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Sammanfattning 
Detta examensarbete utfördes på Scanias inköpsavdelning för indirekt material i Södertälje, 
Sverige under våren 2007. Ledningen på inköpsavdelningen för indirekt material misstänker 
att deras internkunder inte har full förståelse för vad inköpsavdelningen gör och därför inte 
använder sig av inköpsavdelningens tjänster och kontrakt i önskad utsträckning.  
 
Syftet med detta examensarbete var att undersöka om, och i så fall hur, internkundens 
uppfattning skiljer sig från inköpsavdelningens uppfattning angående inköpsavdelningens 
uppgift. Syftet var också att skapa ett kommunikationspaket för att öka internkundens 
förståelse angående vad inköpsavdelningen gör.  
 
Examensarbetet kan ses som en undersökning och för att samla in empirisk data användes 
enkäter och intervjuer. Kommunikationspaketet tillverkades med hjälp av resultatet från gap 
analysen, information från intervjuer, relevant kommunikationsteori och information från 
Scania’s intranät. Gap analysen visade på att internkunderna möjligtvis inte känner till det 
arbetet som inköpsavdelningen gör angående leverantörsbasen och aktiviteter som rör 
leverantörsbasen, det vill säga hur inköpsavdelningen hittar och utvärderar leverantörer. 
Analysen visade också på att internkunderna inte vill att inköpsavdelningen skall vara 
involverad i lika hög grad som inköpsavdelningen själv vill när det gäller att hitta och 
utvärdera leverantörer. Dessutom visade analysen på att internkunderna kanske inte känner till 
det faktum att inköpsavdelningen måste se till hela Scanias totalkostnad när de utvärderar 
offerter och väljer leverantör. Internkunderna vill heller inte att inköpsavdelningen skall vara 
involverad i lika hög grad som inköpsavdelningen själv vill då det gäller utvärdering av 
offerter och val av slutleverantör.  
 
För att överbrygga gapet och öka internkundens förståelse för vad inköpsavdelningen gör 
skapades ett kommunikationspaket. Kommunikationspaketet består av en PowerPoint 
presentation, instruktioner och ett förslag på implementering. Presentationen testades på en 
grupp interkunder i en pilot. Input till förbättringar erhölls sedan under intervjuer med de 
internkunder som ingick i piloten.  
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Abstract 
This thesis was performed at Scania’s purchasing department of non-automotive products in 
Södertälje, Sweden during spring 2007. The management of the purchasing department of 
non-automotive products believe that their internal customers might not have full 
understanding of what the purchasing department does. This is a problem because the internal 
customers might not use the contracts negotiated by the purchasing department or they might 
not involve the purchasing department when making purchases. 
The purpose of this thesis is to examine if and how the internal customers’ perception deviates 
from the purchasing department’s perception regarding the task of the purchasing department. 
And also to create a communication package with the purpose of increasing the internal 
customers understanding of what the purchasing department does. The research strategy of the 
thesis was a survey and empirical data was collected by using questionnaires and interviews. 
The communication package was designed with the result from the gap analysis, information 
from interviews, relevant communication theory and information from Scania’s intranet.  
 
The gap analysis indicated that the internal customers might not have complete understanding 
of the work which the purchasing department does regarding the supplier base and activities 
concerning the supplier base, i.e. how the purchasing department finds and evaluates 
suppliers. The analysis also indicated that the internal customers did not want the purchasing 
department to be involved to the same extent as the purchasing department itself wants, when 
finding and evaluating suppliers. The gap analysis also indicated that the internal customers 
possibly lack understanding of the fact that the purchasing department has to consider the 
total cost imposed on Scania when evaluating quotations and choosing supplier. Furthermore 
the internal customers did not want the purchasing department to be involved to the same 
extent as the purchasing department itself when evaluating quotations and selecting suppliers. 
In order to bridge the gaps and to increase the internal customers understanding of what the 
purchasing department does, a communication package was produced. The communication 
package consists of a power-point presentation, instructions and a suggestion of 
implementation. The power-point presentation was tested in a pilot on a group of internal 
customers. Input for improvements was received when interviewing the internal customers 
participating in the pilot. 
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1 Introduction 
This chapter begins with the background and the purpose of the master’s thesis.  Goals are 
specified and delimitations are presented. The chapter ends with disposition, reading 
directives of the thesis and responsibility issues regarding the contents of this thesis that the 
authors focused on.  
 

1.1 Background  
Many industries have experienced an intensified global competition in just a few years. The 
reasons for this are many and some relate to: deregulation, forming of trade unions, improved 
transportation facilities and better information and communication technology. (Van Weele, 
2005) 
 
The intensified competition has increased the interest of purchasing.  Since most companies 
spend more than half their sales turnover on purchased parts and services, efficient supplier 
relationships are of great importance to the company’s short term financial position and long 
term competitive strength. (Ibid) 
 
Scania’s products are trucks, buses and industrial & marine engines. To be able to develop 
and manufacture these products Scania needs a lot of indirect material. Indirect material, 
which can be both physical products and services, is mainly purchased material, in other 
words: delivered by suppliers. This material is purchased by Scania’s purchasing departments 
in Europe and in Latin America. (Scania web, 2007) 
 
The management of the purchasing department of indirect material believes that their internal 
customers might not have full understanding of what the purchasing department actually does. 
Also the internal customers might not be aware of the advantages of using the purchasing 
process when making call-offs and orders. This is a problem because the internal customers 
might not use the contracts negotiated by the purchasing department or they might not involve 
the purchasing department when making purchases if they do not have a unanimous 
understanding of what the purchasing department does and the benefits from what it does. 
 
By using the purchasing process to a higher extent the purchasing department believes that the 
following will be achieved: 
  

• Reduced waste and shorter lead-time in the purchasing process. 
• Supplier contracts with better conditions for Scania and increased usage of contracts. 
• Better, more efficient, communication internally, between purchasing and its internal 

customers. 
 

1.2 Purpose 
The purpose of this thesis is to examine if and how the internal customers’ perception deviates 
from the purchasing department’s perception regarding the task of the purchasing department. 
 
The purpose is also to create a communication package with the purpose of increasing the 
internal customers understanding of what the purchasing department does. 
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1.3 Goals 
The goals of this master’s thesis are:  

• To do a gap-analysis concerning the internal customers’ and the purchasing 
department’s perception of the task of the purchasing department.  

• To create a communication package consisting of material and instructions ready to 
use.  

 

1.4 Delimitations  
 Purchasing of direct material, automotive parts (AP), is not included in the thesis.  
 Internal customer: “Scania commercial system” is not included in the thesis.  
 Because of the time frame and the fact that this thesis was performed in Sweden 

internal customers outside of Sweden are not included in the thesis.  
 Purchasing of services will not be focused on. 

 

1.5 Disposition 
The thesis is divided into ten chapters and the content of the chapters are presented below.  
 
Chapter 2: Scania facts – This chapter gives the reader an introduction to Scania and the 
purchasing department of non-automotive parts.  
 
Chapter 3: Methodology – This chapter explains the method used in the thesis and also 
explains the authors’ course of action.  
 
Chapter 4: Theory – This chapter describes purchasing theory regarding why purchasing is 
important and what a purchasing department should do. It also contains communication 
theory regarding internal communication, communication strategy and communication 
planning.  
 
Chapter 5: Present situation – This chapter describes what the purchasing department of 
non-automotive parts does and who their internal customers are. 
 
Chapter 6: Empirical data – This chapter presents the empirical data gathered from the 
survey which later is used in the gap analysis.  
 
Chapter 7: Analysis – This chapter covers the gap analysis. 
  
Chapter 8: Results – This chapter describes the communication package which was created.  
 
Chapter 9: Conclusions – This chapter presents the conclusions from the findings of the 
thesis. 
 
Chapter 10: Discussion – This chapter discusses some problems which the authors came 
across and future research is suggested. 
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1.6 Reading directives 
Reading directives are given in this section.  
 
Personnel from Scania’s purchasing department of non-automotive parts interested in 
the authors’ course of action and the background to the conclusions – This reader should 
read chapter 3 and forward. 
 
Personnel from Scania’s purchasing department of non-automotive parts interested in 
the results from the gap analysis – This reader should read chapter 6 and 7. 
 
Personnel from Scania interested in the communication package – This reader should 
read chapter 8. 
 
External readers without former knowledge of Scania and Scania’s purchasing 
department of non-automotive parts – This reader is recommended to read chapter 2 and 
forward.  

 
1.7 Responsibility issues 
This thesis has been written by both authors and has always been a work of  collaboration. All 
of the stated results and written material has been discussed and analysed with both authors 
participating. Although it is worth to mention that the author Fredrik Otterheim has had more 
focus on the purchasing theory, analysis of the gap, and the contents in the communication 
package regarding the purchasing department, whilst the author Yones Strand had more focus 
on methods regarding the survey questionnaire, communication theory and communication 
aspects regarding the structure of the communication package. 
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2 Scania facts 
This chapter introduces the reader to Scania and the purchasing department of non-
automotive products, which is the department where the thesis was done.  
 

2.1 Scania the company 
Scania was founded in 1891 and have since then built and delivered more than one million 
trucks and buses for heavy transports and is one of the world’s leading manufacturers in its 
segment. The mission of Scania is: 

“…to supply its customers with high-quality heavy vehicles and services related to the 
transport of goods and passengers by road. By focusing on customer needs, high-quality 
products and services, as well as respect for the individual, Scania shall create value-added 
for the customer and grow with sustained profitability.” (Scania’s annual report, 2006) 

Scania’s operations focus on the most profitable segment, heavy transport vehicles. Other 
important business areas for the company are Industrial and Marine Engines, service-related 
products and customer financing. Scania is an international corporation with operations in 
more than 100 countries and has more than 33,000 employees. In addition, about 20,000 
people work in Scania’s independent sales and service organisation. The most important 
market is Europe followed by Latin America, where also Scania’s production facilities are 
situated. Scania’s sales turnover 2006 was 70.738 MSEK and the operating margin was 11%. 
(Scania web, 2007) 

 

2.2 History of Scania 
Scania started its business by manufacturing bicycles, but Scania soon turned into a vehicle 
company. In 1897 Scania produced its first car, in 1902 its first truck and in 1911 its first bus. 
Scania has also been involved in several alliances with other companies, in 1911 with Vabis 
and in 1969 with Saab Automobile. (Scania web, 2007) 

In the 1940s, Scania began developing their modular product program. The concept is based 
on combining a limited number of components for assembling a large number of models of 
trucks. This results in a considerable gain of scale in manufacture. For the customer, the 
practical result is speed and the possibility of ordering a tailor-made vehicle based on their 
requirements. This has made Scania the leader in the heavy vehicle industry in terms of 
profitability. In the 1990s the Scania Production System (SPS) was initiated. The modular 
system mentioned above is one of the basic principles in SPS. The way of working within 
Scania is standardised and documented, this to ensure a high and consistent level of quality of 
the products. This means to carry out an assignment in a specific way until finding 
improvements. Scania’s modular product program and standardised working methods gives 
that the components and the philosophies, principles and priorities are the same regardless 
where production takes place in the world. The Scania Production System is based on never 
manufacturing more than the next production step requires. (Ibid) 

Since 1995 Scania operates independently. In 2006 negotiations about an alliance with the 
German company MAN, a manufacturer of commercial vehicles, engines and mechanical 
engineering equipment, was in progress. The supposed merge failed to obtain not only 
acceptances from major shareholders Volkswagen AG and Investor AB but also from the 
Scania management itself. Therefore MAN withdrew their bid on January 23 in 2007. (Ibid) 
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2.3 Scania worldwide 
Scania, as a global company, is represented in almost all parts of the world. The production is 
situated in two continents, Latin America with three production units (PRU), and Europe with 
10. The final assembly of trucks and buses are done in both continents. (Scania InLine, 2007) 

The largest set of PRUs of Scania is situated in Södertälje, which are producing engines and 
components for the vehicles as well as doing the final assembly of trucks and bus chassis. The 
head quarter and the research and development department of Scania are also situated in 
Södertälje. The next largest set PRUs is located in São Paulo, Brazil. This unit produces 
engines, axels and cabs. This PRU also has final assembly of trucks and bus chassis. The 
other PRU’s are more dedicated, only producing one or two types of components. The 
locations of the PRU´s of Scania are illustrated in figure 2.1. The blue colour illustrates where 
Scania is represented by means of sales, service, financing and purchase offices. (Ibid) 

 
Figure 2.1: Production units of Scania (Scania InLine, 2007) 

 

2.4 The purchasing department of non-automotive products 
Purchasing of non-automotive products (here after called SN) is a unit which is located under 
Global purchasing in the organization chart. Global purchasing is divided into sub units and 
SN is one of them. Non-automotive products can be both products and services and is 
generally everything that is not included in Scania’s end products. Figure 2.2 presents the 
organization of Global purchasing. (Scania Inline, 2007) 
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Figure 2.2: Scania’s Global purchasing organisation (Scania Inline, 2007) 

SN is organized as a matrix organization, the organization is visualized in figure 2.3. The 
units are divided into area and commodity units. Each unit has one purchasing manager, 
which is the manager of the unit, and several sourcing managers. The units located in Latin 
America (L-TPI and LA-TC) are almost independent of the other units and are therefore 
drawn with broken lines. (Ibid) 

 
Figure 2.3: Matrix organization Purchasing of non-automotive parts, SN. (Own 

illustration from Scania Inline, 2007) 
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Each unit has an abbreviation which is explained below. 
 
Area     Commodity 
SNL: Offices Sweden    SNM: Investments and supplies 
SNQ: Dynamate    SNL: Logistics & Office services 
SNS: Industrial system Sweden   SNI: IT and services 
SNE: Industrial system Europe 
SNG: Sales & Service companies 
LA-TC: Purchasing, Latin America 
L-TPI: Purchasing, Latin America 
 
The sourcing managers working in the commodity units are responsible of different 
commodities and the sourcing managers working in the area units are responsible of different 
areas, an area is generally a production unit. The purchase of non-automotive products 2006 
corresponded to 10% of Scania’s sales turnover and 23% of Scania’s total purchase volume. 
(Ibid)  
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3 Methodology 
In this chapter the research strategy, course of action and collection of data is described. The 
reliability and validity of the thesis are discussed in the end of this chapter. 
 

3.1 Research strategy 
The research strategy is a general plan of how to answer the purpose of the study. There are 
four main strategies; experiment, survey, case study and action research. (Saunders et al., 
2000) 
 
This master’s thesis is considered a survey because the characteristics of a survey fit with the 
purpose of the thesis. Denscombe (2000) defines the following as the characteristics of a 
survey: 
  
 A wide and extensive coverage: In the concept of ”survey” lies an implicit idea of that 

the research should have a broad coverage. 
 

 Focus on a specific moment in time:  The purpose is often to get a general view of a 
variety of things at the time of the data collection.  

 
 Dependent on empirical data: A survey includes looking for details in concrete things 

that can be measured and registered. 
 
The whole group of internal customers was considered in this study which implies that a 
survey was suitable. Also, the gap-analysis needed empirical data and it was important to 
examine what the gap was at the moment. 
 
It is important to be aware of the fact that a survey approach is a research strategy and not a 
method. Researchers choosing this strategy can use different methods: questionnaires, 
interviews, printed sources and observations. (Ibid) 
 

3.2 Course of action 
The work of this thesis began with defining the purpose and the forming of a research 
strategy. At the same time a pre-study was performed by conducting interviews with internal 
customers, purchasers and managers at the purchasing department. Information was also 
gathered from Scania’s intranet. The aim of the pre-study was to get an understanding of what 
the purchasing department does, how the internal customers acquire material and services, 
and to identify the internal customers.  
 
Next a questionnaire was designed, and sent to internal customers, purchasers and purchasing 
managers, in order to be able to perform the gap-analysis. The result from the survey was then 
analysed with the help from purchasing theory which was gathered in a literature study. When 
the gaps had been identified a communication package was produced. The communication 
package was made with input from the gap-analysis and from a literature study covering 
communication. The pre-study also provided information which was included in the 
communication package. Finally the communication package was tested on a small group of 
internal customers. The “pilot” group of internal customers were interviewed about the 
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communication package for further improvements and then the communication package was 
finalized. The course of action is illustrated in figure 3.1. 
 

 
Figure 3.1: Course of action 

 

3.3 Collection of data 

3.3.1 Primary and secondary 
Data can be categorized in two different categories depending on how it was collected; 
primary and secondary data. Primary data consists of data which the researcher gathers 
through observations, surveys and interviews. Secondary data, on the other hand, consists of 
data which has been collected in another context. (Eriksson & Wiedersheim-Paul, 1999) In 
order to fulfil the purpose of this study, primary and secondary data was used jointly. 
 
Regarding primary data, there are many ways to collect information about people’s attitude, 
behaviour and knowledge. But when it comes to people answering questions, one can separate 
it into two different methods of collecting data. The first method is doing interviews directly 
in person or by phone. The second method is by implementing questionnaires. (Ejlertsson & 
Axelsson, 2006) In this survey both interviews and questionnaires were used when collecting 
data. 
 
Secondary data is data collected by other people, researchers or institutions according to 
Hartman (2004). Secondary data was used when conducting the literature studies. The 
literature studies covered two areas; purchasing and communication. The search for literature 
was conducted in LIBRIS which is a Swedish library system. Examples of keywords used 
when searching for purchasing related material was; purchasing and supply chain 
management. Keywords used when searching for communication related material was; 
internal communication, communication planning, communication strategy and persuasive 
communication. Secondary data was also collected from Scania’s intranet Inline. Inline 
provided information about Scania’s purchasing process and organization for example. 
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3.3.2 Qualitative and quantitative  
There is not a clear distinction between quantitative and qualitative research. However they 
have some characteristics. The quantitative research often uses numbers as the central unit of 
analysis and the qualitative research has a tendency to use words as the central unit of 
analysis. The qualitative research is more often connected with description and the 
quantitative is more often connected to analysis. The qualitative research is most often used in 
smaller studies and the qualitative in larger studies. (Denscombe, 2000) 
 
The interviews conducted in this study should be considered as qualitative because; they were 
of smaller scale, the interviewees were often asked to describe or clarify something, and the 
unit of analysis was words.  
 
The questionnaires and the analysis of the questionnaires were more of a quantitative 
character. Although the unit of analysis was both words and numbers the final analysis was 
based on numbers. The scope of the survey was also relatively large.  
 

3.3.3 Interviews 
According to Ejlertsson & Axelsson (2006), interviews are usually classified as interviews 
with high or low degree of standardisation. A high degree of standardisation implies that the 
questions are formulated in advance and are of great extent. A low degree of standardisation 
on the other hand implies that only the question areas are decided in advance and not the 
actual questions. The reason is to let the interviewer formulate questions in order to clarify or 
deepen the earlier answers of the respondent. 
 
The interviews conducted were of both a high and a low degree of standardization. Low 
degree interviews were often conducted when the authors needed something explained and 
high degree interviews were used when specific information was needed. 
 

3.3.4 Questionnaire 
Questionnaires were created and sent to both the purchasing department and to the internal 
customers of the purchasing department. The purpose of the questionnaires was to gather data 
for the gap analysis. Two different questions were used in order to examine the gap; 
  
 The internal customers and employees at SN were asked to shortly describe what they 

believe that the task of the purchasing department is. 
 
 The internal customers and employees at SN were asked how often they would like 

the purchasing department to be involved in several different stages of a purchase.  
 
Other kinds of questions were included with the purpose of gathering background information 
about the respondents. There were also questions included with the purpose of evaluating the 
purchasing department, and those answers were used for other purposes besides the ones 
stated in this thesis. The questionnaires sent to the internal customers are presented in 
appendix 1. The questionnaires sent to the purchasing department are presented in appendix 2.   
 
When designing the questionnaires relevant literature was studied, and the following section 
includes some of the things that were considered when making the questionnaires. 
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According to Ejlertsson & Axelsson (2006), a questionnaire is a form containing questions 
with predominantly set alternatives of answers. The most common ways to distribute 
questionnaires are by mail, e-mail or by handing them out directly to a preferred target group. 
There are some advantages using a questionnaire instead of an interview. The questionnaire 
can for instance easily be implemented on a great selection in relation to cost and time and 
also within a great geographical area. Another benefit when using a questionnaire is that the 
respondent is not affected by an interviewer’s way of asking questions. 
 
The questionnaires were sent by e-mail in order to make them easy to distribute and easy to 
answer.  
 
When constructing a questionnaire there are a lot of things to consider, for instance the 
composition of questions. The following is stated as important when designing a 
questionnaire by both Ejlertsson & Axelsson (2006) and Andersson (1994): 
 
 Keep the language simple 
 Unambiguous questions 
 Avoid leading questions if possible 
 One question at a time, one answer at a time 
 Avoid questions of sensitive issues  
 Avoid long questions 
 Avoid negation 
 To instruct when questions are only relevant to some respondents 
 Keep the same order of the answer alternatives 
 Don’t forget questions about background 

 
Ejlertsson & Axelsson (2006) mentions that when constructing a matrix question one has to 
be careful not to include too many sub questions and the questions should always have the 
same alternatives of answers. 
 

3.3.5 Selection of internal customers and employees at SN 
To map a target population in this thesis was complex, since there was not a list of all the 
internal customers of Scania. A pre-study was carried out in order to find out who the internal 
customers were. Information was gathered by interviewing purchasing managers and area 
purchasers. The pre-study showed that the internal customers roughly could be divided into 
four categories: 
 

1. Internal customers using Scania’s call-off application, Easy2Buy 
2. Internal customers who use the services of area or commodity purchasers 
3. The storage staff working in the storages that store products related to Scania’s 

production 
4. Internal customers making maverick purchases  

 
The fourth category - internal customers making maverick purchases - are included in the 
three first categories. The internal customers are very likely to be included in more than one 
of the categories, for instance an internal customer who uses Easy2Buy could also be a user of 
the services provided by an area or commodity purchaser. 
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The selection of the survey was made by randomly choosing internal customers from the three 
categories. The reason for dividing the population into three categories was to secure that all 
the three categories would be represented in the survey. To ensure a broad selection the 
internal customers were also sorted by the unit where they work. Figure 3.2 presents the 
amount of internal customers chosen from each unit and category. The total amount of 
internal customers chosen to participate in the questionnaire was 300. The total amount of 
internal customers at Scania was unknown, but about 3300 internal customers were included 
in the Easy2Buy user list. 
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Figure 3.2: The selection of internal customers 

 
It is important to mention that the selection of internal customers is not representative of all 
the internal customers of Scania. The chosen selection does not fulfil the criteria of a random 
selection on a population basis because it was not possible to create one list of all the internal 
customers and from that list randomly select internal customers. The internal customers 
defined by the area and commodity purchasers were either mentioned by name or working 
title. To compile a list of all employees with a certain working title was not possible within a 
reasonable amount of time. Therefore a complete list of all the internal customers could not be 
made. The way the internal customers were selected was considered when the data was 
analyzed.  
 
Regarding the questionnaire sent to the purchasing department, SN, all purchasers and 
managers were chosen. 
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3.4 Methodology issues 
Regarding the choice of research strategy, there were other alternative strategies which could 
have been relevant. For instance a case study would have been more suitable if researching 
for a more narrow coverage.  But due to the fact that a broad and extensive coverage was 
preferred in order to cover a broad selection of internal customers the survey strategy was 
chosen.  

3.4.1 Reliability 
According to Svenning (1999) and Denscombe (2000) the definition of reliability is that if 
nothing changes in a population two surveys with the same purpose and method should give 
the same results.  
 
The reliability of the interviews was assured by selecting interviewees who had the right 
knowledge, and they were often chosen with the help of sourcing managers at the purchasing 
department. Most of the interviews were also recorded and both authors took notes during the 
interviews in order to secure that the information was interpreted correct.  
 
The reliability of the questionnaires is dependent on the rate of response and the following 
measures were taken to increase the rate of response: 

• Area purchasers were asked to inform about the questionnaires and advise the internal 
customers to answer before the questionnaires were sent. 

• E-mails were sent to the internal customers who did not answer within the stated date 
in order to remind them to answer the questionnaire. 

• The compilation of the results from the questionnaires was handled confidential and 
the internal customers were informed about this in the questionnaire.  

 
The reliability regarding the questionnaires was also improved by using relevant theory when 
designing them which increased the quality of the questionnaire. 
 

3.4.2 Validity 
Svenning (1999) defines the concept of validity as measuring what one really intends to 
measure. According to Sapsford & Jupp (1996) the definition of validity is: “The design of a 
research effort with the purpose of giving trustworthy conclusions and that the results and 
evidence that a survey leads to will form a strong support for the interpretations being made.” 
 
A pre-study was performed in order to get an understanding of the research object, which 
made it easier to design valid questions. The validity of the questionnaires was assured by 
reviewing and testing the questions on both internal customers and purchasers before sending 
them and thus making sure that the questions were unambiguous. The questionnaire was also 
designed with the help from literature which helped the authors construct unambiguous 
questions.  
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4 Theory 
In this chapter purchasing and communication theory are presented. The major developments 
in the expansion of purchasing are first presented and then the importance and the role of 
purchasing are described. The section covering purchasing theory ends with a description of 
Van Weele’s purchasing process. The second section includes a description of the purpose of 
internal communication, communication planning and communication strategy. 

4.1 Purchasing theory 
The role of purchasing has changed a great deal since the 1970s. Figure 4.1 presents some 
major developments in the expansion of purchasing. (Cavinato, 2006) 
 

 
Figure 4.1: Major developments in the expansion of purchasing (Cavinato, 2006) 

 
By the 1970s companies learned that they did not need to use volume to get the best buying 
power in the market. The principle of consolidation; using fewer suppliers and standardizing 
specifications to industry norms was used to reap price benefits. Because of the shortening of 
product life cycles companies were forced to look to suppliers and other outsiders for input to 
their creation value. By expanding the scope of purchasing from starting at requisitions and 
ending with closeout toward logistics purchasing could add to the competitiveness of the firm. 
Around 1990 a look into the longer-term supply market situation became popular and 
purchasing started influencing suppliers’ investments and innovations. Later suppliers started 
to become involved in the group where innovation opportunities were sought. In a larger 
perspective the developments of purchasing started with an era of consolidation, then 
strategies, and now integrations. (Cavinato, 2006)  
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4.1.1 Why purchasing is important 
Purchasing can contribute to improving a company’s return of net assets in two ways; 
reduction of all direct material costs and reduction of the net capital employed by the 
company. The direct material costs may be reduced by measures such as; introducing new 
suppliers and competitive tendering. The net capital employed may be reduced by for 
example longer payment terms and just-in-time agreements.  (Van Weele, 2005) 
 
Purchased materials and services typically represent the largest single element of cost in a 
company which stresses the importance of purchasing. (Ibid and Pooler et al, 2004) 
 
The purchasing department may also contribute to a company’s competitive position in more 
indirect ways. The indirect contributions may be in: 

• Reduction of quality costs 
• Production standardization 
• Stock reduction 
• Increasing flexibility and fostering purchasing synergy 

The indirect contributions do often in practice save more money than the indirect savings on 
purchasing prices. (Van Weele, 2005) 
 

4.1.2 The major tasks and responsibilities of purchasing 
The following section describes the major tasks and responsibilities of the purchasing 
department. 
 
Pooler et al (2004) mentions two overarching objectives purchasing must establish.  

1. Assure economic supply through the procurement of goods, supplies and services to 
keep the company in operation. 

2. Contribute to profits by efficiently controlling the total cost of the operation. 
 
Pooler et al (2004) also mentions some more specific purchasing objectives: 

• To get the best buy—suitable quality at minimum cost. 
• To pay reasonably low prices, negotiating and executing all company commitments. 
• To develop satisfactory sources of supply and maintain good relationships with them. 
• To secure optimal supplier performance, sometimes by seeking process improvements 

across boundaries between trading partners. 
• To locate new and better materials and products. 
• To keep inventories throughout the supply chain as low as is consistent with company 

needs. 
• To carry out programs to continually reduce total cost of purchases. 
• To develop effective controls and procedures. 
• To keep acquisition costs at the minimum compatible with optimal performance. 
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The four following concepts are considered to be core to the purchasing department in any 
organization according to Van Weele (2005). 
 
 Contributing to the continuity of the company’s primary activities 

The purchasing department shall provide the internal customers with the products and 
services needed. The primary task is to secure supply from reliable suppliers at consistent 
quality and reasonable total cost. 
 
 Control and reduction of all purchased related costs 

The products and services shall be supplied to lowest total cost of ownership. Total cost of 
ownership included direct material cost and all indirect costs related to handling. A major task 
is to ensure that products and services are bought to competitive prices from the best suppliers 
that can be found. 
 
 Reduction of the company’s risk exposure in relation to its supply markets 

The company should avoid becoming too dependent on just a few suppliers. In order to 
minimize the risk in the long term purchasing requirements should be spread among different 
suppliers.  
 
 Contribution to product and process innovation 

Suppliers are often a source of new products and production technologies. In some cases 
partnerships with suppliers in the research and development field is appropriate.  
 
The image of the company is partly determined by what it communicates to its suppliers. It is 
therefore important that purchasing works according to a minimum set of purchasing 
procedures which describe how orders are placed, who is authorized to make purchasing 
decisions and how to structure the purchasing process. The ways of working should be 
describes preferably in purchasing procedures, which are simple to use and easy to 
communicate. (Van Weele, 2005)  
 

4.1.3 The purchasing process 
Van Weele (2005) defines purchasing as: 
 
“The management of the company’s external resources in such a way that the supply of all 
goods, services, capabilities and knowledge which are necessary for running, maintaining 
and managing the company’s primary and support activities is secured at the most favourable 
conditions.”  
 
Van Weele’s (2005) definition of the purchasing department covers activities aimed at: 
 Determining the specification of the goods and services that need to be bought.  
 Selecting the most suitable supplier and developing procedures and routines to select 

the best supplier. 
 Preparing and conducting negotiations with the supplier in order to establish an 

agreement and to write up the contract. 
 Placing the order with the selected supplier and/or develop efficient purchase order 

and handling systems.  
 Monitoring and control of the order to secure supply (expediting). 
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 Follow up and evaluation (settling claims, keeping product and supplier files up-to-
date, supplier rating and supplier ranking). 

 
The purchasing process model, figure 4.2, illustrates the main activities within the purchasing 
department. The activities are closely connected.  
 

 
Figure 4.2: The purchasing process model (Van Weele, 2005) 

 
Each activity of the purchasing process is described below. 
 
Determine specification 
The purchasing process model begins with determining the specification. When determining 
the specification the initial purchasing requirements are determined. There are in general two 
kinds of specifications; the functional and the technical. The functional specification describes 
the functionality. The technical specification describes technical properties and activities to be 
performed by the supplier.  
 
The technical and the functional specification are part of the purchase order specification. The 
purchase order specification comprises of; quality specifications, logistics specifications, 
maintenance specifications, legal and environment specifications and a target budget. 
 
The buyer adds value in this stage for example by; ensuring unambiguous specifications and 
preventing the use of supplier or products brand specifications in order to keep the possibility 
of alternative sources of supply open. 
 
Select supplier 
When the requirements are determined and described a supplier is selected. The selection of 
supplier includes the following steps; determining the method of subcontracting, preliminary 
qualification of suppliers, prepare the request for quotation and evaluate the received bids and 
finally; selection of supplier. 
 
The added value by the buyer in this phase is for example in; determining the most adequate 
way of subcontracting, identifying reliable suppliers and designing the request for quotation in 
such a way that comparison of quotations is possible. 
 
Contracting 
When the supplier has been selected a contract has to be created. The main tasks of the buyer 
in this stage are; supplying contracting expertise, determining what price and other 
commercial conditions will be negotiated, prepare specific contractual arrangements to 
minimise risks and liabilities, prepare and conduct negotiations and editing the purchase 
agreement.  
 
Ordering and expediting 
After an agreement concerning the contract has been reached the order can be placed. In some 
cases the contract is the purchase order. In other cases buyers will negotiate call-off 
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agreements valid for an extended period where orders are placed against this agreement. In 
the last case contracting and ordering are separate activities.  
 
The value added by the purchasing department in this stage lies in; developing efficient 
ordering routines checking that all purchase orders are confirmed by the supplier, developing 
a sound routine for order handling, maintaining a database with regard to critical purchasing 
and supplier information, applying effective trouble shooting when needed. 
 
 
 
Follow up and evaluation 
The role of the purchasing department continues after the product or service has been 
acquired. Activities included are; settling warranty claims and penalty clauses, recording the 
user’s experience with specific products and suppliers, recording project evaluations, 
supervising compliance agreements concerning the supply of spare parts and maintenance.  
 

4.2 Communication theory  
The literature was reviewed to understand the consequences of good and inadequate internal 
communication. In order to create a communication package theories regarding 
communication strategy and planning was reviewed.  
 

4.2.1 Purpose of internal communication  
Internal communication represents a great deal of potential to organizations and can certainly 
stimulate operations as a whole, but when inadequate it leads to failure. Internal 
communication can be divided into formal and informal communication. (Larsson, 2001 and 
Erikson, 2005)  
The formal communication consists of goals, policies, guidelines, produced information for 
meetings and information material. It is highly dependent on the structure of an organization. 
The informal communication is more about discussions, spontaneous group meetings, stories 
and rumours or more concretely the interaction the co-workers create by themselves for 
different reasons along with the formal communication. (Larsson, 2001) 
 
According to Erikson (2005), every co-worker should be considered as a resource in internal 
communication.   Some of the different reasons why internal communication is of such 
importance are stated below: 
 
 To give co-workers an overview: It is important to clarify the co-worker’s contribution 

to the overall result. 
 
 Make agreements regarding goals: A company is more effective with co-workers 

working towards the same direction and with a common idea of what should be 
accomplished. 

 
 To give better basic data for decision making: Co-workers with access to the right 

information leads to increased knowledge and therefore greater competence to make 
the right decisions. 
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 Create motivation: Co-workers with an overview of the overall result, which are 
familiar with the common goals and who can make good decisions experience 
increased motivation. 

 
 Facilitate cooperation: It is important to create information systems in order to have 

good connections between the different parts of an organization and its co-workers, 
especially companies working with networks, projects and processes. 

 
 Reach better results and increase profitability: In the end, internal communication 

should contribute with improved profitability.  
 
Erikson (2005) describes how improved internal communication develops a co-worker with 
the help from a figure. The figure is presented in figure 4.3.  
 

 
Figure 4.3: How improved internal communication develops a co-worker (Erikson, 
2005). 
 
It is also important to mention that inadequate internal communication increases spreading of 
rumours boosted by information that arrives too late or not at all. This affects the co-workers 
motivation and creativity. It can also be seen by co-workers not only as a sign of 
communicative incompetence but also as lack of competence within the management. (Palm, 
2006) 
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4.2.2 Communication planning  
Effective planning is a vital effort for every organization. The planning shall guide and 
support the realization of the previously set goals. Planning work can be divided into five 
different planning instruments. (Larsson, 2001) 
 
 Strategic planning: Refers to planning of the comprehensive communication efforts on 

the basis of the company’s target and situation. Strategic planning should be integrated 
into the management work plan. 

 
 Planning of operations: Refers to coordination and planning of the work regarding 

information of a certain period of time, for instance a fiscal year. 
 
 Project and Campaign planning: Refers to bigger and longer actions and often contains 

several measures that will be joined into a tactical entirety. 
 
 Individual activity planning: Refers to individual activities which could be a part of a 

campaign or something produced for a different cause. For instance printed material, a 
conference, a homepage on the internet and even long-term efforts. 

 
 Operative planning: Refers to the planning of the implementation. 

 
The last three levels resemble of one another although they all demand a plan of operations. 
For instance an individual activity for a big company could be as extensive as a project or a 
campaign for a small non-profit organisation. The strategic planning level is above the other 
levels of planning. The levels under strategic planning are divided into either long- or short 
term planning and general or specific planning, presented in figure 4.4.  

 
 

 
Figure 4.4: How the different levels of planning are related to each other (Larsson, 2001) 

 
The communication plan which is going to be produced in this thesis has the purpose of 
increasing the internal customers’ understanding of what the purchasing department does and 
is considered an individual activity. Therefore the individual activity planning level is going 
to be considered.  
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According to Larsson (2001), the work process regarding the individual activity planning can 
be divided into ten process steps: 
 

1. Pre-study: Factors related to communication that need to be examined in a pre-study 
is; the relation between the different groups within an organisation, the internal 
situation, experiences and analysis from similar activities. If the employees are 
positive and aware of the activity should also be considered in the pre-study. 

 
2. Goals: In order to implement a communication activity there must be an ambition to 

achieve something, a goal. Goals can often be formulated as wanted changes in 
knowledge, attitude and behaviour.  

 
3. Planning: The purpose of planning is to lead and support the realization of the stated 

goals. The plan in this case is the individual activity plan. 
 
4. Target groups: The work of selecting target groups is divided into two steps where the 

first is to choose target groups and the second is to analyze the groups which are 
suitable to communicate with. When the target group is set it is important to categorize 
and analyze them. It is also common to try to calculate the size and the geographical 
location of the target group. 

 
5. Communication strategy: The communication strategy theory is described in section 

4.2.3. 
 
6. Message: It is important to choose the right type of message which is expected to 

interest and lure the recipients. According to Palm & Windahl (1989), one can divide 
the message into What-information, Why-information and How-information. The 
What-information is the knowledge based information. With the Why-information one 
arguments, it is the value related information. The How-information is the information 
related to action. Repetition and comprehensibility are also of importance. 

 
7. Selection of communication channel: Regarding the choice of communication channel 

or channels there are many aspects to consider. For instance, the character of the 
message, in what environment will the message be presented and what is the general 
attitude regarding the chosen communication channel or channels. The different kinds 
of communication channels are described in section 4.2.4. 

 
8-9.Operative planning and implementation: The operative planning involves planning of 
the practical activities of the near future, for instance meetings and conferences. It also 
involves manufacturing of the material created regarding layout and distribution of the 
material.    
 
10. Evaluation: The main issue is to consider if the activity and material gave the intended 

effect.  
 
These were the process steps that helped to organize the form of the communication package. 
 



  22

4.2.3 Communication strategy 
If the goals show us where we want to be and what we want to achieve, the strategy points out 
the road, how to get there in the best way possible and how to avoid obstacles on the way. 
(Larsson, 2001)  
 
There are certain aspects of importance when making a communication strategy. One aspect 
is to investigate if a certain problem really can be solved by using communication, or if it in 
fact could be an organizational problem or a problem regarding distribution of responsibility. 
(Erikson, 2005) 
 
According to Erikson (2005) the following choices are of importance in order to have a clear 
communication strategy.  
 
 Choosing a sender – a choice dependent on the message being sent.  

 
 Selecting contents – regarding the situation, choose the most relevant messages. This 

is highly connected with the target groups.  
 
 Communication channels – which single channel or combination of channels, will 

give the most successful result?  
 
 Choosing target groups – who is relevant?  

 
 
Principally one can divide strategy into distribution strategy and supply strategy. Distribution 
strategy is when the organisation spreads the information to its target groups while supply 
strategy is basically when service and support is given to those groups that want information 
from the organization. (Larsson, 2001)  
 
According to Larsson (2001) the purpose of the supply strategy of an organisation is to 
provide different forms of services wanted by people. The people stop being recipients and 
become users of information. Examples of services are supportive functions, search systems 
and counselling which are dependent on the needs of the users. The problem with supply 
strategy is that it often demands additional personnel and a lot of resources. Although with 
current development of computer networks supply strategy could come in trend. 
 
The focus in this chapter will be on distribution strategy because it is the purchasing 
department who wants to spread information and therefore the distribution strategy is 
relevant.  
 
Distribution strategy can be divided into two forms, according to Larsson (2001) where the 
first form involves mostly influence and persuasion and the other form is more concentrated 
on the needs of the receiver. Here the focus will be on influence and persuasion.  
 
According to Palm & Windahl (1989) there are several models of how people are affected by 
communication. Palm & Windahl (1989) describes an information-process step model which 
was originally created by McGuire (1976). The step model by McGuire (1976) assumes that 
individuals make rational decisions. The eight different steps of the information process, see 
figure 4.5, described by Palm & Windahl (1989) is based on McGuire’s step model. 
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Figure 4.5: Information Processing Theory based on McGuire (1976) (Palm and 
Windahl, 1989) 
 
The information below about the eight steps is described according to Palm and Windahl 
(1989) when no other source is given. 
 
Step 1 - Exposure and attending to the information 
First of all it is a question of getting the interest of the recipient. Attention is a two step 
process. The first step is the recipient noticing the message. The second step, identifying the 
message, involves identifying what the message is about and who it is from. The attention is 
mainly dependent on the external characteristics of the message, which is most relevant when 
drawing attention to the media, for instance a full page advertisement in a national newspaper. 
Another way to create attention is by contrast, which is highly dependent on the creativity of 
the informer. This means that the recipient notices contrasts to its surroundings. Even small 
messages can be noticed in a surrounding of big messages if there is a lot of space or white 
areas surrounding the small message. Research shows that the common writing typeface 
demands less effort to read than for instance bold or italic written messages.   
 
According to Smith (2005) a rule of thumb regarding written information in the form of a 
presentation should contain no more than seven words across and seven lines down. It is also 
recommended to use a large typeface and skip the distracting graphics. 
 
Step 2 - Liking or becoming interested in the information 
The recipient now becomes interested in the message, which can be divided into form and 
content. Sometimes the recipient only likes the form of the message but not the content and 
vice versa. It is important to focus on the form of the message but it should not lead to 
excessive ingratiation risking the seriousness of the message. As a conclusion the recipient 
likes messages that do not demand to much effort. It is also of importance that the recipient 
can relate the content to his/her own experiences, needs and attitudes. There are four 
important keywords in order to help the recipient to relate to the content of the message. First 
of all it is about making the recipient feel closeness, both physically and psychologically. 
Secondly recognition, to link the content with something the recipient is already familiar with 
or has some experience of. Personification is also important due to the fact that the recipient 
needs someone to identify with. The final keyword is consequences. It is all about making the 
recipient the main character of the content.  
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Step 3 - Comprehending the information, understanding WHAT 
When the recipient has taken part of the information there is now a question of understanding 
what to do and what not to do. In some cases this step is enough to make the recipient change 
its behaviour, but nevertheless there are many cases when it is not.  
 
Step 4 – Accepting the WHY-information 
This step is about changing the recipients’ attitude in the favoured direction of the sender. 
One way to do this is to present the standpoint of the message as close as possible to the 
recipients presumed standpoint. It is also important to avoid giving the message in the form of 
an accusation towards the recipient.  
 
Normally attitudes can only change if the sender, the message and the medium are perceived 
as trustworthy, reliable and competent (Larsson, 2001). 
  
Step 5 – Understanding HOW 
The difference between “learning what” and “learning how” is not always easy to verify. For 
instance to influence someone to not start smoking it is easy to say: “Do not start smoking” 
(what not to do). But to explain how to not start smoking is more difficult.  
 
According to Palm (2006), “learning how” is of special importance when someone is trying to 
change a behaviour but can’t because it takes to much mental energy to make the triggering 
decision. A key solution is to divide the behaviour into parts and then step by step change the 
behaviour. The “learning how” information has both an instructing and triggering function.  
 
Step 6 – Remembering the information 
If the message is supposed to have a long-term affection, the recipient must be able to 
remember, save and recall the information. It is important to produce simple and 
unambiguous messages, which is not always the same as short messages, in order to avoid 
misunderstandings. 
 
Step 7 – Information search and retrieval 
In order for the recipient to be able to review the information again he or she has to; save the 
information, remember that the information is saved and finally remember where it is saved. 
The retrieval of information is highly dependent on the linguistic and visual design as well as 
the selection of communication channel. When it comes to design the focus should be on 
usefulness, because then the message is more often saved.  
 
Step 8 – Reward 
In order to change the behaviour of the recipient permanently, some kind of reward is 
probably necessary. Even though it can be very difficult giving rewards regarding non-
commercial information, some rewards can be non-materialistic. The actual reward can be a 
feeling of satisfaction when doing the right thing. 
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4.2.4 Communication channels 
According to Smith (2005), the selection of media should not be of highest ranked priority 
when planning a strategy for internal communication. The main focus should be on what 
needs to be communicated. Keeping the messages as simple as possible and presented in 
language which the selected recipients is comfortable with. When choosing media one should 
consider if it is appropriate to the message, the timing, and also to the needs and preferences 
of the recipient. A good communication strategy recognizes both weaknesses and strengths of 
each medium. 
 
There are principally three different channels of communication: verbal channels, printed 
media channels and interactive/electronic channels and they all have their advantages and 
disadvantages. (Erikson, 2005) 
 
 
Verbal channels 
Meetings and other forms of verbal contacts is the foundation for any development in a 
workplace. A verbal dialog has obvious advantages regarding the possibility to ask questions, 
get clarifications, present opinions and mutual exchange of thoughts. (Erikson, 2005)  
 
According to Smith (2005), the most valued form of communication is face-to-face, one-to-
one communication, which is highly dependent on mutual understanding especially regarding 
critical issues. This form is preferable when messages are relatively simple and it gives the 
recipient a chance to directly give feedback which is of importance regarding understanding 
and absorption. By not using face-to-face communication there is a risk that the recipients 
concerned find their own channels for plugging the gaps in their knowledge. Obviously there 
are occasions when face-to-face communication involves more than just one recipient. A 
group of recipients increases the need of more supporting material such as audio-visual tools 
and information packs. Different kinds of recipients require different kinds of material. Mass 
face-to-face meetings are preferable when delivering crucial messages, leading to the benefit 
that a large group gets the messages in the same way at the same time. 
 
The main disadvantage of face-to-face communication is that it is limited to small groups in 
order to be effective, with the exception of if it is a critical issue (Larsson, 2001 and Smith, 
2005). Examples of verbal channels are planned or informal meetings, conferences, 
educations and seminars (Smith, 2005). 
 
Printed media channels 
The main advantage with printed media is the possibility to go back and read the content once 
again. By using graphics complex questions can easily be explained, and assuming that the 
content is correct the risk of misunderstanding is very small. The greatest disadvantage of 
printed media channels is the lack of dialog possibility. Printed media channels are therefore 
better suited when it comes to documenting and arranging facts. (Erikson, 2005)  
 
According to Smith (2005) many companies that once abandoned print in favour of e-mail 
and intranet have added it back. Publications do not only give time for reflection and 
feedback, they are also a good way of ensuring that important messages are elaborated. 
Printed matters can also serve as support for face-to-face activities and reach recipients that 
normally cannot be reached by face-to-face communication. Some examples of printed media 
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channels are company publications, printed material, OH-material, notice board, protocols 
and reports. 
 
Interactive/electronic channels 
The development in the past couple of years has lead to an explosive increase in the usage of 
intranet and e-mail. The electronic channels that enable a direct dialog are referred to as 
interactive channels. (Erikson, 2005) 
 
According to Erikson (2005) and Smith (2005) one of the main advantages of for instance e-
mail and intranet is that they are unsurpassed when it comes to speed.  
 
Information can be delivered immediately to a specific person or group. The disadvantages 
are that electronic channels sometimes demand a certain kind of equipment in order to work, 
for instance some co-workers might not always have access to a computer. A Computer is 
often not suitable when it comes to giving extensive information because it will probably lead 
to the co-workers printing it. It would be better to directly hand out a printed copy along with 
the electronic version of the material. Examples of interactive/electronic channels are phone 
and video conferences, e-mail, intranet, cd-rom, dvd, video, internal television, radio and 
telefax. (Erikson, 2005) 
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5 Present situation 
The purchasing department of non-automotive products at Scania is described in this chapter. 
The task of the purchasing department and the internal customers are presented. The present 
situation was mapped with information gathered from the intranet and interviews with 
internal customers, sourcing managers and purchasing managers at SN. The purpose of 
describing the present situation was to get an understanding of what SN does and who the 
internal customers of SN are.  
 

5.1 Purchasing department of non-automotive products, SN 
The mission of SN is: 
 
“To provide value to our customers by supplying material, equipment and services to the 
right Quality, Delivery and Cost.” (Scania Inline, 2007) 
 
When describing what SN does the authors have chosen to describe the following:  
 Maintain and develop a supplier base 
 Sourcing process 
 Follow-up and evaluation 
 Support the internal customer in the purchasing process 
 Provide call-off and ordering applications 

The first three areas are described in sections 5.1.1-5.1.3. Support the internal customer in the 
purchasing process and provide call-off and ordering applications do not need a more 
thorough explanation.  
 

5.1.1 Maintain and develop a supplier base 
Needs/products are divided into 230 different segments. A segment is a group of products or 
services with similar production processes or functionality. Examples of segments are 
monitors and gloves. All commodity purchaser and some area purchasers have segment 
responsibility. The responsibility means that the purchaser has to create and maintain a global 
supplier base. A database is used and the purpose of the database is to have actual status in 
each segment available, mainly supplier structure, strategies and segment activities. The 
strategies of the segments are set together with representatives from the internal customers. 
 
Scania’s suppliers are evaluated according to a “STEP-model”, figure 5.1. The STEP-model 
divide the suppliers mainly into three categories; potential, approved and preferred. Any 
supplier is potential. If a supplier manages the requirements in step 1 it becomes approved. 
Suppliers which Scania uses are measured by their performance according to the top left box 
in figure 5.1. The suppliers are evaluated by self-assessment, financial assessment and by 
measuring performance measurements. The performance measurements are often measured 
together with the internal customers. 
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Figure 5.1: STEP-model (Scania Inline, 2007) 

 

5.1.2 Sourcing process 
The sourcing process describes the activities which the purchasing department performs when 
sourcing, starting when a need occurs and ends with implementation. Figure 5.2 illustrates the 
sourcing process used by SN.  
 

 
Figure 5.2: The sourcing process (Scania Inline, 2007) 

 
Each step of the sourcing process is briefly described below. 
 
1. Initiation 
The sourcing process is initiated when the validity of a contract is about to run out or when a 
need comes up. Basic information is gathered about the need and a technical or functional 
specification is created by the internal customer. Sometimes a request for a budget quotation 
is sent to a supplier in order to get an understanding of how much the product or service will 
cost. The output from this step is an understood and approved assignment. 
 
2. Data collection and analysis 
Scania’s total need is analyzed in order to get an understanding of the volumes which the 
contract must include. An analysis of the total cost is done, i.e. the need of other investments 
is considered. The market is analyzed in order to examine the solutions which the market has 
for the need. A time schedule for all sourcing activities is created. The output from this step is 
a prepared assignment for setting of sourcing strategy. 
 
3. Sourcing strategy 
A sourcing strategy is set, which is extracted from the S, SN and segment strategies. The 
purpose of the strategies is to secure delivery, quality and a low total cost for Scania. For 
example single, parallel or multiple sourcing and negotiation scope is considered. Possible 
suppliers are chosen from the supplier base. The output from this step is a sourcing strategy 
and suppliers to be inquired selected. 
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4. Bid strategy and method 
A preliminary negotiation strategy adjusted to the business situation is created. The 
negotiation strategy includes negotiation targets. Negotiation targets can be of different types 
such as: price, delivery time, payment conditions and cost development. Scania’s starting bid 
in considered and negotiable requirements are identified. The request for quotation (RFQ) is 
created. If the content of the RFQ is possible to split or combine is considered. How the RFQ 
is going to be presented to the supplier is also considered. The internal customer is 
responsible of the technical or functional specification. The output from this step is RFQ 
content and method planned along with approved preliminary negotiation targets and strategy.  
 
5. RFQ 
The RFQ is finalized and communicated to the suppliers. It is made sure that the supplier(s) 
understand the content. The output from this step is received quotations from the suppliers.  
 
6. Evaluation and initial negotiation 
When the quotations are received the technical solutions are evaluated by the internal 
customer. The quotations are made comparable by exchanging the differences between them 
into money. Evaluations of the quotations are sometimes done by grading weighted criterions. 
The quotations are evaluated based on total cost to Scania i.e. guarantee, service, and payment 
conditions are considered. The output from this step is final negotiation targets and strategy 
set.  
 
7. Final negotiation  
The best suppliers continue to the final negotiation stage. The purchasing department 
contributes with negotiation expertise. The contract or order is signed. The suppliers who did 
not get the contract are contacted and they receive feed-back why they were not chosen. The 
output from this step is a signed contract and an order placed.  
 
8. Implementation 
The entire purchase is evaluated. The purchasing applications are updated and the contract is 
made available. Concerned purchasers and internal customers are informed. The output from 
this step is an implemented assignment and evaluated negotiation results. 
 

5.1.3 Follow-up and evaluation 
The suppliers in the supplier base are continuously evaluated based on the performance 
measurements; quality, delivery, continuous improvements, financial status and response to 
Scania. The evaluation is done with representatives from the internal customers. 
 
If quality or delivery problems occur the internal customers themselves are to contact the 
supplier. If the supplier does not solve the problems the purchasing department can act by; 
cancelling orders, stop new orders or provide the supplier with help. 
 
When a supplier does not live up to its’ obligations it is escalated. The escalation of suppliers 
is covered in an “escalation model” which describes the responsibilities of the internal 
customer and the purchasing department in different phases of an escalation. The purchasing 
department can act by cancelling orders, put new orders on hold or assist the supplier with 
help. 
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5.2 Internal customers 
When describing SN it is important to mention the ones using the services and contracts 
provided by SN, the internal customers. There were no clear definitions of who the internal 
customers were. The authors chose to divide the internal customers into four different 
categories. These categories were chosen because they were the basis of the selection of 
internal customers in the questionnaire. The categories chosen were; storage staff, Easy2Buy 
users, internal customers who use the services of area and commodity purchasers, and internal 
customers making maverick purchases. The internal customers of the storage are not 
considered as internal customers of SN in this thesis. It should be pointed that an internal 
customer can belong to several of the categories. General descriptions of the categories and 
the mapping of each category are given below. 
 
 
Storage staff 
The storages store products which are related to Scania’s production. The storage staffs are in 
contact with SN usually when new products are needed and when problems with the suppliers 
occur. The products which the storage orders and keeps in stock are bought on contracts 
which are made by SN. The storages were identified and a list of storage staff was available.  
 
Easy2Buy users 
Easy2Buy is Scania’s call-off application and it is used for routine and smaller purchases. All 
the contracts in Easy2Buy are made by SN. In order to use Easy2Buy one needs to be 
registered, and a list of all Easy2Buy users was available.  
 
Internal customers who use the services of area or commodity purchasers 
Larger purchases above certain values are not done in Easy2Buy or by the storage. The larger 
purchases are assisted by area or commodity buyers. This group of internal customers was 
identified by asking area purchasers and purchasing managers who their internal customers 
are. The internal customers were defined as a certain working title (i.e. process engineers) or 
by their first and last name. 
 
Internal customers making maverick purchases 
Maverick buys are purchases which are made without involvement of the purchasing 
department. Internal customers making maverick buys could be anyone from the categories 
described above and this category was not identified but instead considered to be included in 
the other categories.  
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6 Empirical data 
The empirical data collected from the surveys sent to the purchasing department and the 
internal customers is presented in this section. 6.1 cover the selection of internal customers 
and a presentation of the respondents. 6.2 presents the result from the question regarding 
what the purchasing department does, or is believed to do. 6.3 cover the result from the 
question regarding the involvement of the purchasing department.  
 

6.1 The respondents 
The number of surveys sent to each unit and the response rate is presented in table 6.1 and 
table 6.2. Table 6.1 concerns the surveys sent to the internal customers and table 6.2 concerns 
the surveys sent to the purchasing department. Surveys were sent to 300 internal customers 
and the response rate was 58%. The rate of response from the internal customers in the 
different units was in general between 45-65%. 46 surveys were sent to the purchasing 
department and the response rate was 93%. The questionnaire sent to the internal customers is 
presented in appendix 1 and the questionnaire sent to the purchasing department is presented 
in appendix 2.  
 
Table 6.1: Total amount of questionnaires sent and response rate, internal customers 
 Questionnaires Response
Unit sent rate 
Chassi 20 50% 
Dynamate 20 50% 
Engine 20 65% 
Falun 20 55% 
Ferruform 20 75% 
HK 20 55% 
Industry & 
Marine 20 45% 
Industrial control 20 70% 
Infomate 20 65% 
Oskarshamn 20 40% 
Other 16 31% 
Sibbhult 20 55% 
Storages 14 93% 
TK 30 47% 
Transmission 20 85% 
   
Total 300 58% 
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Table 6.2: Total amount of questionnaires sent and response rate, purchasing 
department 
 Questionnaires Response
Unit sent rate 
Purchasers 40 95% 
Managers 6 83% 
   
Total 46 93% 
 
The internal customers who answered the survey are presented below. The most common 
working titles and the purchasing systems which the respondents have used are presented in 
table 6.3 and table 6.4. 
 
Table 6.3: Working titles of the internal customers 
 Share of the 
Working title respondents 
Technician 20% 
Manager 12% 
Manufacturing 
manager 9% 
Storage staff 7% 
Preparator 6% 
Product manager 3% 
Coordinator 3% 
Engineer 3% 
Project manager 2% 
Other 34% 
 
Table 6.4: Ways of acquiring, internal customers 
Ways of aquiring used by the Share of the 
internal customers respondents
Easy2Buy 90% 
Storage 72% 
Area purchaser 66% 
Commodity purchaser 28% 
Prima 25% 
Other 21% 
Never acquired 3% 
 

6.2 What does the purchasing department do? 
The internal customers were asked to describe what they believe that the task of the 
purchasing department is. Since each answer consisted of one or several sentences they 
needed to be compiled. The answers were compiled using a method mentioned by Ejlertsson 
& Axelsson (2006). The method suggests that the answers of open questions are categorized. 
An appropriate way to do this is by finding different themes in the answers because there are 
probably certain themes which recur in different answers.  
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The answers were compiled according to the following process: 
1. Every answer was divided into subgroups. 
2. Similar subgroups were put together.  
3. The total amount of answers in each group was summarized.  

 
The compiled results from the internal customers are presented in table 6.5 and from the 
purchasing department in table 6.6. The tables show the most frequent answers and the 
number next to each statement represents the percentage share of the respondents mentioning 
the statement. 
 
Table 6.5: What the purchasing department does or is believed to do according to the 
internal customers 
The internal customers %
Negotiate good contracts with good prices  52
Find the right suppliers 31
Support the internal customer when making 
purchases 27
Provide Scania with the right material at the 
right cost 12
Lower Scania’s total cost 11
Handle RFQs 8
Help when complications with the supplier 
occurs 8
Purchase expertise 8
Supply contracts 6
Follow up contracts and suppliers 5
Coordinate purchases 5
 
Table 6.6: What the purchasing department does according to the purchasing 
department 
The purchasing department %
The best total cost for Scania 48
Support the internal customer 45
Evaluate, recommend and quality assure new 
suppliers 32
Maintain and develop a relevant supplier base 30
Market knowledge 28
Maintain long-term supplier relationships 18
Make it easy for the internal customer to 
make call-offs 16
Professional negotiatiors 13
Coordinate purchases in a structured way 10
Secure deliveries and quality 10
Make purchases to good prices 10
Understand what the internal customer wants 8
Commercial and legal expertise 8
Manage the invoice and order process 8
Contracts which gives Scania safety 5
Administrate contracts 3
Secure Scanias interests in case of a dispute 3
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6.3 Involvement of the purchasing department 
The internal customers were asked to grade how often the purchasing department is involved 
in ten different stages of a purchase. Both the internal customers and the purchasing 
department were asked to grade how often they would like the purchasing department to be 
involved in the ten stages. “How often” was graded on a five step scale; never, not very often, 
fairly often, often and very often.  
 
These questions were only relevant for those internal customers who acquire material with the 
help from area or commodity purchasers. The number of internal customers who answered 
these questions was 82-86. 40-41 respondents from the purchasing department answered the 
question. The number of respondents answering the questions is given in an interval because 
some respondents did not give an answer to all of the ten stages. 
 
The results are presented in three diagrams. Diagram 6.1 shows how often the purchasing 
department is involved according to the internal customer. Diagram 6.2 shows how often the 
internal customer wants the purchasing department to be involved. Diagram 6.3 shows how 
often the purchasing department wants to be involved. Each stage is presented by a bar and 
below every bar is the result presented in numbers.  
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Diagram 6.1: How often the purchasing department is involved in different stages 
according to the internal customers 
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Diagram 6.2: How often the internal customer wants the purchasing department to be 
involved in different stages 
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Diagram 6.3: How often the purchasing department wants to be involved in different 
stages 
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7 Analysis 
The empirical data which was presented in the previous chapter is analysed in this chapter. 
The analysis is divided into three different sections. What the purchasing department does is 
treated in the first section. The involvement of the purchasing department is treated in the 
second section. Finally, in the third section, are the results from the two previous sections 
analysed together.  
 

7.1 Gap regarding what the purchasing department does 
The purpose of the analysis in this section is to compare the answers from the two surveys and 
examine if there is a gap between what the internal customer thinks or believes that the 
purchasing department does and what the purchasing department itself says that it does. The 
results from the surveys are structured according to Van Weele’s purchasing process model, 
described in chapter 4. Van Weele (2005) has identified six important activities which the 
purchasing department should do. Activities mentioned by the purchasing department and 
internal customers, mentioned in chapter 6, are sorted according to the six activities 
mentioned by Van Weele (2005). Sorting according to the theory makes it possible to 
compare one activity at a time. Using theory also secures that the most important activities are 
covered.  
 
The results from the surveys are presented by different statements. Each statement is 
presented with a percentage number which indicates the share of respondents mentioning it. 
The share is taken as an indicator of how common the answer is and is not interpreted as the 
share of the respondents which consider the statement to be true. It is reasonable to believe 
that the respondents do not mention all activities which they think or believe that the 
purchasing department does. But viewing all statements together probably provides a 
relatively fair image of what the respondents consider the purchasing department’s task to be.   
 
The percentage of respondents mentioning a certain task or activity in the survey done at the 
purchasing department indicates to some degree how important the activity is. This is taken 
into consideration when conducting the analysis. The analysis will aim at identifying the 
largest and most important gaps.  
 
As mentioned above, the analysis is divided in to six parts corresponding to the six activities 
mentioned by Van Weele (2005), and each part is analyzed separately. There is a table 
presented in every step where the first column shortly states the role of the purchasing 
department. The second column states the result from the survey performed at the purchasing 
department. The third column states the result from the survey performed among the internal 
customers. Conclusions regarding a gap are presented in the fourth column.  
 
7.1.1 Determine specification 
Both the purchasing department and the internal customers mention “supporting the internal 
customer” to a high extent. Also coordinate purchases are mentioned by a few respondents in 
both of the surveys. “Provide Scania with the right material at the right cost” mentioned by 
the internal customers is a “wide” statement which covers more than just determining the 
specification. “Understand what the internal customer wants” which was stated by the 
purchasing department is to some extent covered by “Provide Scania with the right material at 
the right cost” which was stated by the internal customers. No clear gap is identified in the 
determine specification activity. 
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Table 7.1: Determine specification 

Theory -  Survey Survey Gap, purchasing department 
Van Weele Purchasing Internal VS 

  department customers internal customer 

Role: Get specification 45% Support the internal 27% Support the internal No clear gap found 
Determine specification customer customer when making  

in terms of required quality  purchases  

and quantity of the goods 10% Coordinate purchases   
and services that need to be  in a structured way 12% Provide Scania with the  

bought  right material at the right cost  
 8% Understand what   
 the internal customer wants 5% Coordinate  

    purchases   

 
7.1.2 Select supplier 
The internal customers mention “find the right suppliers”. The answers from the purchasing 
department are more specific about this activity. The internal customer seems to know the end 
result of the activity but might not be aware of how the purchasing department “finds the right 
suppliers”. Maintaining and developing a relevant supplier base and activities connected to 
the supplier base are identified as a gap.  
 
Table 7.2: Select supplier 

Theory -  Survey Survey Gap, purchasing department 
Van Weele Purchasing Internal VS 

  department customers internal customer 

Role: Assure adequate  32% Evaluate, recommend 31% Find the right suppliers Maintain and develop a 
supplier selection and quality assure new  relevant supplier base and 

Selecting the most suitable suppliers 8% Handle RFQs activities connected to the 

supplier and developing   supplier base 
procedures and routines to 30% Maintain and develop   

select the best supplier a relevant supplier base   
    
 28% Market knowledge   
    
 18% Maintain long-term    

  supplier relationships     

 
 
7.1.3 Contracting 
The answers from the purchasing department emphasize the importance of considering 
Scania’s total cost. Almost half of the purchasing department mentions this and therefore this 
is considered as an important activity. The internal customers mention “Negotiate good 
contracts with good prices” but they do not emphasize the importance of Scania’s total cost. 
The most important gap in this section is Scania’s total cost which the purchasing department 
must consider not only in this stage but through the whole purchasing process.  
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Table 7.3: Contracting 
Theory -  Survey Survey Gap, purchasing department 

Van Weele Purchasing Internal VS 

  department customers internal customer 

Role: Prepare contract 48% The best total 52% Negotiate good  Scania's total cost is 
Preparing and conducting cost for Scania contracts with good prices considered. 

negotiations with the    
supplier in order to establish 13% Professional 12% Provide Scania with the  

an agreement and to write negotiators Right material at the right  
up the contract  cost  

 10% Make purchases   
 to good prices 11% Lower Scanias  
  total cost.  
 8% Commercial and    
 legal expertise 8% Purchase expertise  
    
 5% Contracts which 6% Supply contracts  
 gives Scania safety   

    

  3% Administrate contracts     

 
 
7.1.4 Ordering 
Both the internal customer and the purchasing department emphasize “support the internal 
customer”. Because only a small part of the purchasing department mentions “make is easy 
for the internal customer to do call-offs” and “manage the invoice and order process” this is 
not identified as an activity which the purchasing department emphasizes. No clear gap is 
identified in this activity.  
 
Table 7.4: Ordering 

Theory -  Survey Survey Gap, purchasing department 
Van Weele Purchasing Internal VS 

  department customers internal customer 

Role: Establish order 45% Support the internal  27% Support the internal  No clear gap found 
routine customer customer  

Placing the order with the    
selected supplier and/or 16% Make it easy for the 12% Provide Scania with the  

develop efficient purchase internal customer to Right material at the right  
order and handling systems make call-offs cost  

    
 8% Manage the invoice and   

  order process     

 
 
7.1.5 Expediting and evaluation 
Only 10% of the respondents in the survey done at the purchasing department stated “secure 
deliveries and quality” which indicates that this activity might not be an activity which the 
purchasing department emphasizes. No clear gap is identified in this activity. 
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Table 7.5: Expediting and evaluation 
Theory -  Survey Survey Gap, purchasing department 

Van Weele Purchasing Internal VS 

  department customers internal customer 

Role: Establish 10% Secure deliveries and 12% Provide Scania with the No clear gap found 
expediting routine quality Right material at the right  

Monitoring and control of  cost  
the order to secure supply  5% Follow up contracts and   

(expediting)   suppliers   

 
 
7.1.6 Follow-up and evaluation 
 “Maintain and develop a relevant supplier base” which was mentioned by the purchasing 
department partly covers this activity. A gap is identified here which is connected to the gap 
mentioned in the select supplier activity. The internal customers did not mention the supplier 
base or activities connected to the supplier base.  
 
Table 7.6: Follow-up and evaluation 

Theory -  Survey Survey Gap, purchasing department 
Van Weele Purchasing Internal VS 

  department customers internal customer 

Role: Assess supplier 30% Maintain and develop 8% Help when The supplier base is 
Follow up and evaluation a relevant supplier base complications constantly updated and  
(settling claims, keeping  with the evaluated 

product and supplier files 3% Secure Scanias supplier occurs  
up-to-date. Supplier rating interests in case of dispute   

and supplier ranking  5% Follow up contracts and  
    suppliers   

 
 
In general the result from the survey done at the purchasing department reveals a more 
detailed picture of what the purchasing department does compared to the result from the 
survey done at the internal customers. That was expected and the gaps were identified by 
keeping in mind that the internal customers are not as involved in the purchasing process as 
the purchasing department is. It is also important to emphasize that the identified gaps are the 
ones which were most clear. 
 

7.2 Gap regarding when the purchasing department should be 
involved 
In this section the wanted involvement of the purchasing department is analyzed. The data 
from the survey questionnaire at the purchasing department represents the whole population, 
which makes the data representative. The data collected from the internal customers however 
is not representative of the whole population. This means that the distribution of answers from 
the internal customers not can be interpreted as the opinion of the whole population (all the 
internal customers). However it can give an indication of the opinion of the internal 
customers. 
 
In order to conclude that there is a gap the purchasing department must be relatively 
unanimous about their involvement. If the purchasing department is not relatively unanimous 
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about how often they want to be involved in a stage conclusions about a gap can not be made 
in this analysis. The reason is that it is not possible in this case to know which internal 
customers who belong to which respondents at the purchasing department. In the stages where 
the purchasing department is not unanimous possible explanations are given.  
 
The gaps are measured by adding the shares of respondents who has answered “very often” 
and “often” in each step. The summarized share of internal customers is then compared with 
the summarized share of the purchasing department. The size of the difference gives an 
indication of whether there is a gap or not.  
 
When “internal customers” in the sections below are mentioned, “internal customers” refers to 
the internal customers participating in the survey.  
 
7.2.1 Budget quotation 

The purchasing department 
does not have a unanimous 
opinion of whether or not the 
purchasing department should 
be involved in the budget 
quotation.  
 
 
 
 
Reasons for not being involved 
in the budget quotation 
mentioned in the purchasing 
department survey were;  

 The contribution from the purchaser is small. 
 Budget quotations are not used. 
 The purchasing department wants to be aware of the budget quotation but not 

involved. 
 It is not time efficient to be involved in something that might not be accepted. 
 The budget quotation is a tool for Scania to get an idea of what something will cost. 

 
No conclusions about a gap can be made. 
 
7.2.2 Design of the technical specification 

There is not a unanimous 
opinion of whether or not the 
purchasing department should 
be involved in the designing of 
the technical specification. One 
might be tempted to argue that 
the internal customers want the 
purchasing department to be 
involved more than the 
purchasing department wants 
itself. This might be true but 
one could also argue that the 
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share of internal customers who wants the purchasing department to be involved very often or 
often are internal customers to the respondents at the purchasing department who wants to be 
involved very often or often. Therefore no conclusion about a gap can be made. A reason 
mentioned by the purchasing department concerning why they do not want to be involved is 
because the internal customer is supposed to design the technical specification and the 
purchasing department sometimes helps by reviewing it. No conclusions about a gap can be 
made. 
 
7.2.3 Find suitable suppliers 

There is a relatively large 
congruence in the answers from 
the purchasing department. 
57% would like to be involved 
very often, and almost 88% 
would like to be involved often 
or very often. Among the 
internal customers 40% 
answered that they wanted the 
purchasing department to be 
involved very often, and 66% 
answered very often or often. 
The gap is 22 percentage units.  
 

7.2.4 Evaluation of suitable suppliers 
The purchasing department is 
unanimous about wanting 
involvement in this stage. 95 
percent wants to be involved 
either very often or often. 71 
percent of the internal 
customers wants the purchasing 
department to be involved 
either very often or often in this 
stage. The gap is 24 percentage 
units. 
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7.2.5 Request for quotations 
71% of the purchasing 
department wants to be 
involved very often in this 
stage and 88% wants to be 
involved very often or often. 
60% of the internal customers 
want the purchasing 
department to be involved very 
often. 84% of the internal 
customers want the purchasing 
department to be involved very 
often or often. There is no gap. 
 
 

7.2.6 Evaluation of quotations 
81% of the purchasing 
department wants to be 
involved very often and another 
12% of the purchasing 
department wants to be 
involved often. 47% of the 
internal customers want to be 
involved very often and another 
26% wants to be involved 
often. The gap is 20 percentage 
units. 
 
 
 

7.2.7 Final selection of supplier 
 
86% of the purchasing 
department want to be involved 
very often in the selection of 
supplier stage, and another 10% 
want to be involved often. The 
internal customers have a wider 
distribution amongst their 
answers. 57% of the internal 
customers want the purchasing 
department to be involved very 
often or often. The gap is 39 
percentage units. 
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7.2.8 Final negotiation 
93% of the purchasing 
department want to be involved 
very often in the final 
negotiation stage and another 
5% want to be involved often. 
63% of the internal customers 
want the purchasing department 
to be involved very often and 
another 23% want the 
purchasing department to be 
involved often. Because the 
total amount of respondents 
answering very often or often 
among the internal customers is 

86%, there is not a gap in this stage. 
 
7.2.9 Ordering 

The purchasing department are 
not unanimous about wanting 
to be involved in the ordering 
stage. One could argue that 
there is a gap the other way 
around, that the internal 
customers wants the purchasing 
department to be involved more 
often than the purchasing 
department itself. The argument 
mentioned in the design of the 
technical specification stage is 
valid in this stage. 
SNS, SNQ and SNM want to be 

involved often or very often. On the other hand SNI and SNL mostly just make contracts from 
which the internal customers can make call-offs, leading to that SNI and SNL does not want 
to be involved to the same extent as SNS, SNQ and SNM. 
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7.2.10 Delivery follow-up 
 
The purchasing department are 
not unanimous about wanting 
to be involved in this stage. The 
same argument as for ordering 
goes here.  
A reason for not being involved 
was mentioned by the 
purchasers in the 
questionnaires.   
The internal customer follows 
up the delivery and reports to 
the purchasing department 
when discrepancies occur. No 

conclusions about a gap can be made. 
 
 
When looking at the empirical data another important observation is that the internal 
customers want the purchasing department to be involved more often than the purchasing 
department is, which is obvious when reviewing diagram 6.1 and 6.2. This indicates that there 
might be problems regarding the purchasing department’s availability. 
 
Generally the respondents of the purchasing department want to be involved to a higher extent 
than the internal customers want the purchasing department to be involved. The reality, 
according to the internal customer, shows less involvement from the purchasing department 
than both what the internal customer wants and what the purchasing employees wants.  
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7.3 Analysing the results from the two previously performed 
analyses 
The purpose of the final analysis is to see if the gaps identified in the two previous sections 
are possible to relate to each other. The internal customer might not want the purchasing 
department to be involved because they do not have complete information about what the 
purchasing department does. If the gap regarding what the purchasing department does to 
some extent coincide with the gap regarding the wanted involvement of the purchasing 
department that could indicate that lack of information or communication about what the 
purchasing department does is the problem. The gaps identified in the two previous sections 
are presented in table 7.7.  
 
 
 
Table 7.7: Gaps identified in the analysis 
Involvement of the purchasing 

department  What the purchasing department does 

Find suitable suppliers ↔
Maintain and develop a relevant supplier base and 

activities 

Evaluate suitable suppliers  
connected to  the supplier base. The supplier base 

is  
  constantly updated and evaluated. 
   

Evaluation of quotations ↔ Scania's total cost is considered 
Final selection of suppliers   

 
The gaps regarding “find suitable suppliers” and “evaluate suitable suppliers” are closely 
related to the first gap regarding what the purchasing department does. Finding and evaluating 
suppliers are activities which are included in maintaining and developing a relevant supplier 
base.  
 
The gaps regarding “evaluation of quotations” and “final selection of supplier” are related to 
the gap regarding consideration of Scania’s total cost. When the quotations are evaluated and 
when the final supplier is selected the purchasing department has to consider the total cost 
imposed on Scania.   
 
The analysis indicates that the gaps regarding the purchasing department’s involvement 
coincide with the gaps regarding what the purchasing department does. 
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7.4 Conclusions from the analysis 
The analysis of the empirical data indicates that there are gaps between what the internal 
customer thinks or believes that the purchasing department does and what the purchasing 
department itself states that it does. The analysis also indicated that there are several activities 
which the purchasing departments itself wants to be involved in more often than the internal 
customers want the purchasing department to be. The gap regarding what the purchasing 
department does was found to coincide with the gap regarding the wanted involvement of the 
purchasing department. The conclusion that the two gaps coincide could indicate that lack of 
information about what the purchasing department does might explain the unwanted 
involvement. The fact that the internal customers want the purchasing department to be more 
involved than they are indicates that there might be a problem regarding the purchasing 
department’s availability. The identified gaps are presented in table 7.7. 
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8 Results 
This chapter describes the communication package which was created from the result of the 
gap analysis, communication theory and information from Scania.  
 

8.1 Communication package 
Regarding communication strategy the distribution strategy was chosen because it is the 
purchasing department that will spread information to its internal customers. The supply 
strategy is also taken into consideration, because when the internal customers are informed of 
the existence of the communication package, the ones interested should be able to find it on 
the intranet.  
 
In order to have a structured way of working an early specification of requirements for the 
communication package was constructed. This was important because the purpose had to be 
clear in order to construct an effective communication package within the given timeframe. 
The specification included issues regarding the target groups, what the contents of the 
communication package should include and also who would preferably present the 
communication package to the target groups. Most importantly the communication package 
had to cover the gaps found in the questionnaire.   
 
The communication package was presented at the Transmission PRU. After the presentation 
was given a number of internal customers was interviewed, the purpose of the pilot and 
conducting the interviews was to get feed-back and input for improvements.  
 

8.1.1 Selecting communication channels 
According to chapter 5, face-to-face is the most valued form of communication between co-
workers. Not only does it enable direct feedback but it also increases the probability that the 
sender and the receiver are connecting appropriately. Theories also show that choosing only 
one channel is very risky and the aim should be to at least combine two or more channels. The 
channels chosen were face-to-face presentations in smaller groups and a presentation stored 
on the intranet. Due to the fact that the communication package should work as presentation 
material as well as something for the internal customers to review by themselves on their 
computers, two of the channels mentioned in chapter 5 are taken into consideration.  
 
The most suiting sender of the presentation should preferably be someone with a managerial 
position within the purchasing department. The reason is because the sender should have a 
broad understanding and knowledge about the purchasing organization as a whole. The 
presentation should be stored online on the purchasing department’s homepage on the intranet 
in order to make it accessible to the internal customers.  
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8.1.2 Presentation material 
The presentation material was created in Microsoft PowerPoint because PowerPoint is a 
recognized application at Scania. By using PowerPoint the presentation can be used in two 
different ways: 
 

1) As support when someone from SN wants to give a presentation to internal customers. 
   
2) Reviewed by the internal customers on Scania’s intranet.  

 
Because the target group of the communication package is not homogenous the presentation is 
divided into different modules. Each module is accessed by a button and begins with an 
agenda. The informer can choose to just present the agenda and speak freely about the topic if 
for example the target group has knowledge about that particular section. The package 
consists of six modules (See figure 8.1) which are described below: 
 

 
Figure 8.1: The first slide of the presentation 

 
1. Why? 
This module describes the mission of SN and presents which services SN can offer to its 
internal customers because it is important that the recipient can relate to the content. There is 
also information regarding the benefits to Scania from using the purchasing department. The 
gaps in the analysis are partly covered in this section. The module “Why?” is an introduction 
of the presentation and it has the purpose of getting the internal customers attention.  
2. SN 
The purpose of this module is to give the internal customers a general understanding of the 
purchasing organization. This module describes the organization of SN, area and commodity 
purchasers, number of employees at SN and how much money Scania spends on non-
automotive products compared to the sales turnover and the total purchased volume. And 
finally the strategies employed by SN are presented.  
 
What SN does is divided into modules 3-5.  
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3. Supplier base 
This module was very important considering the gap. The use of segments and segment 
responsibility and also the supplier base and how the suppliers are evaluated are presented in 
this section.  
 
4. Sourcing process  
Each step of the sourcing process which the purchasers use is presented in this section. The 
gap regarding consideration of Scania’s total cost when evaluating and choosing supplier is 
treated in this module. The sourcing process is explained in two ways. One part is more 
thorough and suitable when the internal customers review the presentation themselves. One 
part is a shorter version with fewer slides and less text on each slide which is suitable when 
someone uses the presentation as support when presenting.  
 
5. Follow-up and evaluation 
How the purchasers follows-up supplier performance and also information about the 
consequences when a supplier does not fulfil its obligations are presented. 
 
6. How?  
This section briefly covers how the internal customers are supposed to make purchases. 
Information concerning the purchasing and call-offs systems. The section includes a guide to 
how the internal customers are supposed to make purchases at Scania and exceptions to the 
general rules. A slide which in a way summarizes the whole presentation is placed at the end.  
 

8.1.3 Instructions 
In order to help the informer to present the presentation material instructions were also made. 
The most important sections in the instructions are: 

• A check-list: The check-list includes activities which have to be performed before 
presenting. The activities are also described in the instructions.  

• Critical slides: The slides which might need to be updated are specified here. 
• Target group: The target group which the presentation is made for and suggestions 

regarding size and composition of the target group. 
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8.2 Suggestion of implementation  
The suggestion of implementation is of short-term character. Because of the fact that the way 
SN functions might change in the future a long-term plan is not discussed.  
 
To give presentations to all the internal customers demands a lot of resources. This suggestion 
takes advantage of the fact that the presentation can be used in two different ways. The 
suggestion includes the following activities: 
 

• The director assistant should be responsible of updating the communication package.  
• Make the communication package accessible to the employees at the purchasing 

department. 
• Upload the presentation on Scania’s intranet, on the homepage “How to buy” to make 

it accessible to the internal customers. 
• Make the purchasing managers at SN responsible of presenting to a certain number of 

target groups during a time period. The purchasing managers can of course delegate 
the task, but they are still responsible.  

 
When the internal customers of the target groups become aware of the presentation online 
there is a possibility that the information spreads to other internal customers who will be able 
to review the presentation themselves. 
 
When the purchasers or managers are presenting they should take advantage of the situation 
and gather suggestions of improvements and also inspire feed-back.  
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9 Conclusions 
In this chapter the conclusions from the gap analysis and conclusions regarding the 
communication package are presented.  
 

9.1 The gap  
The first part of the purpose of this thesis was to examine if the internal customers and SN has 
different views of what SN does. This thesis suggests that there is a gap and that the gap 
partly might be bridged with the help from information and communication about what SN 
does. The gap which was identified regarding what SN does was found to coincide with the 
gap identified regarding the wanted involvement of SN.  
 
The identified gaps are presented below. The gap regarding what SN does is connected to the 
gap regarding the wanted involvement on SN.  
 
Table 9.1: Gaps identified in the analysis 
Involvement of the purchasing 

department  What the purchasing department does 

Find suitable suppliers ↔
Maintain and develop a relevant supplier base and 

activities 

Evaluate suitable suppliers  
connected to  the supplier base. The supplier base 

is  
  constantly updated and evaluated. 
   

Evaluation of quotations ↔ Scania's total cost is considered 
Final selection of suppliers   

 
The result from the gap analysis has given the authors important input when creating the 
communication package, the defined gaps had to be covered in the communication package.  
 

9.2 The communication package   
The second part of the purpose of this thesis was to create a communication package in order 
to increase the understanding of what SN does.  
 
The communication package which was produced consisted three parts: 
 Power-point presentation 
 Instructions 
 Suggestion of implementation 

 

9.2.1 Power-point presentation 
The power-point presentation consists of different sections connected to buttons which makes 
it possible for the users to navigate through the different modules of the presentation. 
 
When designing the presentation two different ways of using the presentation was kept in 
mind.  

• The presentation should work as support when someone from SN wants to give a 
presentation to internal customers.   
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• The presentation is supposed to be stored online on Scania’s intranet in order for the 
internal customers to review the presentation themselves. Therefore the content of the 
presentation has to be understandable without having someone from SN presenting it.  

 

9.2.2. Instructions 
In order for someone to communicate the presentation instructions were included. The 
instructions consists of information about the purpose of the presentation, the structure of the 
presentation, a checklist with activities which need to be performed before doing a 
presentation, the target group and critical slides which need to be updated in the future. 
 

9.2.3 Suggestion of implementation 
The suggestion of implementation is a briefly described proposal of how the internal 
customers can acquire the information regarding what SN does. First of all it is important to 
have a consensus among the purchasers and purchasing managers regarding the content of the 
presentation.  
 

9.3 General 
The empirical data suggested that there was a problem with the availability of the purchasing 
department. The internal customers want the purchasing department to be involved more often 
compared to how often they are involved today. This does not however imply that the need 
for information about what the purchasing department does is superfluous. If the internal 
customers value the activities and contracts performed by SN they are more probable to use 
the services and contracts despite the availability. Also if the internal customers use the 
purchasing function early in a purchase the proceeding steps will probably run smoother 
compared to if the internal customers use the purchasing function in a later stage of a 
purchase.  
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10 Discussion 
Many problems and thoughts have arisen during this study and the most important ones will 
be explained here.  Suggestions of future research are also presented in this chapter. 
 
The selection of internal customers in the survey questionnaire was a problem. Because no 
available information covering the whole population of internal customers was available, and 
the time frame did not allow the authors to investigate the matter more, a representative 
selection of the whole population of internal customers was not possible to make.  
 
Considering the question about what the purchasing department does, the authors have to ask 
themselves if the same result would appear if the selection of respondents would have been 
chosen differently. The method of selecting internal customers was kept in mind when 
analyzing the empirical data. The amount of respondents mentioning a certain statement was 
not the most important fact, instead all statements considered together. The authors believe 
that all statements considered together would have been mostly the same but the amount of 
respondents mentioning each statement would probably be a little different.  
 
Considering the questions regarding the involvement of the purchasing department, 
tendencies were analyzed. If another selection of internal customers would have been chosen 
the shares would probably have been a little different. However the conclusions would most 
likely be the same because only the large gaps were considered in the analysis.  
 
Regarding the analysis of the empirical data the authors had to create their own analysis 
model with the help from purchasing theory. The analysis could probably have been done in 
several different ways. The authors themselves tried other methods of conducting the analysis 
but the one presented in this report was the preferred one and provided the clearest result. 
 
The creation of content in the communication package was also a problem. The work of the 
purchasing department was not mapped in a scientific way. Information available and 
information gathered from interviews with employees at the purchasing department was used 
to get an understanding of the activities which the purchasing department performs. 
 
The target group of the communication package are the internal customers. Another target 
group which was not considered when producing the presentation but which the presentation 
could be applied on are new employees at SN. The presentation would provide a new 
employee with general information about SN.  
 
The tool provided in this thesis for increasing the use of services and contracts which the 
purchasing department provides is communication. Communication is probably not the whole 
solution to the problem and other measures are most likely needed. The empirical data 
showed that the internal customers wanted the purchasing department to be more involved 
than they are today but less involved compared to what the purchasing department would like. 
This indicates that there are other problems besides the lack of knowledge about what SN 
does. 
 
Regarding future research it would be interesting to study where (which PRU for example) 
the potential improvements from better communication are the greatest and also where the 
potential benefits are the greatest. Research regarding why the internal customers do not use 
the purchasing department would also be interesting in order to get a better understanding of 
which measurements that are needed.  
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Appendix 1 – Questionnaire sent to internal 
customers 

The questionnaire has been translated from Swedish. 
 
Hello, 
We are two students who do our master’s thesis at the purchasing department of 
indirect material in Södertälje. Below is a questionnaire which we would like you to 
answer. The purpose of the questionnaire is to examine how YOU perceive the 
purchasing department. 
 
Confidentiality: The questionnaires are to be compiled by the two of us and your name 
will be saved in the compilation.  
 
The questionnaire consists of 17 questions which take about 5 minutes to answer. We 
would appreciate if You send your answer the 7th of March the latest.  
 
Instructions 
To answer the questionnaire press “reply”/”svara” in Outlook and fill in the questions 
according to the example below. 
 
Example of how to answer a question 
 
Are you a Scania 
employee? 
x  Yes  
   No  
When the questionnaire is done finish by pressing ”send”/”skicka” in order to send your 
answers to us.  
  
The questionnaire begins below 
------------------------ 
The questionnaire only treats the purchasing department of indirect material with focus 
on physical products. Indirect material is the material that is not included in Scania’s end 
products. Examples of indirect material are machines, tools, working clothes, 
chemicals, desks, computers, machine spare parts, cell phones etc. In the 
questionnaire is the purchasing department of indirect material referred to as “the 
purchasing department”. 
  
1. Which department do you work at? (i.e. MSTB): 
  
2. What is your working title?: 
  
3. How long have you been on your current position?: 
  
4. Describe what you think/believe that the task of the purchasing department 
is (open answer) 
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5. Which of the following ways of acquiring physical products have you used? 
(Mark one or more alternatives)      
   Storage        
   Easy2Buy       
   Purchase requisition – area purchaser      
  Purchase requisition – commodity purchaser     
   Prima         
   Other(Define):      
   Has never done a purchase      
  
6a. How satisfied are you about the instructions regarding purchasing  
(instructions regarding how to do a purchase) considering the following 
criterias? 

  Very Fairly  Less than  Dissatisfied Do not   
  satisfied satisfied fairly satisfied    know  

Easy to understand/            
Clear            
Accessability            
  
6b. If you answered "less than fairly satisfied" or "unsatisfied" in 
questions 6a,why? (Open answer) 
  
  
  
 
Who do you turn to when you have questions about 
purchasing? 
   Colleagues      
   Closest manager     
   InLine      
   Area purchaser     
   Commodity purchaser     
   Other (define):    
  
8a. Have you ever ordered a product directly from a supplier?  
(Without using the purchasing department or Easy2Buy)  
   Yes       
   No       
   Do not know        
  
8b. If you answered ”Yes” in question 8a, by what reason 
did you not 
use the purchasing department or Easy2Buy? 
(Open answer) 
  
  
  
  
  
9. Do you experience that the purchasing department lowers 
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your costs? 
   Yes   

   No ----> If no, do you experience that your costs 
increase?    Yes

   Do not know    No
  
10a. How satisfied are you of the purchasing department regarding the 
following criterias? 
 Very  Fairly  Less than  Dissatisfied Has not had 

  satisfiedsatisfied fairly 
satisfied   any contact 

          With the purchasing 
dep. 

Availability           
Support            
Handling 
time           

Response           
  
 
 
 
 
 
 
  
10b. If you answered "Less than fairly satisfied" or "dissatisfied" in 
question 10a, why? (Open answer) 
  
  
  
If you never have done a purchase above 50 000 SEK continue to question 13.  
Question 11 and 12 are directed to the internal customers who has done ”larger” 
purchases. 
  
  
11. How often has the purchasing department been involved in the 
following stages? 
      
 VeryOftenFairly Not  Never 

  often   often particularly    
        Often   

Budget quotation           
Design of the technical specification          
Find suitable suppliers           
Evaluate suitable suppliers           
Send request for quotation           
Evaluation of quotations           
Final selection of supplier           
Final negotiation           
Ordering           
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Delivery follow-up            
  
12. How often DO YOU WANT the purchasing department be 
involved in the following stages? 
      
 VeryOftenFairly Not  Never 

  often   often Particularly    
        Often   

Budget quotation           
Design of the technical specification          
Find suitable suppliers           
Evaluate suitable suppliers           
Send request for quotation           
Evaluation of quotations           
Final selection of supplier           
Final negotiation           
Ordering           
Delivery follow-up            
 
 
  
13. Is there anything that you would like the purchasing 
department to  
improve or anything you want to change regarding 
purchasing? 
(Open answer) 
  
 
 
  
  
14. Have you recieved any education regarding 
Easy2buy? 
   Yes     
   No     
  
15. How easy is it to purchase products and services in 
Easy2buy? 
   Very easy      
   Fairly easy      
  Less than fairly easy      
   Hard       
   Do not use Easy2buy     
  
16. From what amount do you consider the area or commodity buyer to provide any value in a 
purchase? 
   1 SEK         
   20 000 SEK         
   50 000 SEK         
   100 000 SEK         
   500 000 SEK         
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   1 000 000 SEK         
   No opinion        
  
17. Other comments regarding the purchasing department 
and/or the questionnaire:  
  
  
  
  
 Thank you for your participation! Do not forget to press “Send”/”Skicka”. 
  
Regards 
/Yones Strand och Fredrik Otterheim 
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Appendix 2 – Questionnaire sent to the 
purchasing department 

Hello 
As a part of our master’s thesis are we going to examine how the perception of the 
purchasing department’s task deviates between the ones working at the purchasing 
department and the internal customers. Below is a questionnaire which we would like 
you to complete. 
 
The questionnaire consists of 6 questions which take about 5 minutes to answer. We 
would appreciate if You send your answer the 13th of March the latest.  
 
Instructions 
To answer the questionnaire press “reply”/”svara” in Outlook and fill in the questions 
according to the example below. 
 
Example of how to answer a question 
Are you a Scania 
employee? 
x  Yes  
   No  
When the questionnaire is done finish by pressing ”send”/”skicka” in order to send your 
answers to us.  
  
The questionnaire begins below 
 
 
1. Which department do you work at? (i.e. MSTB): 
2. What is your working title?: 
3. How long have you been on your current position?: 
 
  
4. Describe what you consider that the task of the purchasing department is (open 
answer) 
  
  
  
5. How often DO YOU as a purchaser want to be involved in the 
following stages? 
      
 VeryOftenFairly Not  Never 

  often   often Particularly    
        Often   

Budget quotation           
Design of the technical specification          
Find suitable suppliers           
Evaluate suitable suppliers           
Send request for quotation           
Evaluation of quotations           
Final selection of supplier           
Final negotiation           
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Ordering           
Delivery follow-up            
 
6. If you answered “not particularly often” or “never” in any stage in question 5, 
what was the reason? 
 
 Thank you for your participation! Do not forget to press “Send”/”Skicka”. 
  
Regards 
/Yones Strand och Fredrik Otterheim 
 


