payment for all invoices related to legal activities on a local 

basis. This is due to tax regulations within the country. This knowledge 

has not been transferred to the Finance SSC and thus, this activity has 

to been carried out internally. The same process applies to any 

consulting related activity within WER 

The mapping of the As-is process is outlined in Figure 4.21. The last step of 

the process, which is the evaluation of the services, it is assumed to be 

carried out by each department that has received legal services. There is no 

formal process to evaluate these services. This model is a generalization of 

what currently occurs as there are some legal services provided that are not 

tracked by the legal department, and sometimes due to the confidentiality of 

the services provided, legal department cannot have visibility of all of these 

services. The time legal suppliers take to provide the services greatly varies. 

This is due to the variation in each of the services requested. As analyzed in 

the literature by Brandon, legal services are the service that varies the 

greatest when requested by a department. Basically, each service depends 

entirely on the time a case takes in a court, and the type of case, with no 

possible estimation of this time. 

Another important point at this stage is to mention the leadership alignment 

necessary to perform a successful change in the organization as mentioned in 
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the business literature. The leadership of each department has different 

stakes in this process and of course a resistance is expected from each of 

them. In Table 4.13 a leadership analysis is presented. This information was 

gathered through the same situational interviews. 

After gathering this initial data from the legal department, a To-be process 

based on the reviewed literature with customization due to specific issues at 

WER was outlined and validated with both the legal and purchasing 

departments. This process outline is represented in Figure 4.22. 

The new process centers only on operational purchasing for three reasons: 

1. Resistance from Legal department to review suppliers it too great, 

while the total spending a year does not incentive the thorough search 

for new suppliers. Also, the cost and the quality of services provided 

ranges between good and excellent. 

2. The e-Procurement tool implemented only deals with requisition and 

ordering of goods and services. The functionality of reverse auction 

and other proper to strategic purchasing were not enabled. 

3. Legal services vary too greatly to think of a standardization of supplier 

selection. As literature suggests, strategic purchasing for services 

cannot be standardized due to the ever changing requirements of the 

services itself. Thus, the same definition of services purchasing makes 

an impossibility to standardize this with other types of purchases. 

However, the general model to be developed will include a suggested 

strategic purchasing of legal services suppliers. 

The To-be process leverages entirely on the e-Procurement solution 

implemented as it facilitates the communication among different departments.  

Some of the cornerstones for the proper functioning of the To-be process are 

presented below. The first two are direct and important modifications to the 

process, while the rest are modifications on the way of working of the 

organization: 

 

 



65 Results 

 

 
 

Table 4.13. Leadership Analysis 

Area Resistance 

Legal Department 

Legal department leadership has been working for a 

long time with the same suppliers. A certain degree 

of trust has been built around these suppliers and 

leadership does not envision purchasing department 

supporting the selection of any supplier for legal 

services based on purchasing department goals – 

costs savings. A big concern on the quality and 

confidentiality of the services provided is expressed 

by legal department leadership.   

Functional Areas 

Each functional area when having a need of legal 

services, expects the service to be provided as soon 

as possible. A transformation on the requisition of 

these services might impact this respond time. Also, 

some areas have power over choosing different 

suppliers. This is the biggest concern from the 

leadership, that they no longer are able to decide 

which supplier to contact and losing leverage on 

this. 

Finance Department 

Finance department leadership concerns are based 

on the accounting processing of legal services 

invoices. These invoices have special tax 

regulations and might impact the internal accounting 

procedures 

Procurement 

Department 

Historically, procurement department has not been 

involved in the purchase process of legal 

professional services. Leadership is interested in 

adhering this department to the company’s policies 
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 Legal department to act as a purchaser: within legal department, one 

resource is trained with basic purchasing notions. This resource is 

specialized in legal knowledge, but at the same time knows how to 

manage DPO, the importance of maintaining a reduced supply base 

(this resource will be the approver of any new supplier of legal 

professional services), and what type of suppliers can or cannot work 

with WER. This empowers legal department to effectively act as a 

purchaser without interfering with the scarce resources from 

procurement department, and at the same time preserving the power 

over suppliers the department had before 

 Procurement department to be involved: the overall implementation of 

an e-Procurement tool allows the procurement department to be 

involved in the purchase process of legal services by effectively 

transforming them in a controller of the spending. e-Procurement 

reporting will allow procurement department to track any spending out 

of the process and act as an enforcer of both, legal and purchasing 

policies in the organization 

 Usage of e-Procurement: end-users from functional areas are to use 

the tool to requisition legal professional services. Maintaining the usage 

and making it part of the culture of the organization is essential for the 

overall To-be process to be successful 

 Transformation of the ―silo‖ thinking: in order to have an uninterrupted 

process, each department (legal, functional areas, purchasing) have to 

defeat the ―silo‖ thinking that is found in the organization. This ―silo‖ 

thinking, basically does not allow a proper communication and 

cooperation between areas. The implementation of e-Procurement 

should not only be regarded as a technical implementation, but as an 

opportunity to improve the cooperation and communication between all 

the involved areas to have a seamless process 

 Leadership support: leadership from all involved departments in the 

organization, from CEO to junior VPs need to encourage the 

adherence to the new process 
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The qualitative benefits expected from the implementation of this new process 

are shown in Table 4.14. 

Table 4.14. Benefits of e-Procurement at WER 

Benefit Foundation  

Control of maverick 

spending and spending 

transparency 

The spending will be tracked through e-

Procurement reports, any non-compliance to the 

new process will be highlighted by the 

procurement department.   

Control of supplier base 

With the existence of catalogues, no department 

will be able to use any other supplier without 

legal or procurement departments approving it. 

Catalogues will encourage the usage of the 

current supply base. 

Improved procure to pay 

process 

Communication time between functional areas 

and legal department will be reduced. Also the 

invoicing and payment times will greatly vary as 

the tracking of cost ownership will be more 

transparent. 

Reduced knowledge out of 

the core function of each 

department 

The As-is analysis shown some departments, 

especially HR, keep resources with specific Legal 

knowledge. With the implementation of the new 

process, no need of these knowledge repositories 

that are not part of the core function of each 

department will be needed, thus, allowing 

specialization of functions. 
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4.1.2 Changing Stage 

In Lewin’s methodology, this stage is related to the transformation of the 

process in which the way the organization is working suffers an alteration due 

to external factors. 

For this stage of the transformation, proper communication on the new 

process and knowledge transfer (learning) for the usage of the tool are 

imperative. Following Lewin’s methodology, the learning and feedback 

received during this stage affected the unfreezing stage of the methodology 

by providing helpful hindsight into some aspects overlooked by legal 

department and that are proper to each functional area in the organization. 

 Learning: the knowledge transfer for this implementation was divided in 

two – technical and procedural. The technical learning was carried out 

by the project team as part of the overall project. A train-the-trainer 

approach was followed. After deployment agents were identified for 

different areas, they were trained by the technical team, and then 

transferred this knowledge to the end-user. End-users from the 

functional areas needed only training on how to requisition a service on 

the system and how to prepare the goods receipt of the service. End-

user from legal department was trained on how to manage POs from 

the system and how to source requisitions. Procedural training was 

carried out mainly through communications to end-users in functional 

areas and supplier 

 Communication: a push-pull communication strategy was followed for 

the implementation. The project team released periodic 

communications on the overall project to all the organization and stored 

information to be retrieved by any end-user on the cloud service of 

WER. While specific communication for legal new purchase process 

was made to specific end-users who are greatly involved in the 

requisition of legal services. Also, special communication for the legal 

suppliers was followed in order to have them on-boarded from the 

beginning 
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Some of the challenges faced during this face, and helpful hints to address 

them are shown below: 

 WER specific challenges: 

o Broken Tax process: local consulting services providers are to 

be treated under the local withholding tax regulation. This 

treatment has special condition proper to the location and 

cannot be managed by the Finance SSC. The e-Procurement 

tool implemented can be customized in order to deal with the 

withholding tax, but as this tax is different in each location where 

the tool will be deployed, the functionality was not enabled. In 

order to address this specific challenge, all legal suppliers’ 

invoices are configured to be offset against a GL account that 

points out the need of the application of withholding tax to the 

Finance department. As this tax is to be applied only at the 

moment of releasing the payment, there is no further implication 

when creating the purchase order or when realizing the goods 

receipt in the system (which creates the offset in the specified 

GL account) 

o ―Silo‖ type of working: although a large number of organizations 

suffer from this same problem, this study will assume that with 

the time, fewer organizations will face this challenge and thus, 

will be considered as a WER issue. Addressing this challenge is 

only possible through a structured and well planned change 

strategy 

o Lack of decision making ownership: this is perhaps the most 

challenging issue faced in WER. There is a lack of decision 

ownership as decisions will affect several departments. The best 

remedy to this issue was an early on-boarding of top leadership 

(senior VPs) 

 General implementation challenges 

o Departments depowering: this is one of the most common 

challenges faced during implementations of e-Procurement. 

Support from executive leadership is needed if e-Procurement 
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implementations are to be successful. Only leadership on-

boarding and a well defined communication strategy that 

permeate tangible benefits to different departments within the 

organization will help addressing this challenge 

o Supplier management: as reviewed in the literature, early on-

boarding of the supplier base is essential for a proper 

implementation of any e-Procurement tool. Open communication 

and training where needed are great tools to strengthen the 

relationship with the supplier instead of having it affected by a 

change in the process. This is mostly special when dealing with 

long-term relationships like legal suppliers 

o Process definition relevance: at least half of any IT 

implementation fails due to a lack of process transformation. 

According to literature, this is mostly important when having e-

Procurement implemented. Thus, purchase process definition 

must be carried out well from the early stages of the 

implementation and should not be overlooked by focusing efforts 

on implementing the technical solution. 

Leveraging on the model developed by Ronchi et al, Table 4.15 quantifies the 

benefits to be received by the implementation of the e-Procurement tool for 

the purchase of legal professional services. 

When trying to gather data for the financial output I realized this was not 

possible for some of the financial categories specified in Ronchi’s model. The 

Order Cost was impossible to measure as there were no previous orders 

placed by a central department. Thus this cost was scattered all around the 

company in the different departments that request legal professional services. 

At the same time, the opportunity cost of capital, as mentioned by Ronchi in 

his study, is not possible to measure due to the nature of services. Finally, the 

Administrative Cost was also not possible to track for the same reason of a 

lack of a proper procedure in place. Therefore, the financial output of Ronchi’s 

model was not leveraged to measure benefits brought to the organization by 

the implementation of e-Procurement. In case the initial costs had been 

established as non-existent, then there would have not been a reduction of 
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costs, but an increase instead. There are other costs associated to not having 

a proper purchase process in place, but measuring these costs and the 

potential benefits e-Procurement could have brought to diminish the is out of 

the scope of this study. 

On the other side, it was indeed possible to measure the As-is sate of the 

organization for the procurement of legal services, and the expected future 

state with the To-be process. This measurement is represented in Table 4.15. 

The current measures were obtained after interviews with two resources. One, 

the manager of enterprise services procurement who described the current 

situation from the purchasing standpoint, and the other one with a resource 

from Legal department who gave further insight into the current situation for 

the purchase of legal services. The Future state was calculated following 

Ronchi’s methodology and leveraging both, the Impact on Organizational 

performance dimensions and the Relationships among functionalities and 

performances, represented in Figures 4.11 and 4.12 respectively (Ronchi, 

Brun, Golini, & Fan, 2010). 

 

 

 

 

 

 

 

Figure 4.11 – Ronchi’s impact of models on organizational performance dimensions 

Figure 4.12 – Ronchi’s relationships among functionalities and performances 
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Table 4.15. Organizational output 

 Current Future 

Maverick buying reduction 1.1 2.5 

Supply base 0.5 2.5 

Transparency 1.0 2 

Decentralization 1.0 2.5 

Control  0.5 3 

Average 0.82 2.5 

 

4.2Results 

Six months after the kick-off of the e-Procurement implementation project the 

proposed model for WER was in place. Following Lewin’s methodology, 

feedback from the changing stage of the research went into a loop providing 

feedback to the model definition and providing new findings with each loop. 

After the implementation of the new process, the hypothesis can be analyzed 

and understand their validity or not. 

H1. Operative procurement can be standardized for legal services 

purchases, leveraging e-Procurement. 

The operative procurement for legal departments in WER has been aligned to 

the e-Procurement intended process for other goods and services, after 

addressing specific issues related to legal professional services. From the 

end-user perspective, functional areas can now requisition legal services 

through e-Procurement just as if they were requisitioning office supplies. 

Thus, hypothesis one has been validated. And even better, the operative 

procurement can be now compared to that of goods. The initial assumption 

was that legal services could only standardized to be purchased as other type 

of services, like consulting or training, still, the process is very similar to that of 

procuring goods.  
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However, there are two aspects of this standardization that need to be 

remarked. As mentioned in the previous paragraph, from the end-user 

perspective, the process barely changes, and thus, this hypothesis was 

validated. But, from the back end (or back office) of the process, the 

standardization with other type of purchases, like goods, is quite different. 

This finding supports the literature reviewed that highlights special 

characteristics of the procurement of services. These characteristics, such as 

a continuous providing of the service (and in case of legal professional 

services, an unknown time) make it impossible for the process to be 

standardized or even comparable to other purchases. Another important 

characteristic of purchasing services, which affects on a high degree the 

procurement of legal professional services, is the continuous interaction 

between the client and the supplier in order to deliver said service. This 

interaction in WER is between the legal professional services supplier and the 

legal department contact person (purchase agent for legal services). 

Therefore, again, from the end-user perspective the process looks alike.  

There are two points still open that are out of the scope of this study. Firstly, 

the time when the end-user should create the goods receipt in the system is 

not well defined. For the purchase of goods, it is clear that this step is needed 

to make sure the goods received match the order, but in the case of services, 

it is not quite clear the purpose of the goods receipt step in the system as the 

service is provided for a period of time, not in a definite moment. Secondly, 

although the process was standardized, it is yet to be understood if there are 

specific features of e-Procurement tools that can be leveraged to improve the 

operative procurement of services. It is clear that there are features working 

for the strategic procurement (like online reverse auction), but no specific 

features related to specific characteristics of services were observed in the 

system.  
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H2. The standardization of the whole legal services procurement 

process is possible without a change in the organization and with all 

the departments involved playing the same roles. 

The initial proposal from legal department for implementing e-Procurement, 

was to leverage the system and adhere the As-is process to the system 

without any change. After gathering initial data during the unfreezing stage of 

the study, the findings showed the impossibility of doing so. The lack of a 

formal policy or process to purchase legal professional services did not allow 

the simple technical implementation, as with or without a system, the 

purchase process was flawed. This finding is also supported by the literature 

reviewed, which emphasizes that, among IT implementations, e-Procurement 

implementation success key factor is transforming the way the organization is 

working. On the other side, the second part of the hypothesis talks about the 

roles different departments in the organization plays. This part of the 

hypothesis argues that in order to have e-Procurement implemented, these 

roles do not need to change. The results of the study show that for the specific 

case of legal professional services, for the success of e-Procurement, there 

must be a contact person with the supplier during the providing of the service. 

Due to the fact that there is no specialized knowledge of legal services within 

the procurement department, a resource from the legal department adopted 

the role of purchaser (purchasing agent). In the other hand, the procurement 

department role was specified only to track and enforce the compliance with 

the new process. Therefore, hypothesis number two has been rejected due to 

the findings of this study. 

The need of a transformation in the organization is also validated by observed 

change management techniques specializing in dealing with this type of 

transformations. Business literature offers a wide range of solutions to have a 

successful implementation of e-Procurement, and actually, most suppliers of 

consulting services for the implementation of e-Procurement, also offer a 

change management team focused on change strategy.  
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H3. The model to measure benefits introduced by Ronchi et al. can be 

extended to the procurement of other services areas. 

The final hypothesis of this study is related to a previous paper by Ronchi, in 

which a model to measure the benefits of implementing e-Procurement to 

purchase IT services is proposed. The goal of this hypothesis was to verify the 

validity of said model when applied to other type of services, such as Legal. 

As one of the limitations of this study was the exclusion of measurable output 

of the implementation of the model, only half of Ronchi’s model could be put 

into practice. Quantitative benefits were effectively measured using Ronchi’s 

model as shown in the previous section of this work. Still, not all benefits were 

measurable. The financial output was not possible to measure do to the fact 

that there was no purchase order process in place before, thus no costs 

related to Ordering could be tracked. This does not mean Ronchi’s model 

cannot be applied to other type of services, but only highlights the difficulty of 

using it when no previous process is in place, which is the case in WER for 

the purchase of legal professional services. Still, the organization output was 

effectively measured as shown in the previous section. As a result, hypothesis 

number three has been validated as Ronchi’s model can in fact be extended 

to measure the benefits of e-Procurement for the purchase of other services 

than IT. The result of the organizational output shows the As-is situation to be 

on a very basic level and thus the estimation of growth is significant if the 

implementation is successful. 

Findings of this study show that two out of three hypothesis have been 

validated (number two was rejected). These results are aligned to the 

expectations of this study. No relevant revelations were discovered during the 

study or during the implementation of the model. Thus, this study serves to 

formalize previous works and assumptions in regards to implementation of e-

Procurement.  
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Figure 4.21 – As-Is process 
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Figure 4.22 – To-be process 
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5 Discussion 

The implementation of the e-Procurement tool took six months. These six 

months showed positive results that were very much aligned to the initial 

expectations. Key results of this study are the following: 

1 Operative procurement process should not vary greatly from services 

procurement to goods procurement. Just adjustments to address specific 

characteristics of services purchases (and of services itself) 

2 The involvement of end-users in the usage of e-Procurement is a key 

factor for a successful implementation, as this will be the cornerstone of 

the transformation of the process and the only way to effectively track the 

compliance to the To-be process 

3 As the involvement of end-users is essential for the success of the 

implementation, there must be a proper escalation process for any 

technical issue related to the system. As the literature proposes, during the 

initial phases of the system go-live, any technical issue or poor support 

process might be a negative incentive for end-users 

4 The implementation of an e-Procurement tool is a huge opportunity that 

purchasing departments can leverage in order to enter or strengthen 

relationships with departments that historically have worked without the 

support of procurement professionals 

Finally, the results of the study show that the most complicated part of e-

Procurement implementation is the transformation of the organization. 

Although this has been mentioned extensively in the literature review, there is 

still some overlooking to possible solutions and to proved models to address 

this issue. 

5.1 Managerial Implications 

Managers of procurement departments around the globe can indeed take the 

results of this study to realize the convenience of approaching departments 

with little presence of their team. Although on a short term the bottom line 

might not be truly affected, or the results might not be as attractive as desired, 

I believe that making the operative procurement for these departments easily 
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will incentive them to rely more on the support of purchasing professionals. 

This might become a big opportunity to get involved in more interesting topics 

for the purchasing manager that can be supplier selection, supplier 

performance measurement, or even taking part on the decision whether it is 

better to outsource this type of services or to maintain them internally.  

This type of involvement will only be achieved if the procurement organization 

shows an effective way of doing things with a professional team. Specialized 

knowledge of legal services might not be needed if the procurement team can 

really add value through specialized purchasing knowledge to the daily work 

of the legal department. 

One of the hardest obstacles to overcome to effectively approach these 

departments is the lack of confidence from enterprise service departments 

towards procurement. As the literature suggests, the most effective way to get 

around this, is to start showing the usefulness of the procurement 

departments by small projects at the beginning and later on cooperating on 

high level decisions. 

On the other side, managers have to pay close attention to the future state of 

the e-Procurement implementation. The results of this study have shown that 

during the initial stage of the implementation, people are ready to comply. But 

the initial buzz created by the project might help at the beginning for 

employees to comply with the new process, but if the change has not 

effectively being impregnated around the company, people will go back to the 

way they were used to work.  

Changing behaviors of people is not an easy task, but making the change part 

of the working culture is the only way for it to stick around the organization. 

Therefore, managers must be very insisting on taking the right approach and 

even implementing negative incentives in the organization for when 

employees are non-compliant to the process.  

If there is any issue with e-Procurement, people will most likely disregard the 

process and excuse on the issues for being non-compliant. As a result, 

managers must be extra careful when implementing a proper support team for 

end-users. As the results showed, a hypercare support solution works fine 
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and helps with users not getting discouraged by technical issues presented in 

the e-Procurement system. 

5.2 Model Extension 

The model proposed for Whirlpool centered only on operative procurement. In 

this section, a general model will be introduced including also the strategic 

procurement which was not relevant for the implementation of e-Procurement 

in WER for the reasons stated above. This model is presented in Figure 5.21.  

The components of this model are the following: 

 Strategic procurement: these activities will be carried out by both, legal 

and purchasing department, and will leverage only on insights for 

strategic procurement for services. Firstly, there will be a mapping of 

the legal services needs different departments in WER have. This 

mapping of needs will take into account previous services required and 

an analysis based on frequency will be carried out to get a better 

understanding of which are the most relevant suppliers to be chosen. 

This will be a critical step as the specifications of the services required 

will be developed thoroughly and based on this the selection and 

evaluation of suppliers will be carried out. Secondly, after the initial 

step, there will be a supplier selection process, in which RFQ will be 

published and interested suppliers will participate in a reverse auction 

process. The selection process will depend on each company’s 

preference. Lastly, final negotiations will be carried out with a short list 

of suppliers. These steps are not different from normal steps performed 

in the strategic procurement of suppliers of other types of services. The 

only difference is the difficulty of creating the specifications which 

procurement department will have to lever on the expertise of legal 

resources, and dealing with suppliers. Historically, legal suppliers have 

not been used to undergo these processes (reverse auction), so an 

educational period should be expected and even great resistance. Also 

during the strategic procurement, KPIs for legal services should be 

outlined in order to prepare a comprehensive evaluation of the services 

provided (KPIs such as time spent in providing the service, rate of 
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success, etc). There is one step of the strategic procurement that was 

skipped on purpose. The decision of outsourcing or not legal services. 

Usually, legal services are not the core business of many 

organizations, and as this is a very specialized business, outsourcing 

must be more convenient in terms of costs. Still, there must be 

industries in which legal services play a key role (insurance). For this 

industries, procurement should play a role in deciding what is best for 

the company 

 Operative procurement: the steps of the operative side of the process 

will be similar to the ones outlined for WER. Firstly, the functional area 

will request the service through e-Procurement. This requisition instead 

of arriving to purchasing professionals, will arrive to legal department 

(where there must be a resource trained on basic notions of 

procurement). The legal resource will outsource the service to a third 

party (from the supplier base) and after the service is provided and 

evaluated, the invoice will be processed accordingly. The role of the 

procurement department during the operative procurement will be that 

of a controller and owner of the process. Purchasing will at the end 

verify the compliance to the process but will not have active 

participation during the providing of the services. Transferring 

purchasing knowledge to a resource in the legal department will allow 

the procurement department to keep focusing on areas where the 

spend is bigger and the cost opportunities are much higher, while at the 

same time, have a presence in small departments like legal 
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6 Conclusion 

Nowadays, professional purchase practitioners who wish to implement an e-

Procurement tool have leveraged on canned solutions offered by consulting 

firms that specializes in IT implementations. Usually, these solutions are 

based on ―best practices‖ of the industry. Unfortunately, in the case of e-

Procurement implementation, solutions offered in the business world are 

mostly thought for the implementation of the system for purchasing goods. 

The academic world does not offer a feasible solution either. There is still a 

huge gap between the amount of literature written for the purchase of direct 

goods and MRO and the literature written for purchasing services. And the 

picture is even grimmer as most of the literature reviewed acknowledge the 

great opportunity area services procurement can represent in shaving costs in 

a company. 

At the same time, purchasing organizations are still in the process of 

becoming a more strategic partner to make decisions in the company. This, 

summed to the big opportunity area in the procurement of services, leaves a 

question on how purchasing department can get more involved in taking high 

level strategic decisions. If the purchasing department tries to implement 

business solutions based on ―best practices‖ for any type of purchases, the 

department will be displaying a lack of knowledge of the type of activities 

performed by other departments. This at the end will not help the purchasing 

department into transforming into a reliable internal partner, but will only 

create more and bigger barriers for the department to get involved in the 

procurement of certain services. 

Therefore, the relevance of this study is the introduction of a model based on 

research that will not only introduce a valid model for procurement of legal 

services, but will also allow the professional practitioner to understand what 

are the requirements of the new organization to work with e-Procurement for 

legal services. All summed, purchasing practitioners will display a thorough 

knowledge and breadth solution for specific type of services, which on a long 

run will allow the department to enjoy an improved perception among other 
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departments in the organization which will feel more confident on relying on 

purchasing for specialized knowledge. 

The model presented in this study is not intended to cover all type of services, 

and even for legal services e-Procurement implementation a great amount of 

customization might be needed, depending on the situation of the company 

where the implementation is taking place. Nevertheless, there are certain key 

factors to be taken into account when implementing e-Procurement for legal 

professional services that are included in the methodology presented in this 

study – process transformation, purchaser role for legal services, measurable 

benefits brought by the implementation, and leadership alignment.  

Although the biggest limitation of this study is not being able to analyze the 

outcome of the implementation of the model, I anticipate the results not to 

have a wide variation from initial expectations. What might vary the most and 

represents another limitation of the study, is the possibility of implementing 

this model in other organizations. This model is based on the assumption of 

enough human resources in legal department and does not measure the cost 

of hiring a new resource to carry out activities included in the model that 

cannot be allocated in the buffer of another existing resource. Future research 

can look into the issue of how many resources are needed within a legal 

department to effectively run an e-Procurement initiative and if the cost benefit 

of the potential hiring of new resources is attractive to any legal department 

that might undergo an implementation. 

Other proposed future studies are a very important but overlooked concept in 

existing procurement literature. This is the verification of the service delivery. 

While the goods receipt is a valid term as a concept for direct materials, MRO 

or office supplies, it is still yet to be seen the usefulness of it for the 

procurement of services. The main issue around this concept is that from the 

e-Procurement standpoint, it plays an essential role as the realization of the 

goods receipt created an entry in the general ledger. The proposed research 

is then the possibility of creating a similar concept for services that also 

involves the performance evaluation of the service provided  or the exact time 

when this goods receipt might be created in the system and for what purpose, 

aside the obvious accounting one, it might serve for purchasing services. 
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Another suggested future research topic is the developing of a change 

management strategy specialized in e-Procurement transformations for 

enterprise services in organizations where the core business is non-service 

related. 

Finally, and perhaps the most interesting future research, is to validate the 

model for other types of services similar to legal professional services. This 

should be focused to services with similar characteristics of great variation 

from purchase to purchase and low volume of requisitions, like consulting 

services. 

In conclusion, the presented model will be useful for both, professional 

practitioners and academic procurement researchers. The model will allow 

professional practitioners to have a starting point for the implementation of e-

Procurement in legal department and useful hints to face expected challenges 

during the implementation. While, on the other hand, the model will serve as a 

starting point for any purchasing academic doing research on the 

implementation of e-Procurement for legal professional services or the 

standardization this service procurement process. 

 



86 References 

 

 
 

7 References 

 

1 Alvarez, E., & Raghavan, S. (2010). How a capabilities-driven information 

technology strategy can help differentiate your company. Strategy + 

Business No. 61 . 

2 Angeles, R., & Nath, R. (2007). Business-to-business e-procurement: 

success factors and challenges to implementation. Supply Chain 

Management: An International Journal Vol. 12 No. 2 , pp. 104-115. 

3 Booth, C. (2010). Strategic Procurement. London: Kogan Page. 

4 Brandon-Jones, A., & Carey, S. (2011). The impact of user-perceived e-

procurement quality on system and contract compliance. International 

Journal of Operations & Production Management Vol. 31 No. 3 , pp. 274-

296. 

5 Caniato, F., Golini, R., Luzzini, D., & Ronchi, S. (2010). Towards full 

integration: eProcurement implementation stages. Benchmarking: An 

International Journal Vol. 17 No. 4 , pp. 491-515. 

6 Costantino, N., & Pellegrino, R. (2010). Choosing between single and 

multiple sourcing based on supplier default risk: A real approach. Journal 

of Purchasing & Supply Management No. 16 , pp. 27-40. 

7 Costantino, N., Dotoli, M., Falagario, M., Fanti, M. P., & Iacobellis, G. 

(2009). A decision support system framework for purchasing management 

in supply chains. Journal of Business & Industrial Marketing Vol. 24 No. 

3/4 , pp. 278-290. 

8 Croom, S., & Johnston, R. (2033). E-service: enhancing internal customer 

service through e-procurement. International Journal of Service Industry 

Management Vol. 14 No. 5 , pp. 539-555. 

9 de Boer, L., Holmen, E., & Pop-Sitar, C. (2003). Purchasing as an 

organizational design problem: the case of non-product-related items and 

services. Management Decision Vol. 41 No. 9 , pp. 911-922. 

10 Driedonks, B., Gevers, J., & van Weele, A. (2010). Managing sourcing 

team effectiveness: The need for a team perspective in purchasing 



87 References 

 

 
 

organizations. Journal of Purchasing & Supply Management No. 16 , pp. 

109-117. 

11 Dutzler, H., Houston, P., & Turner, M. (2009). Getting Creative Efficient 

Sourcing in Marketing. New York: Booz & Company. 

12 Garrido, J., Gutiérrez, A., & San José, R. (2011). Online Information Tools 

in Industrial Purchasing: An Exploratory Analysis of the Process of 

Business-Service. Journal of Organizational Computing and Electronic 

Commerce Vol. 21 No. 1 , pp. 50-70. 

13 Gebauer, J., & Lee, F. (2007). Enterprise System Flexibility and 

Implementation Strategies−Aligning Theory with Evidence from a Case 

Study. University of Illinois. 

14 Hardt, C., Reinecke, N., & Spiller, P. (2007). Inventing the 21st century 

purchasing organization. The McKinsey Quarterly No. 4 , pp. 115-124. 

15 Hartmann, E., Trautmann, G., & Jahns, C. (2008). Organisational design 

implications of global sourcing. Journal of Purchasing & Supply 

Management No. 14 , pp. 28-42. 

16 Hemsworth, D., Sánchez-Rodríguez, C., & Bidgood, B. (2008, 02). A 

structural model of the impact of Quality Management Practices and 

purchasing-related Information Systems on purchasing performance: A 

TQM perspective. Total Quality Management Vol. 19 No. 1/2 , pp. 149-

162. 

17 Hines, P., Lamming, R., Jones, D., Cousins, P., & Rich, N. (2000). Value 

Stream Management. Edinburgh: Financial Times Prentice Hall. 

18 K., K. (2010, 09 09). Estimating the cost effects of purchasing 

centralization — Empirical evidence from framework agreements in the 

public sector. Journal of Purchasing & Supply Management . 

19 Kakouris, A., Polychronopoulos, G., & Binioris, S. (2006). Outsourcing 

decisions and the purchasing process: a systems-oriented approach. 

Marketing Intelligence & Planning Vol. 24 No.7 , pp. 708-729. 

20 Kanakamedala, K., Ramsdell, G., & Roche, P. (2003). The promise of 

purchasing software. The McKinsey Quarterly No. 4 , pp. 19-22. 

21 Lawson, B., Cousins, P., Handfield, R., & Petersen, K. (2009, 05 15). 

Strategic purchasing, supply management practices and buyer 



88 References 

 

 
 

performance improvement. International Journal of Production Research 

Vol. 47 No. 10 , pp. 2649-2667. 

22 Niezen, C., & Weller, W. (2009). Purchasing power: finding quick cash and 

building long-term capabilities. Mexico City: Bain & Company. 

23 Nollet, J., Calvi, R., Audet, E., & Côté, M. (2008). When excessive cost 

savings measurement drowns the objectives. Journal of Purchasing & 

Supply Management No. 14 , pp. 125-135. 

24 Parikh, M., & Joshi, K. (2005). Purchasing process transformation. 

International Journal of Operations & Production Management Vol. 25 No. 

11 , pp. 1042-1061. 

25 Park, J., Shin, K., Chang, T.-W., & Park, J. (2010). An integrative 

framework for supplier relationship management. Industrial Management & 

Data Systems Vol. 110 No. 4 , pp. 495-515. 

26 Pearcy, D., & Giunipero, L. (2008). Using e-procurement applications to 

achieve integration: what role does firm size play? Supply Chain 

Management: An International Journal Vol. 13 No. 1 , pp. 26-34. 

27 Puschmann, T., & Alt, R. (2005). Successful use of e-procurement in 

supply chains. Supply Chain Management: An International Journal Vol. 

10 No. 2 , pp. 122-133. 

28 Quesada, G., González, M., Mueller, J., & Mueller, R. (2010). Impact of e-

procurement on procurement practices and performance. Benchmarking: 

An International Journal Vol. 17 No. 4 , pp. 516-538. 

29 Ramsay, J. (2008). Purchasing theory and practice: an agenda for change. 

European Business Review Vol. 20 No. 6 , pp. 567-569. 

30 Rantala, L., & Hilmola, O.-P. (2005). From manual to automated 

purchasing. Industrial Management & Data Systems Vol. 105 No. 8 , pp. 

1053-1069. 

31 Ronchi, S., Brun, S., Golini, R., & Fan, X. (2010). What is the value of an 

IT e-procurement system? Journal of Purchasing & Supply Management 

No. 16 , pp. 131-140. 

32 Rozemeijer, F. (2008). Purchasing myopia revisited again? Journal of 

Purchasing & Supply Management No. 14 , pp. 205-207. 

33 Sánchez-Rodríguez, C., Hemsworth, D., Martínez-Lorente, Á., & Clavel, J. 

(2006). An empirical study on the impact of standardization of materials 



89 References 

 

 
 

and purchasing procedures on purchasing and business performance. 

Supply Chain Management: An International Journal Vol.11 No. 1 , pp. 56-

64. 

34 Sánchez-Rodríguez, C., Martínez-Lorente, Á., & Clavel, J. (2003). 

Benchmarking in the purchasing function and its impact on purchasing and 

on business performance. Benchmarking: An International Journal Vol. 10 

No. 5 , pp. 457-471. 

35 Saporito, F. (2007, 10 02). Saving procurement from itself. Strategy + 

Business Exclusive . 

36 Schoenherr, T. a. (2010, 02 10). A comparison of online and offline 

procurement in B2B markets: results from a large-scale survey. 

International Journal of Production Research Vol.49 No. 3 , pp. 827-846. 

37 Schotanus, F., Telgen, J., & de Boer, L. (2010). Critical 

successfactorsformanagingpurchasinggroups. Journal of Purchasing & 

Supply Management No. 16 , pp. 51-60. 

38 Schuh, C., Kromoser, R., Strohmer, M., Romero Pérez, R., & Triplat, A. 

(2009). The Purchasing Chessboard. Berlin Heiderlberg: Springer. 

39 Selviaridis, K., Agndal, H., & Axelsson, B. (2010, 08 04). Business 

services 'in the making': (De)Stabilisation of service definitions during the 

sourcing process. Journal of Purchasing & Supply Management . 

40 Smart, A. (2010). Exploring the business case for e-procurement. 

International Journal of Physical International Journal of Physical Vol. 40 

No. 3 , pp. 181-201. 

41 Smart, A., & Dudas, A. (2007). Developing a decision-making framework 

for implementing purchasing synergy: a case study. International Journal 

of Physical Distribution & Logistics Management Vol. 37 No. 1 , pp. 64-89. 

42 Smeltzer, L., & Ogden, J. (2002, 02). Purchasing Professionals’ Perceived 

Differences between Purchasing Materials and Purchasing Services. The 

Journal of Supply Chain Management , pp. 54-70. 

43 Sollish, F., & Semanik, J. (2007). The Procurement and Supply Manager's 

Desk Reference. Hoboken, NJ: John Wiley & Sons. 

44 Sonmez, M., & Moorhouse, A. (2010). Purchasing professional services: 

which decision criteria? Management Decision Vol. 48 No. 2 , pp. 189-206. 



90 References 

 

 
 

45 Steinle, C., & Schiele, H. (2008). Limits to global sourcing? Journal of 

Purchasing & Supply Management No. 14 , pp. 3-14. 

46 van der Valk, W., & Rozemeijer, F. (2009). Buying business services: 

towards a structured service purchasing process. Journal of Services 

Marketing Vol. 23 No. 1 , pp. 3-10. 

47 Van Weele, A. (2005). Purchasing and Supply Chain Management. 

London: Thomson Learning. 

48 Vassallo, D., Cacciatore, E., Locatelli, M., Clarke, R., & Jones, M. (2008). 

Green Purchasing Power. Milan: Arthur D. Little. 

49 Vollrath, C., Rehländer, T., Riveiro, M., & Berz, G. (2009). Procurement 

Performance Measurement. Berlin: Arthur D. Little. 

50 Werr, A., & Pemer, F. (2007). Purchasing management consulting 

services. Journal of Purchasing & Supply Management No. 13 , pp. 98-

112. 

 

 


