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The role of purchasing has been evolving during the last years, increasing its strategic 

importance inside the organization. Traditionally viewed as a supportive function 

impacting only the bottom-line of the company, the main performance indicators for 

purchasing were cost-reduction and savings. Nowadays, organizations recognize the 

importance of the value added generated in the purchasing processes and they are 

broadening their vision of purchasing as a strategic contributor of value in both 

economical and intangible aspects.  

 

One of the main intangible value contributions from the purchasing department (PD) 

of any company is the one provided to its internal customers; measured in the level of 

internal service quality and customer satisfaction. An adequate internal customer 

relationship management can translate into advantages for the PD, improving its 

strategic position in the organization, and in benefits for the company, increasing 

directly or indirectly its business performance. 

 

The purpose of this research study was to understand how the purchasing department 

can create value inside an organization, how that value is measured and how it can be 

increased; being the central focus on the internal customers of the department. This 

research work was conducted as a single case study performed in a multinational 

company from the telecommunication industry. Qualitative data was gathered through 

structured interviews, formal and informal meetings with personnel from the company 
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and a survey to triangulate the information. The objective was to determine the most 

important value adding factors for the internal customers of the purchasing 

department and evaluate their satisfaction level.  

 

Two models for assessing the value contributed by the PD were the grounding for 

developing the tools used in the achievement of the objectives; one of them was 

based on the SERVQUAL model and the other one on the concept of meaningful 

involvement. Using inputs from both, a model for evaluating the value added to 

internal customer was proposed. In addition, the author identified improvement 

opportunities, related mainly with relationship management in the company and she 

suggested improvement measures accordingly. Finally, future courses of action were 

recommended, relating the value added concept with purchasing maturity models. 

 
 
Keywords: Purchasing, value added, value-based purchasing, internal customer, 

customer satisfaction, internal service quality, purchasing maturity, value chain. 
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______________________________________ 
 

This thesis discusses the value added by the purchasing department to the 

organization, including field research; the empirical study was conducted at a company 

in the telecommunications industry. This first chapter intends to serve as a guide for 

the reading of the whole document; presenting the motivation for researching on the 

selected topic as well as the problem being addressed and the objectives pursued by 

the author. Afterwards, the organization of the complete document is explained. 

 

1.1 Motivation for research 

The purchasing function is a support activity that during the last years has been gaining 

recognition as a strategic activity for the company. It is therefore important to know 

and understand how this function can provide value to the organization. In the 

purchasing process of any enterprise three main kinds of interaction can be identified: 

the interaction between the purchasing department and the user or internal client, the 

interaction among the members of the purchasing department itself and the 

interaction between the purchasing department and the suppliers. Although the last 

one has been thoughtfully analyzed and the relationship buyer-supplier is currently 

subject of continuous research and proposals for improvement, the relationships 

buyer-internal customer are not commonly addressed by researchers.  

 

Interactions within the enterprise are key elements to assess the value contributed by 

the purchasing department but there are not many recent articles or studies about 

them. Most of the efforts are focused on the external quality of the purchasing 

process; however “internal service quality is equally important because an 

organization’s ability to meet the needs of external customers relies on employees’ 

internal capabilities to satisfy the needs of internal customers” (Stanley & Wisner, 

2002). That is why the author decided to further research in this area and to explain 

the contribution of value by the purchasing department to the internal organization. 
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1.2 Research question 

The aim of this thesis is to explain how value added can be created from the 

purchasing department of an organization, stressing its role in the generation of value 

for the internal customer. Therefore the research question to answer is how the 

purchasing department adds value to the internal organization. 

 

 

1.3 Objectives 

The primary objectives of this thesis are: 

1- Analyze and explain how the purchasing department generates value added to the 

organization. 

2- Identify which factors influence the value added by purchasing department to the 

internal organization (internal customer). 

3- Evaluate the internal customer’s satisfaction level for those factors at the 

purchasing department of the organization where the empirical study was 

conducted. 

4- Suggest improvement options for the purchasing department of the organization. 

 

There are also secondary objectives: 

1- Find out whether the point of view of the purchasing department regarding factors 

of value creation coincides with the perception of internal customers. 

2- Perform a gap analysis for the organization subject of the empirical study. 

3- Propose a model to evaluate the factors of influence and determine the level of 

the purchasing department of an enterprise with similar characteristics than the 

one studied during the research. 

 

 

1.4 Structure of the document  

This Master Thesis consists of seven chapters including Introduction; the structure of 

the document reflects the flow of the work that is represented in Figure 1. As it was 

mentioned at the beginning, the current chapter constitutes a guide to understand the 

purpose of this document and its different sections. The second chapter named “The 

purchasing function” provides important theoretical background to understand the 

concepts that will be discussed later in the thesis. It explains the concept of the 

purchasing function, the tools it utilizes, the ways in which it can be organized, its 

importance for the company and the role that it has in the value chain. 
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Figure 1. Research workflow and structure of the document 

(Source: Made by the author) 
 

 

The third chapter “Literature review” consists on the revision of existing documents 

about the topic of this thesis, the value added by the purchasing function. It presents 

the different conceptions of value added; explains the ways in which the purchasing 

department can add value to the organization, making emphasis on the value provided 

to the internal customer and analyzes the factors affecting value creation.  

 

The forth chapter “Methodology” describes the approach adopted to carry out the 

research as well as the research methods utilized, the sources of information and the 

recollection of data. The following chapter “Empirical case” provides a background of 

the company where the field research was performed. It highlights the main 

characteristics of the purchasing department explaining the process of the normal 

operations and the interaction with its contacts. The next chapter “Analysis” presents 

the data and information collected, the analysis and comparison made to reach 

conclusions. The seven and last chapter presents the results of the research, points out 

its limitations and proposes possible future lines of research. 
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______________________________________ 

 
This chapter presents the theoretical background necessary to understand different 

concepts that will be discussed throughout the document. The purchasing function is 

described as well as different aspects related to it such as the purchasing process, the 

advent of e-procurement and the role of purchasing in the organization and in the 

value chain. This section of the thesis is aimed to situate the reader in the purchasing 

world and establish a common framework that allows the smoothly reading of the 

whole document. 

 

2.1. Definition of purchasing 

One of the most traditional definitions of the purchasing function (PF) proposes that it 

should obtain the proper equipment, material, supplies and services of the right 

quality, in the right quantity, at the right place and time, at the right price and from the 

right source (Van Weele, 2010). However, in this description, the purchasing function is 

regarded predominantly as an operational activity and this view has been changing 

over the years. 

 

According to Arjan Van Weele (2010), purchasing is 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 favorable conditions. 

 

From the definition above it follows that purchasing encompasses the buying not only 

of the goods and services required for the main purpose of the enterprise but for all 

the activities performed in the company. Besides, many transactions are not just 

simple buying but other forms of acquisition like rentals, leasing, exchange, etc. 

Therefore, in general terms the purchasing function involves all the related activities 

that organize the flow of goods, services and other materials from suppliers into an 

organization (Monczka, Handfield, Guinipero, Patterson & Waters, 2010). 
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Another way of seeing the purchasing function is as a key element of the supply chain 

which deals with the flow of goods and services from a wider approach; from their 

source to the end customer. The supply chain covers the whole journey of goods, from 

raw materials until finished products or services and consequently it involves a 

network of different companies. The supply chain is defined as “the management of all 

activities, information, knowledge and financial resources associated with the flow and 

transformation of goods and services up from the raw materials suppliers, component 

suppliers and other suppliers in such a way that the expectations of the end users of 

the company are being met or surpassed” (Van Weele, 2009). Purchasing is the 

essential part of the chain that connects the company with the previous external 

elements; it is the key link that sets the foundation for the others on the input end of 

the chain (Presutti, 2003). 

 

Some authors, including Michael Porter (1998), differentiate between procurement 

and purchasing because they consider the term purchasing has a narrower 

connotation meaning only the buying itself, while procurement has a broader 

meaning. Also, some people prefer to use the term supply management, which the 

Institute for Supply Management defines as “the identification, acquisition, access, 

positioning and management of resources and related capabilities an organization 

needs or potentially needs in the attainment of its strategic objectives”. However, 

there is not an agreement about this issue and terms like procurement, purchasing, 

sourcing, and supply management are used interchangeably. In this document the 

terms purchasing and procurement will be used without distinction. 

 

 

2.2. Purchasing goods and services 

As mentioned before, the purchasing function takes care of all the inputs used in the 

firm’s operations; direct and indirect goods and services. These include raw materials, 

components, parts, equipment, spare parts, information, commercial services, 

expertise, consumables, energy, transport, money, utilities and anything else that can 

be thought of (Monczka, Handfield, Guinipero, Patterson & Waters, 2010). In general, 

purchased materials and services can be grouped into the following categories (Van 

Weele, 2009): 

 

 Raw materials: materials which have undergone no transformation or a 

minimal transformation, and they serve as the basis materials for a production 

process. 

 Supplementary materials: materials which are not absorbed physically in the 

end product; they are used or consumed during the production process. 
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 Semi-manufactured products: products that have already been processed once 

or more, and they will be processed further at a later stage. They are physically 

present in the end product. 

 Components: manufactured goods which will not undergo additional physical 

changes, but which will be incorporated in a system with which there is a 

functional relationship by joining it with other components. They are built into 

an end product. 

 Finished products or trade items: products which are purchased to be sold, 

after negligible added value, either together with other finished products or 

manufactured products. 

 Investment goods or capital equipment: products which are not consumed 

immediately but whose purchasing value is depreciated during its economic life 

cycle. 

 Maintenance, repair and operating materials (MRO items): sometimes are 

referred to as indirect materials or consumable items; they represent materials 

which are necessary for keeping the organization running in general, and for 

the support activities in particular. 

 Services: activities which are executed by third parties or other business units 

of the company on a contract basis. 

 

2.3. The purchasing department and the purchasing 
process 

The scope of the purchasing function is usually much broader than that of the 

purchasing department (PD)(Van Weele, 2009). This means that some tasks attributed 

to the purchasing function are not always performed by the PD, depending on the 

organizational structure. Procurement activities may be radically different between 

companies and industries; each company includes different tasks within the scope of 

the PD. In general, the purchasing function involves the following activities: 

 Develop purchasing systems 

 Determine purchasing specifications of goods and services 

 Identify potential suppliers 

 Contact selected suppliers 

 Negotiate with suppliers to establish an agreement on conditions, especially on 

price 

 Award the purchase to selected supplier 

 Issue purchase orders 

 Monitor and evaluate supplier performance 

 Follow up of purchases 

 Renewal of contracts 
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The purchasing function does not include the responsibility for materials requirements 

planning, materials scheduling, inventory management, incoming inspection and 

quality control. After this explanation of important concepts of purchasing function, 

the PD and the differences that can exist between them, from now on both terms will 

be used as equivalents, assuming that the PD of a company performs the basic 

purchasing activities. A standard purchasing process consists of the following steps: 

 

 
Figure 2. The purchasing process  

 (Source: Prof. Rejna purchasing class at POLIMI) 

 

In his book “Purchasing and Supply Chain Management”, Arjan Van Weele (2009) 

represents the main activities of the purchasing function with the scheme showed in 

Figure 3. The steps of the process depicted are basically the same as the ones listed 

above but there is a differentiation among the scope of the terms sourcing, supply, 

buying, purchasing and procurement. Procurement is a broader concept and it is based 

on the total cost of ownership (the total cost that the company will incur over the life 

time of the product that is purchased), considering even environmental issues.  

 

 

 
Figure 3. Purchasing function activities 

 (Source: Purchasing and Supply Chain Management. Arjan Van Weele, 2009) 
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This model also divides the purchasing activities in two groups: tactical purchasing and 

order function. This classification resembles the common division of activities 

according to its character into strategic, tactical and operational levels. Strategic tasks 

are concerned with long term planning and policies, tactical tasks focus in medium 

term issues and operational tasks are the day to day activities (Kitching, 2001).  

 

Certainly, each company has its own way to perform every step of the process. 

Enterprises have procedures specifying how to determine the specifications for goods 

and services, how to select suppliers, how to manage the contracts, etc. Inside the 

same organization, procedures can vary depending on the importance of the purchase, 

the volume of products involved, the amount of money, the time available, the 

importance level of the goods/services, the quality requirements and the type of 

purchase (unique or repetitive) among other factors. 

 

The general process starts with the identification of a need by the internal customer 

who defines the requirements or specifications; these can be also be developed by the 

purchasing department based on the request from the firm’s final customer. Then the 

purchasing professionals define which suppliers are suitable to fulfill the needs 

according to the policies of the enterprise; there may be pre-qualified suppliers who 

work regularly with the company or it may be needed to look for new providers. 

Request for proposals are generated and the answers evaluated under a predefined 

criteria (auctions can be performed) which leads to choosing the final supplier. The 

selected supplier is contacted and conditions are settled in the contracting stage 

formalizing the agreement. After that, the purchasing order is ready to be released; 

this is a legally binding document that triggers the delivery of materials and contains all 

the details about the purchase. Once the materials or services have been delivered the 

next step is to assess the supplier’s performance; this information is valuable because 

it will be used to rate the suppliers and assure that the company has an effective 

supplier base; a key contributor to the firm’s competitive position. (Presutti, 2003) 

 

A lot of information is generated in each step of the purchasing process creating an 

information flow. This is managed through informatics tools that allow the correct 

documentation of all the data. Companies work with ERP systems; especially the 

bigger ones and every time more of them are implementing e-procurement solutions. 

 

2.3.1. E-procurement  

According to Arjan Van Weele (2009), “E-procurement includes web technology-based 

purchasing solutions aimed at simplifying commercial transactions within and between 

organizations and information technology solutions for ordering, logistics and handling 

systems as well as for payment systems”. There are many definitions but in a few 
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words, e-procurement is a technology solution that facilitates corporate buying using 

the internet (Presutti, 2003); it can be used by commercial, non-profit or government 

organization to acquire goods online.  

 

Before e-procurement technology was developed, many companies had been using 

other tools like electronic data interchange (EDI). EDI facilitates the transfer of 

transactions between two business partners by integrating databases using a 

standardized format for purchase orders and other elements in the purchasing 

transaction (Presutti, 2003); it involves transactions between computers or databases, 

not individuals. 

 

At the beginning, EDI worked only with proprietary technology called value-added 

network (VAN) and implementation costs were significant causing only big and 

powerful enterprises to use this tool. Later, Internet-based EDI appeared, also called 

open EDI; the use of Internet made the costs drop significantly and the technology 

became accessible for companies with fewer resources, constituting the oldest form of 

e-procurement.  

 

Companies started experimenting with e-procurement technologies in peripheral 

business processes; acquiring only indirect goods and services to avoid risking the 

integrity of the main supply chain (Davila, Gupta & Palmer, 2003). Currently, e-

procurement pervades each major component of the purchasing process and allows 

real-time exchange of information (Presutti, 2003). Different types of e-procurement 

technologies can be used in each one of the purchasing process stages, depending also 

on the company’s needs and characteristics; different technological solutions compete 

to solve different business needs.  

 

The wide range of solutions available presents the organizations with the challenge of 

assessing the suitability of different solutions for their specific commodities and 

portfolio of purchasing requirements. Among the most common and well developed 

forms of e-procurement, the following can be distinguished (De Boer, Harink & 

Hijboer, 2001): 

 

 E-MRO or E-ordering: It focus on the process of creating and approving 

purchasing requisitions, placing purchase orders and receiving the goods and 

services ordered, by using a software system based on internet technology. 

Those goods and services are maintenance, repair and operation (MRO) 

supplies, also called indirect or non-product related materials; an e-catalog is 

used by all the employees from the organization for ordering items that are 

needed.  
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 Web-based ERP: It works in the same way than e-MRO but in this case the 

goods and services ordered are product related and only the employees of the 

purchasing department can use the supporting software system. 

 E-sourcing:  It allows identifying new suppliers for a specific purchasing 

category using internet technologies across spatial boundaries. Most important 

benefits of e-sourcing are increased decision making flexibility, lower prices, 

higher competitiveness during the tendering process and less supply risk. 

 E-tendering: It is the process of sending RFI (request for information) and RFP 

(request for proposal) to suppliers and receiving their response using internet 

technologies. Sometimes, within e-tendering the analysis and comparison of 

the responses is also supported but it doesn’t include closing the deal with a 

supplier. 

 E-reverse auction: It enables the purchasing organization to buy goods and 

services needed from a number of suppliers through Internet technology, 

making possible to choose the supplier that has the lowest price or the 

combination of lowest price and other conditions. 

 E-informing: It does not involve transactions; it handles the gathering and 

distributing of purchasing information both from and to internal and external 

parties using Internet technology. 

 

 

Some authors relate each type of e-procurement technology with a specific phase of 

the purchasing function, for example e-sourcing for the selection phase but this is not 

rigid; there are many purchasing situations where different tools can be applied. 

Organizations can select which solution to use according to their needs or they can 

choose to implement applications that include several functions, to the level that only 

purchasing department involvement is the upfront value-added step of negotiating the 

master contract with the supplier.  

 

One of the leaders in the e-procurement solutions field is Ariba Corporation, supplier 

of several multinational companies, including more than half of the Fortune 500 

("About us"- Ariba website). Not only specialized companies are competing in this 

market; the tremendous potential of e-procurement has stimulated major enterprise 

resource planning (ERP) software providers like Oracle Corporation and SAP to add e-

procurement capabilities to their systems (Presutti, 2003). 
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Multiple benefits are attributed to the use of e-procurement, especially related with 

cost reductions:  

 

“Internet technology provides ways of drastically reducing different categories of 
transaction and communication costs” (De Boer, Harink & Hijboer, 2001) 

“Companies that use e-procurement technologies report savings of 42 per cent in 
purchasing transaction costs” (Davila, Gupta & Palmer, 2003) 

 

While the percentage of savings varies from company to company, the cost cutting 

factor is present in all of them as one of the most significant advantages of EP 

solutions. Some of the benefits most mentioned by users are the following: 

 

 More efficient purchasing process 

 Shorter purchasing cycle time 

 Better utilization of assets 

 Workflow automation  

 Reduction of administrative costs 

 Material costs reductions 

 Lowered inventories levels  

 Reduction in the number of suppliers  

 Identification of new sourcing opportunities  

 Increased flexibility and more up-to-date information 

 

Although potential benefits of e-procurement are attractive, the technology is only an 

enabler; it is powerful but in order to work it is necessary to have a flawless process 

before its implementation. A successful e-procurement initiative is often more 

attributable to the procurement aspects than it is to the electronic aspects (Presutti, 

2003). 

 

 

2.4. Organization of the purchasing function 

There are different forms of organizing the purchasing function in a company and the 

way chosen will affect how it relates with other functions and with suppliers. One of 

the main decisions is whether to centralize or decentralize it. In centralized purchasing 

structures, the majority of the purchases are managed by a central purchasing group 

that consults the operating units about their needs. Basically, centralized purchasing 

implies the existence of a single department, group or person in charge of all the 

purchases of the company. This is also the case for organizations that have branches in 
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different locations and centralize the management of all the purchases in only one of 

them, commonly in the headquarters. 

Instead, when decentralization is applied, the individual business units are 

autonomous and responsible for the purchasing process. The term business units can 

refer to the different departments within an enterprise or to several branches of the 

company located in more than one place. The division of purchasing activities into 

strategic, tactical and operational, mentioned in section 2.3 is more common when the 

function is decentralized. This is because in this approach the personnel in charge of 

the purchases work among their peers from different areas, supporting the cross-

functionalization.  

 

Generally, big enterprises have a purchasing department while in smaller companies 

each department is in charge of its own purchases. Without a PD, there are no 

professional buyers but guidelines to perform the tasks in a coordinated way; each unit 

is independent and autonomous. However, while centralized purchasing is more 

common in bigger companies it is not exclusively used by them and also it is not used 

for all of them; the type of purchasing structure to implement will depend on the 

strategy of the enterprise as well as on its particular conditions. 

 

Both approaches have followers and detractors; the stronger argument in favor of 

decentralized purchasing is that it allows the interaction among functions, while in the 

other hand centralized purchasing promotes professionalism among buyers. As it was 

said by Gadde and Håkansson: 

 

“… it is part of the total operations of the company, implying that integration with 

those other activities is a main concern. In the decentralized purchasing organization 

buyers are located together with people from manufacturing and engineering rather 

than with other purchasers, simplifying inter-departmental interaction, but making 

purchasing per se less professional.” (Gadde & Hakansson, 1994) 

 

The advantages and disadvantages of the centralized purchasing structure are 

summarized in Table 1. Recently, hybrid organizations are developing; they are 

something in between centralized and decentralized structure sometimes called 

“decentralized with coordination”. In this arrangement the departments are 

autonomous and independent but they communicate with each other and coordinate 

their procurement sharing information and experience (Bloch, 2011).  

 



 
 

The Value Added by the Purchasing Department to the Organization 

                                                                                                                                                   Page   

 
 13 

 
Table 1. Advantages and disadvantages of centralized purchasing 

 (Source: Made by the author) 

 

 

This kind of hybrid structures is gaining popularity among enterprises because it allows 

them to get selective advantages of the traditional models and at the same time 

minimizing the weakness. Crossed models are also probably an attempt to balance the 

different forces that pull towards opposite directions. While centralization is supported 

by globalization, standardisation and efficiency pressures; the forces of customization, 

differentiation and responsiveness pressures push towards greater decentralization 

(Dubois & Wynstra). Applying a mix model can help enterprises to offset advantages 

and disadvantages and get the combination that works better for them according to 

their particular objectives. 

 

Another important aspect to consider when organizing the purchasing function is the 

position that it has in the organizational hierarchy; this means the level in the 

organization at which there is a manager solely responsible for the purchasing 

department (Dubois & Wynstra). In many manufacturing enterprises purchasing is 

found as part of logistics or production; this is generally done to promote collaboration 

between functions. However, since purchasing is gaining importance as strategic 

function now, it is also found together with finance or having its own representative at 

the Executive Board. 

 

ADVANTAGES

Avoidance of duplicate tasks

Time savings for other departments

Specialized and skillful purchasing personnel

Few specific people in contact with suppliers

Easier control of information

Simpler purchasing procedure and payment of invoices

Reduced costs of order processing

Possibility to purchase standardized items

Special prices and discounts due to bulk purchase

Consolidated transport loads

DISADVANTAGES

Longer process; information flows through different departments

Potential misunderstandings

Difficulty to fulfill successfully with all specific requirements

Impossibility to do localized purchasing

Delays in deliveries due to standard procedures

Buyers are not experts in the materials
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2.5. Importance of the purchasing function for the 

company 

 
Everything that an organization needs for its operations has to be acquired. Purchasing 

is an essential function for any company because every organization has to acquire 

materials for its operations; understanding materials as all the diverse mix of things 

that an organization needs to perform (Monczka, Handfield, Guinipero, Patterson & 

Waters, 2010). Moreover, as commented previously, purchasing is the element that 

connects the company to its external resources acting as a bridge between the 

organization and the exterior.  

 

As a result, purchasing function has a big impact on the overall performance of the 

enterprise affecting its costs, its reaction capability and even its relationships with 

other companies (suppliers). There is no doubt that procurement has a major impact 

on an organization’s long term performance and even on its survival. Because of these 

facts, the purchasing function is obviously of high importance for the company but also 

due to the benefits it can contribute.  

 

Operational benefits directly derived from purchasing and supply chain management 

activities are cost savings, improvements in quality of goods and services, and 

innovations in cooperation with suppliers. Probably, cost savings is the most 

recognized of those potential benefits because traditionally one of the main objectives 

of the purchasing function has been cost reduction. This fact is due to the high impact 

that purchasing costs have for the organization; companies spend on average more 

than half of their sales turnover on purchased parts and services. As it can be seen in 

Figure 4, purchasing costs can influence up to 80% of a firm’s costs (Hartmann, 

Kerkfeld & Henke, 2012). 

 

 
Figure 4. Purchased goods and services as a percentage of cost of goods sold 

(Source: Hartmann, Kerkfeld & Henke, 2012) 
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Purchasing can approach this issue from two different perspectives; the business and 

the supply side. On the business side, since it has a global view of the enterprise’s 

needs, the purchasing function can help standardizing or substituting materials, 

sharing resources, eliminating waste and designing better purchasing systems and 

procedures. On the supply side, having a consolidated supply base allows a higher 

bargaining power. Agreements with important suppliers can be arranged to obtain 

better deals in terms of price and conditions. All these actions also make the process 

more efficient and reduce transaction costs. (Hartmann, Kerkfeld & Henke, 2012). 

 

Traditionally the purchasing function has been seen as a clerical function with short-

term goals, affecting only the bottom line of the business. However, this view has been 

changing over the past years; purchasing and supply chain management are 

increasingly recognized by top managers as key business drivers. The growing 

importance of the function of purchasing and supply management has been further 

amplified by the recent economic crisis with intensifying price pressures and demands 

for cost savings, which have led to a significant change of the role of purchasing and 

supply management (Hartmann, Kerkfeld & Henke, 2012). 

 

Nowadays, it is more and more recognized that purchasing professionals and supply 

managers can contribute significantly not only to the company’s bottom line but also 

to its top line (Van Weele, 2009). Planning the way the materials are acquired, 

ensuring availability of scarce resources, developing relations with suppliers, designing 

systems for material acquisition, supporting the organization’s broader strategies, 

moving to global sourcing, introducing e-business and a host of other activities all have 

a strategic impact (Monczka, Handfield, Guinipero, Patterson & Waters, 2010). 

Similarly, aligning purchasing and supply management strategy with firm strategy, 

managing the supply base, and collaborating with other functions are examples of 

activities with a growing degree of professionalism (Ellram, Zsidisin, Siferd & Stanly, 

2002). 

 

 

2.6. Purchasing in the value chain 

2.6.1. The value chain 

The value chain is a concept developed by Michael Porter in his book “Competitive 

Advantage” in 1985. The general idea behind the value chain concept is that inside the 

organization there are activities that add value to the products and services that a 

company produces and they should be optimized to create competitive advantage. 

There are also non-value added activities and they should be minimized; some of them 

are superfluous and can be eliminated; the others should reduce their duration and 
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impact.  The competitive advantage is a weapon that a company has to fight against its 

rivals in the marketplace; Porter affirms that achieving a sustainable competitive 

advantage is the goal of many business strategies. When a firm sustains profits that 

exceed the average for its industry, the firm is said to possess a competitive advantage 

over its rivals (Porter, 1998).  

 

According to Porter, the two basic types of competitive advantage are low cost and 

differentiation; the firm should choose which strategy to follow. In the light of this 

reasoning, cost cannot be used to analyze the competitive position of a firm because if 

the differentiation strategy has been chosen, the costs may have been deliberately 

raised; value is then the measurement to use. In competitive terms, value is the 

amount buyers are willing pay for what a firm provides them. 

 

In order to analyze and assess the value a company is creating, it is necessary to look at 

the functions and activities inside it. Competitive advantage emanates from the many 

discrete activities a firm performs in designing, producing, marketing, delivering and 

supporting its products. Each of these activities can contribute to the firm’s relative 

cost position and create a basis for differentiation. The value chain decomposes a firm 

into its strategically relevant activities and makes possible to analyze the way they 

interact to discover the sources of competitive advantage (Porter, 1998).  

 

There are different levels at which it is possible to construct a value chain but it is 

recommended to focus in a business unit inside a particular industry. It is important to 

mention that there is not a common value chain per industry; competitors can have 

different value chains even when they are in the same industry and this is actually a 

key source of competitive advantage.  

 

The two main elements of the value chain model are margin and value activities. 

Margin is the difference between total value and the collective cost of performing the 

value activities. The value activities are the physically and technologically distinct 

activities a firm performs; they can create financial assets or liabilities and Porter 

divides them into two broad types primary activities and support activities. 

 

Primary activities are involved in the physical creation of the product and its sale and 

transfer to the buyer as well as after-sale assistance. The support activities support the 

primary activities and each other by providing purchased inputs, technology, human 

resources and various firm wide functions. Procurement, technology development and 

HR management can be associated with specific primary activities as well as support to 

the entire chain (Porter, 1998). 
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Figure 5. Value Chain Model 

 (Source: The competitive advantage. Michael Porter, 1998) 

 

The value chain model recognizes five categories for primary activities and four for 

support activities and each category is divisible into a number of distinct activities that 

are specific to a given industry. It is necessary to mention that the generic model 

developed by Porter was thought mainly for manufacturing industry and not for 

service industry; therefore the mentioned categories fit better when a manufacturing 

company is being analyzed. There are a significant number of businesses, including 

banks, hospitals, insurance companies and telecommunications companies that have 

found it difficult to apply the value-chain model with any rigor to their industry sectors 

(Gabriel, 2006). From the book Competitive Advantage (Porter, 1998) the categories 

for primary and support activities are the following: 

 

Primary activities: 

1. Inbound Logistics. Activities associated with receiving, storing and 

disseminating inputs to the product, such as material handling, warehousing, 

inventory control, vehicle scheduling and returns to suppliers. 

2. Operations. Activities associated with transforming inputs into the final 

product form, such as machining, packaging, assembly, equipment 

maintenance, testing, printing, and facility operations. 

3. Outbound Logistics. Activities associated with collecting, storing, and physically 

distributing the product to buyers, such as finished goods warehousing, 

material handling, delivery vehicle operation, order processing and scheduling. 

4. Marketing and Sales. Activities associated with providing a means by which 

buyers can purchase the product and inducing them to do so, such as 

advertising, promotion, sales force, quoting, channel selection, channel 

relations and pricing. 
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5. Service. Activities associated with providing service to enhance or maintain the 

value of the product, such as installation, repair, training, parts supply, and 

product adjustment. 

 

 

Support activities: 

1. Procurement: Activities associated with the acquisition of materials for the 

organization and obtaining the best conditions for doing so.  

2. Technology development: Activities associated with the use of technology to 

obtain a competitive advantage within the organization. Technology can be 

used in production to reduce cost thus adding value, or in research and 

development to develop new products, or via the use of the internet so 

customers have access to online facilities. 

3. Human resource management: Activities associated with recruitment, training 

and development of people for the organization.  

4. Firm infrastructure: Activities associated with ensuring that the finances, legal 

structure and management structure of the company work efficiently and 

helping drive the organization forward. 

 

2.6.2. Value chain management 

When applying the value chain concept for analyzing a company, Ellen Dumond (1994) 

proposes that there are three main links in the value chain: the upstream link with the 

firm suppliers, the internal link among the firm’s functions and the downstream link 

with the firm’s customers. Inside each one of these links there are more connections; 

this is consistent with Porter’s view about the different levels at which a value chain 

can be developed and studied. All the links in the chain are important and in order to 

manage effectively the value chain, it is necessary that each link does its job and adds 

value to the products and services. 

 

An input-output model is useful to understand better the value chain concept; a simple 

model is presented in Figure 6 and it can be developed for the firm as a whole and for 

each one of its component functions. Companies need different inputs to carry on with 

their activities; through many valuable processes these inputs are transformed into the 

firm’s outputs (the product or service) and the outputs provide a particular outcome 

for the customer. If necessary, feedback is used to modify and adjust the inputs and 

processes and provide outputs that satisfy or exceed customer expectations. Value is 

created through the management of this system. 
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Figure 6. Input-Output model for the creation of value 

 (Source: Dumond, 1994) 

 

The most important idea is that the output of each function (and work center or even 

individual) is the input for another function who is therefore a customer; an internal 

client. In this way it is easier for each element in the value chain to define its role in 

improving the value of the firm’s output and the firm’s value is enhanced because all 

links in the chain have the same mission: to increase the value for their customer. 

 

2.6.3. The role of purchasing in the value chain 

As stated previously, purchasing is a support activity inside the value chain of a 

business unit because it is related to both primary and support activities. An input-

output model focused only in the  purchasing function can be developed, as shown in 

Figure 7. 

 
Figure 7. Input-Output model for the creation of value of the purchasing department 

(Source: Dumond, 1994) 

 
The internal clients of the purchasing department are all the other departments of the 

company (in a company where centralized purchasing is implemented) that submit 

purchasing requests according to their needs. To respond to those demands, the PD 

works with different inputs like qualified personnel, economic resources, energy and 

supplies. Then it performs several valuable activities in order to provide the internal 

clients with materials (products, services, equipment) of the required quality. These 

activities can vary depending on the company, as discussed in section 2.3, and they can 

include the marketing analysis, value analysis, sourcing, inventory control and 

negotiation. The goal that is sought as the result of this process, and all other 

processes in the firm is to create a competitive advantage for the organization. 
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______________________________________ 

 
This section contains the review of existing literature about the topic of this thesis. The 

value added concept is explained as well as the different categories of value provided 

by the PD with emphasis on the internal customer. Recommendations and best 

practices are commented as well as the conflicts that can arise in the relationship with 

internal clients. At the end, information about purchasing maturity is provided. This 

information constitutes the basis for the research and conclusions obtained. 

 

3.1. Value Added 

Value is defined as “worth in usefulness or importance to the possessor; having utility 

or merit. A principle, standard, or quality considered worthwhile or desirable.” 

(Matthews, 2006). A remarkable aspect of this definition is the statement about who 

determines that something is valuable: the possessor or in a business context, the 

client. Value is determined by customer; they have the final say. Following this 

interpretation Elisante Gabriel (2006) stated that value is “The customer’s perception 

about whole bundle of benefits, being tangible or intangible, which satisfy the needs of 

the customer timely, effectively and efficiently.” Being a matter of perception, value is 

most of the times a subjective issue and it can be of intangible nature. 
 
All companies strive to create value for their customers and consequently for the firm. 

The value added concept emerges from this vision, since the firms’ objective is adding 

value to the products and services offered to their clients. The value chain concept 

developed by Michael Porter is a model that maps the functions and activities that add 

value to the company and generate competitive advantage. However, in this model 

the concept of value added is mostly expressed in quantitative terms (margin) instead 

of qualitatively:  
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“In competitive terms, value is the amount buyers are willing pay for what a firm 

provides them. Value is measured by total revenue, a reflection of the price a firm’s 

product commands and the units it can sell. A firm is profitable if the value it 

commands exceeds the cost involved in creating the product.“  

 (Porter, 1998)  

 

At the end, value is still determined by the customer (“what buyers are willing to pay”) 

but the model is limited to the economic aspect. Despite its limitations, the model 

provides an overview of the company showing interactions among the different 

functions and allows understanding the concept of internal client. 

 

There are many other definitions for value added; Porter’s concepts consider the 

accounting and economic aspect thereof. From a managerial point of view, value 

added is a means for avoiding commoditization and maintaining profit margins; 

companies strive to provide additional value in their products to distinguish them from 

their competitors (). This can be done for instance, by offering an outstanding service 

or extra benefits that set them apart from other firms. The value added concept was 

also used by the consulting firm Stern Stewart & Company to develop the 

management indicator known as “economic value-added”. This is a comprehensive 

measure of profitability indicating how well a firm has performed in relation to the 

amount of capital employed (Presutti, 2003). 

 
Despite all the existing ways in which the concept of value added can be interpreted 

and defined, it can be stated that in general terms value added is “the enhancement 

added to a product or service by a company before the product is offered to 

customers” () where enhancement can be of varied dimensions, tangible or intangible.  

 

The above definition can be adapted to apply the concept of value added within an 

organization: the enhancement added to a product or service by a function or 

department before they are offered and passed on to the next function in the supply 

chain (the internal customer). The essence is the same changing only the level of 

analysis; this can be zoomed in or out according to the objective of the study and the 

principle will remain the same. 

 

 

3.2. Value added by the Purchasing department 

As competition in the marketplace is getting stronger and companies continue making 

efforts to improve productivity and quality, more emphasis is being placed on adding 

value. Firms are looking for ways to increase the value of their products and services 

and to reduce non-value adding activities in cost and number (Dumond, 1994).  

http://www.investorwords.com/3874/product.html
http://www.investorwords.com/6664/service.html
http://www.investorwords.com/992/company.html
http://www.investorwords.com/5877/customer.html
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Each function and even every person inside the company has a role in the value 

creation process. The role of purchasing is especially important because of its strategic 

position in the organization and the big impact it has in the overall results of any firm. 

Purchasing is a critical element of the value chain, as it interfaces with internal and 

external customers, liaising with both and acting cross-organizationally as manager of 

external suppliers (Stanley & Wisner, 2002). These characteristics confer the 

purchasing department a tremendous potential to provide value internally and also 

externally (Telgen & Pop Sitar, 2001). Randy Shearer, an experienced purchasing 

professional stresses the importance of the value creation for the purchasing function 

since it is one of its final outcomes, although sometimes intangible: 

 

“The purchasing profession does not produce a tangible product per se. What we have 

to offer is service and value. Tempering these with world class principles will ensure 

that we remain indispensable.”  

Randy Shearer, CPCM, Modern Technologies Corp. 

(Matthews, 2006) 
 

The purchasing function contributes in the value adding process of the whole firm, 

which translates into economic benefits for the company and advantages for the final 

client. However, the position of the procurement department inside the organizational 

structure and the value chain doesn’t always allow that contribution to be as directly 

recognized as for instance the one of operations in manufacturing enterprises.  

 

The generally supportive role of procurement instead of being a directly value-adding 

function poses a major challenge for showing a substantial value contribution to the 

organization. This fact is a subject of central importance (Hartmann, Kerkfeld & Henke, 

2012) because what eventually matters most for senior management is the 

improvement that purchasing can contribute toward the financial success of the 

company (Saranga & Moser, 2010).  

 

The value added generated by the purchasing department that is most directly related 

with financial success is cost reduction. When purchasing was viewed as a merely 

clerical function and value added only linked to profitability; changes in the price of 

materials and the cost of the departmental operation were the only indicators used to 

evaluate the contribution of value of the PD. Currently, in many organizations savings 

is still the main measure of performance but this view is changing thanks to recent 

works that demonstrate that PD performance could also be evaluated in terms of its 

ability to contribute to organizational goals and objectives (Schiele, 2005). 
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Nowadays the creation of value has a wider approach and value-based purchasing 

focuses its decisions on a value concept that is not limited to the traditional objectives 

of cost savings and efficiency, (Telgen & Pop Sitar, 2001) but includes also other 

aspects. Value commonly comprises economic, technical, social and service 

dimensions; used as a cost reducer purchasing will often exclude various aspects of 

offering that may be valuable to their customers (Miocevic, 2011). There are many 

contributions from procurement that add value to the firm and in the end are 

translated into economic benefits, although they cannot always be measured directly 

in monetary terms.  

 
Dario Miocevic (2011) makes the previous point very clear when he analyses the 

efficiency and effectiveness of purchasing from the point of view of performance 

measurement. Starting from the premise that the strategic goal of a supply chain must 

be customer value creation and purchasing has to be aligned with that; the purchasing 

function must become customer-centric: “the task of purchasing is to provide all 

relevant aspects of value to the direct downstream customer in the supply chain”. 

Efficiency in terms of cost, does not clarify the value added role of purchasing because 

it focuses exclusively on the supply side. On the contrary, effective purchasing strives 

to achieve all the relevant aspects comprising customer value. Purchasing 

effectiveness is a performance measure concerned with rather intangible metrics. 

 

A very good example of a potential source of value that is not tangibly measured in 

monetary terms is communication with contacts. Purchasing can increase the value of 

the firm’s products through improved relationships; the interactions the department 

has with internal customers and suppliers may or may not directly reduce the cost of 

purchased materials; however, they may very well increase the overall firm or system 

performance (Dumond, 1994). Measurements for these intangible metrics are quality 

and service. Value enhancements can have different forms such as information 

exchange or supplier partnerships, purchasing as a discipline may contribute to an 

organization’s long term growth, its strategic positioning and its overall 

competitiveness (Van Weele, Rozemeijer & Rietveld). 

 

Opportunities for purchasing to add value have increased with the use of technology 

and the advent of e-commerce. Due to it, there is higher standardization, improved 

communication, better control over the process and easy creation of reports, leaving 

time for the purchasing professionals to concentrate on strategic activities and 

projects (Telgen & Pop Sitar, 2001). 
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3.2.1.  Conditions for the implementation of the value-creation 
approach 

In order to optimize effectiveness a value-oriented approach is necessary (Miocevic, 

2011). Many companies are making an effort to evolve and give the purchasing 

function a more strategic orientation, setting aside the purely cost-based approach to 

focus in the creation of value. However, a different perspective of the way to work is 

not easy; having the motivation to change is essential but not enough and not all the 

organizations succeed in their efforts. In order to become an organization with a value-

oriented purchasing unit, there are some conditions that have to be in place; the 

function’s internal operating environment has to support this vision. 

 

Dumond (1994) indicates that three groups of organizational variables impact a firm’s 

ability to perform value-based purchasing:  

 The performance measurement system: It comprises the goals, objectives, 

performance measures and feedback of the PD. All these elements influence 

individuals’ perceptions and provide guidelines in decision making. 

 Functional interaction: It refers to the horizontal communication within and 

among the different departments of the organization.  It allows the correct 

transmission of information and helps the purchasing professionals to focus on 

internal users who need to be linked to the external environment. 

 Access to external information: It allows acquisition of the necessary 

information to provide the internal client with useful insights about the 

external environment. For instance, information about product developments, 

cost trends or competition. It also makes possible for the purchasing 

professionals to keep up to date about new techniques and concepts related 

with the purchasing function.  

 

All these variables are important when establishing the proper environment that 

supports value-based purchasing. The performance measurement system sets the 

means and motivation for effective value chain management; functional interaction 

reflects the extent to which the purchasing function is involved with, or has the ability 

to effectively interact with other internal functions. In turn, the access to external 

information reveals to which degree the purchasing function has the resources and it is 

encouraged to obtain such information. 

 

If the three factors are aligned to allow a value-based view it is easier for the 

organization to implement it. For instance, performance measures with emphasis on 

customer service, continuous improvement and supplier base issues would improve 

performance in the value chain, in opposition to others that encourage a narrow 

internal focus such as costs.  
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In the same way, since one of the main forms to create value is through relationships, 

functional interaction is critical. One of the recommended practices is the use of 

product-teams because it facilitates the value approach, contrary to the commodity 

based structure that creates an internal focus. Another recommendation is to have 

periodic inter-functional meetings; they can be useful to improve communication 

among areas. 

 

Lastly, the access to external information allows the PD to have better supplier 

relationships and for continuous improvement. It is advisable for the purchasing 

individuals to be involved in professional organizations to develop contacts and get 

exposure to the latest information about techniques or concepts. Formal education 

and constant training should also be encouraged for the purchasing professionals.  

 

3.2.2. Strategies to increase the value added by the PD  

There are several ways in which purchasing departments can raise the level of value 

provided. Dr. Peter O’Reilly (2000) identifies five strategic initiatives that can 

contribute to increase in value added resources by the PD. 

 

1. Greater involvement with customers  

In many occasions there is an important gap between the performance of the PD 

perceived by the users and the self-assessment done by the members of the 

purchasing team. Becoming close to their internal customers can help to close this gap 

and it constitutes the most important value added strategy for purchasing 

departments.  

 

The accomplishment of this goal can bring several long lasting advantages.  

Information from customers can help the PD to identify priorities and establish goals in 

line with the rest of the company. Customer feedback also enables the PD to be more 

effective, knowing which the right things to do are. Some methods to increase the PD 

involvement with its customers are focus groups, surveys and attending customers’ 

planning sessions. The relationship of the PD with internal customers will be explained 

in detail in further sections of the document. 

 

2. Expand the role of suppliers 

Customer-supplier partnerships constitute a win-win situation. Every time there are 

more supplier representatives working side by side with purchasing staff, it is desirable 

for purchasing departments to incorporate the knowledge level of their suppliers into 

their own operations. An important nuance to mention is that this strategy is mostly 

beneficial for the enterprises belonging to the manufacturing industry, where tight 

relationships between buyer-supplier facilitate the supply chain flow and the 
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development of new products. For organizations in the service field this may or may 

not apply depending on the particular conditions of each company. 

 

3. Be more participative in the planning process 

This strategy is related with the first one because it involves the participation of the PD 

in the planning sessions of internal customers as well as their inclusion in the 

development of the PD goals and plans. Customer feedback in purchasing’s planning 

process can provide new insights to the PD at the time that gives the clients a sense of 

ownership and empowerment. While these situations are somehow common for the 

manufacturing industry, they are only recently recognized as valuable for firms in the 

service industry.  

 

4. Use technology more effectively  

The use of internet and procurement systems is nowadays a pre-supposed condition; 

the implementation of e-procurement tools has brought diverse benefits such as the 

standardization of procedures and optimization of time. Each organization has to 

determine which system and tools fit better to its processes and train the purchasing 

staff accordingly. When used effectively, technology can help the PD to get 

competitive advantages for the corporation. 

 

5. Be more results oriented 

Focusing on results implies the measurement of those results, which requires defining 

the indicators of performance. Each company should define which indicators are 

relevant to them according to their strategy; as part of its benchmarking efforts, the 

Center for Advanced Purchasing Studies (CAPS) has proposed a series of strategic 

measurements that any purchasing department could utilize. 

 

Many purchasing organizations use best practices to evaluate their performance 

comparing against them. Having a measurement of the results achieved is important 

because it allows tracking the PD performance and assessing the impact of 

improvement actions that had been taken. It also makes possible for purchasing 

organizations to compare their performance level with standards in their own 

industries. To be useful, results should be computed and reported periodically and in a 

consistent way.  

 

During the annual meeting of the National Association of State Procurement Officials 

(NASPO) Darin Matthews, President of NIGP summarized the previous and other 

strategies to increase value added, categorizing them into short and long term 

strategies. The information is presented in Table 2.  
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Table 2. Short and long term strategies to increase the value added of the PD 

(Source: How purchasing can add value. Darin Matthews, 2006) 

 

Matthews also stressed that the contribution of value can and should be done in the 

various stages of the purchasing process: 

 

 Prior to solicitation (RFP process, specification development, etc.) 

 Solicitation phase (administration of process, deal with inquiries, etc.) 

 Award phase (negotiation, protecting company’s interests, etc.) 

 Contract administration (to take care of disputes, ensure delivery, etc.) 

 

This approach is shared by Schiele (2005) who developed a tool for assessing the value 

contributed by purchasing departments through various stages of the acquisition 

process. Although his work was developed based on purchasing departments of public 

organizations it can be adapted for private companies, especially for the ones in the 

service industry.  

 

Schiele proposes to use the contributions made by the PD to the departments that it 

serves and its ability to be meaningfully involved as basis for performance evaluation. 

The meaningful involvement represents an ideal state of involvement and it is 

characterized by a number of contributions that the PD makes throughout each stage 

of the purchasing process, when it uses its knowledge and expertise to help meet the 

needs of client departments, while ensuring that the long terms needs and strategic 

objectives of the organization are met as well. 

 

The proposal by Schiele is a good example of the instruments available to measure 

value added. The value contributed by the PD can be evaluated through different 

tools, such as customer surveys, internal and external audits and even asking for 

Short term strategies Long term strategies

 • Effective communication:

  - Improved communication skills

  - Improved listening skills

  - User friendly documents

  - Regular meetings with users

  - Standardized specifications

 • Cooperation

 • Active participation in the organization

 • Timeliness

 • Streamlined purchasing process

 • Professional development

 • Training program for users 

  - Seminars

  - User manual

 • Training program for vendors

 • Cross-functional teams

 • Reputation of accessibility

 • Customer-focused operation

 • Developing of a value-added mindset 

  -Search of opportunities

  - Resourcefulness

  - Innovation

 • Good use of technology
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informal feedback from stakeholders (internal clients, suppliers, management, etc.). It 

is important that the purchasing team also make a self-evaluation of its performance. 

 

3.2.3. Types of value added by the PD 

The value contributed by the purchasing department can be categorized according to a 

determined criterion. For instance, it can be described as direct or indirect 

contribution, quantitative or qualitative value and also be divided in correspondence 

with the recipients of it. There are four ambits where the purchasing function can have 

an influence in value creation; in agreement with that idea Leenders and Schiele (1999) 

suggest classifying the value added by the PD into four main categories: 

 

1. Value added to the organization: the value reflected in the global results of the 

firm, for example controlled costs. 

2. Value added to the purchasing process: the value impacting the smoothness of 

the purchasing process, for example streamlined process, better supplier 

evaluation. 

3. Value added to the specifier: value provided to the internal customer of the 

purchasing department (user areas), for example better understanding of their 

needs. 

4. Value added to the supplier: value contributed to suppliers influencing the 

quality of the relation between them and the company, for example helping 

them to understand the firm’s needs. 

 

The objective of this work is to focus on the value added provided by the purchasing 

department to the internal organization and therefore the emphasis will be on the 

third category; the value added to the specifier or internal customer. 

 

 

3.3. Value added to the internal customer 

The organization’s internal environment consists of the structures, strategies, and 

communication patterns between internal suppliers and internal customers (Stanley & 

Wisner, 2002). The vision of the company as a chain in which every function is an 

internal supplier and an internal customer of others is the one used by Porter in the 

value chain concept. Nowadays companies are increasingly recognizing the importance 

of viewing other departments as clients. 

 
The value provided to customers is mainly measured through the quality level of 

internal service and by customer satisfaction. Consequently, in order to increase value 

added, it is important to create a service quality culture, understanding the last one as 
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the capability to exceed customers’ expectations. Creation of internal value is 

important for organizations because the quality of internal services is a prerequisite of 

a company’s overall performance (Large & König, 2009). An adequate internal 

operation enables the organization to provide high quality to external customers and 

meet their needs, guaranteeing the continuity of the firm.   

 

The above along with the fact that the quality of internal partnerships can determine 

whether supply management operates at the tactical or the strategic level (Smith & 

Nelson, 2009), makes crucial assessing and increasing the internal service quality 

provided by the purchasing department, which is not easy due to its intangible nature. 

During the mid-eighties Zeithaml, Parasuraman & Berry developed SERVQUAL; a tool 

to measure service quality that became very popular and nowadays has a widespread 

use in organizations. They argue that service quality is a perception resulting from the 

comparison that customers do between their expectations and their perceptions of 

the service received. Their approach was then the minimization of those organizational 

gaps that affect customer satisfaction. 

 

Ten overlapping dimensions of service quality were identified: tangibles, reliability, 

responsiveness, communication, credibility, security, competence, courtesy, 

understanding/knowing the customer and accessibility. Each of those dimensions 

comprises several factors that are measured through a survey. The SERVQUAL model is 

also known by the acronym RATER because some years after its creation, the authors 

redefined the model to make it simpler including only five of the dimensions: 

reliability, assurance, tangibles empathy and responsiveness. The RATER instrument 

has been modified by different authors to apply it in the evaluation of internal service 

quality. Large and König (2009) specifically proposed an adapted internal service gap 

model to be used in purchasing departments.  

 

Among the efforts to measure internal service quality, a study performed by Cavinato 

(1987) in purchasing departments, revealed that customer service was considered the 

most important element of performance by internal customers. In that case, the 

concept of customer service included the speed with products or services are received, 

reliability, price/quality options, advance information and suppliers. Studies done by 

Hendrick and Ruch (1988) found other criteria to measure buyers’ performance such 

as commodity knowledge, professionalism and close interaction with internal 

customers. 
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A methodology is proposed to evaluate the internal customer satisfaction with the 

service provided: 

 

1. Identify internal customers 

2. Make a self-evaluation of the performance of the PD 

3. Determine actual performance level perceived by internal customers 

4. Determine the level of satisfaction by internal customers. 

5. Measure satisfaction level of internal customer with respect to needs and 

expectations (gaps). 

6. Identify improvement opportunities  

7. Determine process potential and develop action plans for better service 

8. Monitor, control and update 

 

3.3.1. Best practices and recommendations 

Since internal customer relationships management is of high importance for the 

organization in general and especially for the PD, there should be no difference 

between the treatment given to external and internal customers. The principles of 

exceptional customer service do not change when dealing with internal clients.  The six 

basic needs of a customer that have to be fulfilled are:  

1. To be informed 

2. To feel in control 

3. To have choices 

4. Receive friendly treatment 

5. Knowledgeable personnel 

6. Attentive personnel 

 

Some strategies or improvement actions such as better communication skills and being 

accessible, affect not only the internal customers but the process in general, and then 

it is difficult to classify them as exclusive for one type of value added. These measures 

have a wide impact in the performance of the PD and many of them are not costly, 

requiring only motivation and good attitude.  

 

It has been highlighted that purchasing departments' involvement can add value, since 

it can ensure and enhance issues such as quality, timely delivery and costs. As such, 

managers need to analyze the current level of involvement and develop improvement 

plans in case the current level is insufficient. The barriers for purchasing involvement 

are lack of awareness, lack of skills, lack of motivation and lack of opportunity; they 

have to be overcome to achieve integration (Bals, Hartmann & Ritter, 2009). 
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The development of strategic internal client partnerships is considered a best practice 

that can provide several benefits. This is according to what several CPO’s from Fortune 

200 companies shared during interviews carried out by Smith and Nelson (2009). Six 

benefits were identified, with the most important one being “optimized business 

results”. The complete list is presented if Figure 8. 

 

 
Figure 8. Benefits of strategic internal client partnerships 

(Source: Smith and Nelson, 2009) 

 

The two principal indicators for evaluating the effectiveness of the partnerships are: 

 Speed: Level of responsiveness, adherence to schedules and requests 

 Timing: The point in the decision making process when supply management is 

engaged 

Other important indicators are success in executing common initiatives, feedback, 

partnering on vision and strategy and pull instead of push. 

 

In order to create and manage those strong relationships it is necessary to have the 

“breakthrough competencies” developed by Ward and Handfiel (Smith and Nelson, 

2009): 

 Enterprise-wide perspective and customer-focused decision making 

 Business acumen and innovative thinking 

 Operational improvement through collaboration and team leadership 

 Communication, influencing and facilitating change 

 

To encourage the internal client-focus among the purchasing team members, the 

manager’s example is essential. Also there are formal tools like training, relationship 

mapping and assessment, integration into performance management by setting a 

specific relationship goal and definition of standard competencies emphasizing internal 

stakeholder management. The provision of these tools and practices in support of 

team success partnering with internal clients is becoming a best practice. Managing 

strategic business partnerships reinforces the strategic role of purchasing because it 

allows aligning organization needs, client needs and supply management needs.  
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3.3.2. Conflicts when managing internal customers 

Since the purchasing function is a cross-functional activity there is a high possibility of 

conflict over both the ends and the means of an organization’s purchasing strategy 

(Lonsdale & Watson, 2005). The disagreements between the PD and its internal clients 

can lead to different problems such as over-specification, maverick buying (purchases 

that take place outside of the rules defined by the company), the premature 

establishment of the specification and the fragmentation of spend. The last one is a 

common problem that affects the value for money outcome achieved by the 

organization, not only in the purchase in turn but in the long term. 

 

Fragmentation of spend is the situation where the demand of an organization for a 

category of goods or services is divided between many different suppliers. This is 

normal up to some extent due to the divergence in the technical and organizational 

requirements of different departments. There is a “natural” level of fragmentation; 

this is the point at which any further consolidation of purchases would result in a net 

reduction in organizational performance in spite of the economic benefits. For 

instance, reducing too much the supply base can be risky.   

 

The problem arises when there is an “unjustified” level of fragmentation; this is when a 

greater degree of spend consolidation will yield significant financial gains without 

causing a significant loss in organizational welfare (Lonsdale & Watson, 2005). These 

situations are product of internal clients’ personal preferences for specific suppliers 

and can be the cause of inefficiencies within the organization. 

  

The unjustified level of fragmentation has two main consequences: inflated 

transaction costs and reduced leverage over suppliers. The transaction costs increase 

because the organization has to deal with a higher number of suppliers, while the 

problem about leverage relates to the unattractiveness of the organization as client of 

the provider when the purchases are small.  

 

Suppliers categorize their clients on the basis of the ease with which their accounts can 

be serviced and accordingly to their contribution to the supplier’s turnover. The five 

types of customers resulting from this classification in order of importance for 

suppliers are: 

 Core customers 

 Development customers 

 Carriage trade 

 Exploitable 

 Nuisance customer 
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The value for money that suppliers offer to their customers is related with the category 

of the client.  Suppliers will make great efforts to retain core customers while they will 

seek to eliminate nuisance customers providing them low value for money. 

Fragmentation of spend can lead to offer neither a high volume of demand nor an 

account that is easy to serve; then the greater the fragmentation, the greater the risk 

that an organization would be perceived as a nuisance customer by suppliers. 

 

The consequences of fragmentation are difficult to see by internal clients of PD; a 

contributor to the differences between points of view is the functional culture. 

Functional departments tend to have their own cultures containing assumptions about 

the operation of the organization. When the customers of PD analyze the purchase 

from their functional values, they put more emphasis on product functionality than in 

costs savings. They will be inclined to dismiss the benefits of consolidated purchases 

arguing they offer a “false economy” (Lonsdale & Watson, 2005). Aversion to 

consolidation initiatives are also created when, while promising to bring a net benefit 

to the organization as a whole, those benefits or any potential costs of adjustment are 

not distributed evenly. 

 

Lonsdale and Watson (2005) suggest that the relationships within the organization are 

according to a political model where two interrelated factors predominate: 

organizational influence and power, and they proposed the conceptual schema shown 

in Figure 9. Power is concerned with situations when a person makes another to 

modify his/her behavior at the expense of that person’s interests. By the contrary, 

influence relates to situations where the first person tries to modify the behavior of 

the second one to help him or her to recognize and maximize its own interests. 

Manipulation is considered a type of influence since it involves shaping the beliefs of 

the manipulated person.  

 

 
Figure 9. Conceptual schema of power and influence 

 (Source: Lonsdale and Watson, 2005) 
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Within organizations power is exercised through formal hierarchy, while influence 

depends on other factors such as knowledge.  Internal power and influence relations 

play a role in decision–making outcomes; then the researchers propose that when 

conflicts of interest emerge in the purchasing process, such as the one of 

fragmentation of spend, the task of the purchasing personnel is to exert their power or 

influence over the internal customers depending on the situation. This is not aimed to 

create bad relationships with customers, the approach should be to persuade the 

clients and convince them that the PD is taking the best decision. However in cases of 

unjustified preference of supplier if the users insist in their position, the PD could build 

an organizational alliance with the power to deal with the situation. 

 

 

3.4. Factors affecting the value added by the PD 

Jon Telgen and Corina Pop Sitar (2001) have developed the model depicted in Figure 

10 to explain which are the factors involved in the creation of value added (VA) by the 

purchasing department. They determined that there are four main factors affecting 

the value provide by the PD: company strategy, purchasing maturity (PM), 

organizational factors and information management. From these concepts, probably 

the less known is purchasing maturity which is defined as “the level of professionalism 

in the purchasing function” (Shiele, 2007). It can also be described as the level of 

performance, effectiveness, efficiency and organization of a purchasing department 

compared to best practices. 

 

 
Figure 10. Conceptual model of factors affecting value added by PD 

 (Telgen & Pop Sitar, 2001) 

Value Added 
by 

Purchasing 
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In addition to the model development, the researchers conducted a study to 

determine how the factors of the model were related with each type of value created 

by the purchasing department (section 3.2.3). The results showed that purchasing 

maturity was the only element with influence over the four categories of value. During 

the study, it was also determined that the nature of the influence of PM in the creation 

of value added by the PD was positive, which means that the higher level of 

development of the purchasing function, the higher value added by the PD to the 

organization.  

 

In further studies purchasing maturity has also been considered a factor affecting 

positively the effective management of corporate purchasing synergies (Rozemeijer, 

Weele & Weggeman, 2003) and the financial performance of the firm (Hartmann, 

Kerkfeld & Henke, 2012). These facts position the factor “purchasing maturity” as 

highly important for the analysis of value added and therefore it will be explained in 

detail in the following section. 

 

3.4.1. Purchasing maturity 

Since 1988 there has been a steady flow of ideas regarding the development of 

purchasing and many models have been created to assess the level of purchasing 

maturity in a PD. Some of the first works are from Reck and Long, Keough, Rozemeijer 

and Van Weele (Bloch, 2011). Keough determined that the level of development of a 

PD can vary from completely undeveloped to a complex and comprehensive system. 

He defined five stages of development and later, a new stage was added to the model 

by other researchers.  

 

Although the names of the stages change from author to author the ideas behind each 

one are the same; the most widely known names for them are:  

 

1. Transaction orientation: Serve the factory. Passive or reactive purchasing 

operation where the PD merely administer the purchasing tasks. 

2. Commercial orientation: Lowest unit price. More developed commercial 

process with regular requests for tender and negotiations with pre-qualified 

suppliers. 

3. Internal integration: Coordinated purchasing: Strong control over purchased 

volumes, number of suppliers and purchased items. Exercise of more powerful 

and coordinated actions.  

4. External integration: Cross-functional purchasing. Process-oriented way of 

working utilizing cross-functional teams. 

5. Supply chain orientation: World- class supply chain management. 

Synchronization and optimization of supply chain. 
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6. Value chain orientation. The most sophisticated development phase; connects 

the buying organization to its own customers. Implies all the synchronized 

operations from previous stages plus actively contributing to the creation of 

customer value. 

 

The different stages can be mapped in order to establish a path for improvement 

which means the evolution from one stage to another. Figure 11 presents a model for 

PM that links each stage with the value contributions of the PD in it.  

 

 
Figure 11. Purchasing development model 

(Source: Telgen & Pop Sitar, 2001) 

 

This model not only presents the stages of purchasing maturity but also identifies the 

industries that generally fall in each of those stages. This means that for example for a 

company dealing in financial services it will be very difficult, if not impossible to reach 

the sixth stage of PM. However the evolution of the purchasing process is supposed to 

follow the path from left to right in order to improve. The general view is that from an 

early stage, firms should develop into a more sophisticated one which is considered 

superior. 

 

Almost all the models show a final phase where purchasing is integrated in the major 

line of business. Evolution in the majority of models is mostly defined by the 

relationship with suppliers; the final stage often shows that supplier relationships have 
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turned into partnerships. This is obviously not possible for all kinds of companies and it 

has been criticized. In general, all models are based on one dominant criterion, which 

provides consistency. However, this approach has the risk of being biased and omitting 

relevant determinants. 

 

The tool for evaluating the PM of a PD consists in a matrix: on one axis are the 

dimensions used to measure the level of maturity; that is the content to be analyzed. 

In the other axis, the stages from low to high maturity are depicted. The dimensions 

should cover every relevant aspect that describes maturity; using a theoretical 

background to structure the dimensions results in a comprehensive model.  A common 

frame of reference is “strategic purchasing” with dimensions such as the status of the 

PD inside the organization.  

 

The stages can be derived either from theory of from survey data analysis and are 

defined for each topic according to best practices. If applicable, they can reflect 

guidelines adopted from process-organization principles. Using this type of matrix, 

there are two ways of measuring PM; one is asking the firm to score the use of tools, 

methods and management approaches recognized as best practices according to each 

dimension. The other is conducting a purchasing audit executed by third parties. 

 

Schiele (2007) proposed an innovative PM model based on a managerial approach 

where the dimensions are related to the classical managerial functions of planning, 

organization, leadership and control. In his model, the evaluation of the PD based on 

supplier relations is not present because it cannot be deducted from a management 

model. Besides, that approach implies that one sourcing strategy is superior to others. 

Schiele’s model does not prescribe a collaborative sourcing strategy, but rather assess 

whether firms have a documented purchasing strategy or not.  

 

Another contribution of Schiele is the concept of “minimum maturity point”. This is 

defined as the maturity level at which firms are able to profit from new knowledge. 

Organizations have to achieve this minimum point in order to profit from the 

introduction of best practices. 
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______________________________________ 

 
Research can be defined as “something that people undertake in order to find out 

things in a systematic way, thereby increasing their knowledge” (Saunders, Lewis & 

Thornill, 2007); the methodology refers to the way in which research should be 

undertaken. Research methodology is a systematic approach to address a research 

problem and it varies depending on the nature of the research question and the point 

of view of the researcher who should be skillful enough to recognize which is the best 

way to conduct a particular study. Therefore, methodology varies according to each 

case. 

 

To do research, it will be necessary to choose the most appropriated research 

methods; these are the techniques and procedures used to gather and analyze data. 

There are many different options to obtain information like questionnaires, interviews, 

direct observation, literature review, etc. as well as both quantitative and qualitative 

analysis techniques to interpret it. Part of the research consists on explaining the 

methodology and the research methods that were applied during the study and this is 

precisely the objective of this chapter. 

 

 

4.1. The research process 

The research process consists of a series of stages that have to be followed in 

sequence in order to answer the research question or solve the research problem. 

However, the process is iterative; after any of the different phases it can be desirable 

or necessary to revisit one of the previous steps that had been done. This allows the 

researcher to redefine the research question, to expand or narrow the focus of the 

investigation or to make any adjustments that deems appropriate according to the 

data that has been gathered and examined.   

 

 



 
 

The Value Added by the Purchasing Department to the Organization 

                                                                                                                                                   Page   

 
 39 

Due to the above, the phases of the research process usually overlap, even more than 

two at a time. The number of stages of the process varies according to different 

authors, although the essence is the same; a flowchart is presented in Figure 12. The 

phases of the depicted process are reflected in the structure of this thesis. 

 

 
Figure 12. The research process 

(Source: Research methods for business students. Saunders Lewis & Thornill, 2007) 

 

The first step of the process is to determine and clarify the research topic; this is 

expressed as a research question or research problem and a set of objectives. Once 

this is done, existing literature about the research topic has to be revised to gain 

insights about the theoretical knowledge required and the state of the art in that field; 

this can lead to refine or modify the research topic. Then, the most suitable 

methodology and research approach are selected and the research design is created. 

In other depictions of the research process the hypothesis formation is mentioned; this 

fits perfectly into this model precisely in the step of research design. 

 

Generally it will be necessary to collect information from different sources, including 

those that are not of public access, like companies or individuals. For this reason it is 

important for the researcher to negotiate the access to such information guaranteeing 

that he or she has the required permissions before accessing it or using it. Also, the 

people who will provide the information have to be informed about how the data will 

be used; data protection issues have to be addressed. A properly ethical behavior has 

to be maintained during the whole research process.  

 

At this point, once the researcher has access to the required information, the data has 

to be collected and analyzed with the techniques considered the most appropriate for 

the purposes of the investigation. Finally the hypothesis is evaluated, conclusions are 

reached; and the research comes to an end. The last step is to document all the work 

done, and share it with others. 
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4.2. Research philosophy  

The term research philosophy relates to the development of knowledge and the 

nature of that knowledge (Saunders, Lewis & Thornill, 2007). It involves important 

assumptions about the way in which the author views the world and therefore it 

affects the manner the investigation is conducted. The research philosophy can be 

studied through the concept of research paradigms; according to Saunders (2007) a 

paradigm is a way of examining social phenomena from which particular 

understandings of these phenomena can be gained and explanations attempted.  

 

Burrell and Morgan (1979) propose four different research paradigms: functionalist; 

interpretive; radical humanist; and radical structuralist (Saunders, Lewis & Thornill, 

2007). This work falls in between of the functionalist and interpretive paradigms, both 

in line with the regulatory perspective. In the company where the empirical study was 

carried out, all the processes of the purchasing department as well as the procedures 

that it follows are highly standardized and regulated by the corporate office. In 

consequence, it would be very difficult to change them and that was not the purpose 

of this study. The regulatory dimension seeks to work within the existing framework 

and therefore fits with the conditions of this case.  

 

Regarding the subjectivity or objectivity of the research, this work is solidly based on a 

theoretical framework and statistical analysis which confers it objectivity but at the 

same time a large extent of the information gathered is based on perceptions which 

are subjective. Due to this duality and as generally happens in real world, the study 

cannot be considered purely in any of the two mentioned paradigms but in between of 

them. 

 

Furthermore, the purpose of this study can be defined as a combination of descriptive 

and explanatory. Saunders (2007) indicates that commonly the purpose of research is 

classified as exploratory, explanatory or descriptive, however a project can have more 

than one and indeed the purpose of the enquiry may change over time. This work has 

a descriptive purpose because it firs provides a general portrait of the theory related 

with the research topic and then it depicts in detail the profile of the purchasing 

department where the empirical study was conducted. Describing the situation and 

the characteristics of the purchasing area was an important part of the study but not 

the only one. As mentioned by Saunders (2007); description should be thought of as a 

means to an end rather than an end in itself. The main purpose of this study is 

explanatory because it seeks to find and understand the relationship between 

different factors and the value added by the purchasing department. 
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4.3. Research approach 

There are two main approaches to tackle and solve a research problem: deductive and 

inductive. They are basically opposite; the deductive approach starts from the theory 

to reach the reality, while induction does the contrary starting from reality to create 

theory.  

 
Figure 13. Deductive and inductive approach  

(Source: Made by the author) 

 

The deductive approach involves developing hypotheses based on existing theory and 

then testing them according to the observations made (reality) in order to prove their 

validity. Conversely, the inductive approach has the events observed as starting point; 

the context in which such events occur are taken into account. The observations are 

analyzed and the result would be the formulation of a theory; theory would follow 

data (Saunders, Lewis & Thornill, 2007). The main differences between deductive and 

inductive approach according to Saunders are shown in Table 3. 

 

 
Table 3. Major differences between deductive and inductive approaches to research 

(Source: Research methods for business students. Saunders Lewis & Thornill, 2007) 
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Both approaches can be used together in a combined third research approach called 

abduction. This was the approach chosen for this study because it utilized both 

deductive and inductive tactics in different points of its development. 

 

 
Figure 14. Deductive, inductive and abductive approach  

(Source: Made by the author) 

 

The study started with a comprehensive review of existing theory, creating a solid 

theoretical base about the purchasing process, the purchasing department, the value 

added and its creation by the PD. The different types of value added contributed by 

the PD as well as a model of the factors affecting it were studied. Starting from here, 

the research design was created and interviews were conducted with relevant people. 

The insights provided by the interviewees led to preliminary conclusions that were 

then tested with the application of a survey to a bigger sample size. In this case the 

starting point was the practical interaction with people and observation from which 

creation of theory is pursued. 

 

 

4.4. Research Strategies 

Different research strategies can be used by the researcher according to the research 

question, the objectives of the study, the extent of existing knowledge, the amount of 

time and any other resource available (Saunders, Lewis & Thornill, 2007). The main 

strategies that can be utilized are listed below: 

 

 Experiment 

 Survey 

 Case study 

 Action research 

 Grounded theory 

 Ethnography 

 Archival research 
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None of them is inherently superior or inferior to another; as stated before, the most 

suitable strategy will depend on the characteristics and conditions of the study and 

they are all equally valid if applied in the right situation. In the same way, more than 

one strategy can be adopted at the same time; they are not mutually exclusive. It is 

sometimes difficult and even dangerous trying to classify rigorously the different 

strategies because they can converge and some of them utilize the same data 

collection techniques. The important matter is that they adequate to the research 

study where they are applied. 

 

This study makes use of the survey; a strategy that allows gathering quantitative data 

and comprises different data collection techniques like questionnaires, structured 

observation and structured interviews. This work can also be considered a case study 

because the empirical research was performed inside a company. Robson (2002) 

defines case study as ‘a strategy for doing research which involves an empirical 

investigation of a particular contemporary phenomenon within its real life context 

using multiple sources of evidence’. (Saunders, Lewis & Thornill, 2007). The data 

collection techniques for case study strategy may include interviews, observation, 

documentary analysis and questionnaires. Usually triangulation of different sources of 

data is used, as in the case of this study. 

 
According to Yin’s classification (2009) this work corresponds to a single embedded 

case study because it was carried out within a department of a single organization. 

Furthermore, the author adopted the role of “practitioner-researcher”, underlined by 

Saunders, because she undertook her research project within the organization where 

she was employed as intern.  

 

 

4.5. Research methods  

There are two types or data collection techniques and data analysis procedures: 

quantitative and qualitative (Saunders, Lewis & Thornill, 2007). The term quantitative 

refers to any data collection technique or data analysis procedure that generates or 

uses numerical data while the term qualitative is used when non-numerical data is 

used or generated. An example of a quantitative data collection method is the 

questionnaire whereas an interview is a qualitative technique; in the same line a 

statistical analysis is of quantitative nature and categorizing data is a qualitative 

procedure. Evidently a qualitative study involves a larger subjectivity factor than a 

quantitative one due to interpretation of the data from both sides: the researcher and 

the people interviewed or observed. 
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The research topic of this work is highly qualitative in nature because it depends in a 

large extent on perceptions; however both quantitative and qualitative techniques 

were used during the research process. Quantitative data about the influence of 

several factors in value added and internal customer satisfaction was collected through 

questionnaires and structured interviews and then analyzed with statistical tools. 

Alternatively, open questions in interviews, direct observation, formal and informal 

discussions with personnel of the company provided a strong qualitative amount of 

data that was included in the analysis. 

 

 

4.6. Sources and Data Collection 

The author utilized several sources of information presented in this section to get 

both, primary and secondary data, needed for the development of the work. Data that 

have already been collected for some other purpose is known as secondary data while 

new data created specifically for the purpose of the investigation is considered primary 

data (Saunders, Lewis & Thornill, 2007). 

 

 

4.6.1. Primary data 

1. Direct observation. The author was immersed in the context of the company 

being part of the purchasing team; therefore she had the opportunity to 

observe at first hand the purchasing process, the interaction among the 

members of the purchasing department as well as between them and the user 

areas. In the same way, she participated in formal meetings and carried out day 

to day activities. All of this provided her with data to use in the study. 

2. Interviews and informal discussions. Formal semi-structured interviews, 

including both closed and open questions, to define the factors affecting value 

added by the purchasing department were conducted with relevant internal 

clients of the purchasing department as well as with the PD personnel. Informal 

discussions also took place with the purchasing team members and provided a 

lot of insights about the work culture and the problems faced. 

3. Questionnaire (survey.) Internet-mediated self-administered questionnaires 

were used to identify the level of internal service quality or customer 

satisfaction. This was done also to confirm the findings obtained from the 

interviews. 
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4.6.2. Secondary data 

1. Company website. Information about the history of the company, the structure 

of the Group and the products and services it offers were obtained from the 

company website.  

2. Internal documents. Procedures, manuals and internal presentations were 

consulted to get information about the processes, norms, policies, objectives 

and current status of the company. 

3. Literature research. An extensive review of existing literature about purchasing 

and value added creation was done through international publications like 

journals, specialized magazines and academic papers. This task was carried out 

to gain insight about the state of the art on the mentioned topics, the research 

that has already been done and the developments in that field. Additionally, 

books; considered a tertiary source of data, were consulted mainly as reference 

for theoretical background.  

During the process of reviewing the literature, some conference reports were 

accessed; in the same manner theses addressing relevant topics for this study 

were referred. Since these both sources of information represent a unique 

work, they are considered primary sources of data; however, the data they 

provide is classified as secondary because it was not created for the specific 

purpose of the study. 

 

4.6.3. Possible shortcomings of data collection methods 

There are always risks attached to the gathering of data. Direct observation can be 

biased or influenced by the own author’s preconceptions as well as by his or her 

perception of reality. Also, being part of the department that is subject of the study 

can favor the lack of objectivity. In the case of the interviews, although it is possible to 

explain the questions to the interviewee and clarify ideas because it is a real time, face 

to face conversation, personal interpretation from both sides (interviewee and 

interviewer) can be involved and this can add subjectivity to the study. Besides, the 

interviewees can think that the answers will have an impact on their work and 

therefore they will try to give “good” answers. With questionnaires the main risk is a 

low response rate but it is not the only one; respondents can misunderstand a 

question or do not understand it at all and answer randomly. For the rest of methods, 

in general there is always a factor of personal interpretation of the information read, 

especially when the documents are not in the native language of the reader.  

 



 
 

The Value Added by the Purchasing Department to the Organization 

                                                                                                                                                   Page   

 
 46 

4.6.4. Access to information and ethical issues 

Since this research was carried out inside an organization where the author was 

working as an intern, she had access to information including internal confidential 

documents and personal contact with employees of the purchasing department. At the 

same time, she was involved in the management of real purchasing transactions as 

part of her duties in the company and therefore had interaction with suppliers and 

personnel from different areas of the organization. All her activities were supervised 

by her direct boss, the chief of the PD who clearly understood the role of the author in 

the company as well as the role of the company for her master thesis. 

 

As it was mentioned, the methods utilized by the author to gather data included 

interviews with internal clients of the purchasing department and a survey. The 

structure of both instruments was revised and authorized by the PD chief to ensure 

that everything was according with the norms of the company and also to make 

suggestions for improvement, given his experience. In addition, before the author 

approached the people and released the survey, the PD chief sent an email to the 

interviewees and respondents explaining the purpose of the study and asking their 

cooperation. This gave more formality to the study and made it official; it is important 

to mention that the results were used also to help the achievement of the department 

objectives. 

 

Finally, as required by the company, its real name is not mentioned in this document; 

instead a fake company name is used and some details are omitted. Besides that, all 

the information provided in this paper is accurate and faithful to reality. The final 

version of the thesis was reviewed and approved by the legal department of the 

company guaranteeing compliance with the previously imposed conditions and with 

internal policies. 
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______________________________________ 

 
During the last semester of her Master program and while writing the present 

document, the author carried out an internship in a multinational company which is a 

leader in the telecommunication industry. The internship was done in the purchasing 

department of Multinational Wholesales Services (MWS), one of the many enterprises 

belonging to the Company Group. The author conducted her research inside the 

mentioned unit in the position of intern buyer; having therefore access to internal 

information and personal contact with the people directly involved in the purchasing 

process and in the problematic of the department. An introduction to the company is 

given next and afterward an explanation about the operations of the MWS purchasing 

department. 

 

5.1. Company background: European Telecom Group 

European Telecom Group (ETG) is one of the world's leading integrated 

telecommunications operators, providing communication, information and 

entertainment solutions to its clients. The services offered include landline telephony, 

mobile telephony, data transmission and value added services, corporate solutions, 

internet access, guides and CRM services. 

 

The Company was founded more than 80 years ago and nowadays it is present in 25 

countries among Europe, Latin America and China with an average of 285,000 

professionals working within the Group. It provides service to more than 306 million 

customers at December 2011, being the majority of them in Spain and Latin America. 

Within this region, the Company is the leading operator in Brazil, Argentina, Chile and 

Peru and it has substantial operations in Colombia, Ecuador, El Salvador, Guatemala, 

Mexico, Nicaragua, Panama, Puerto Rico, Uruguay and Venezuela.  

 

The consolidated revenues of the Group reach 62,837 million euros (at December 

2011) and its shares are traded on the Spanish stock exchanges and on the stock 
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markets of London, New York, Lima and Buenos Aires. ETG is a 100% private company, 

with more than 1.5 million direct shareholders.  

 

5.1.1. Company Structure 

The Group consists of several enterprises and at the highest level is organized in four 

main divisions: Latin America, Europe, Global Resources and Digital Services. 

 

 
Figure 15. European Telecom Group organizational chart 

(Source: Company website) 

 

Multinational Wholesales Services (MWS) belongs to the Global Solutions organization 

which is under the Global Resources division as shown next in the organization chart. 

 

 
Figure 16. Global Resources Division organizational chart 

(Source: Company’s internal documents) 
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MWS is the organization within ETG that provides global telecommunication services 

for fixed and mobile carriers, ISPs and content providers. Its portfolio includes 

international Voice, IP, Capacity, Satellite, Mobility, Platform and International Services 

for Corporations. MWS is a leader global solutions provider in the international 

wholesale market. 

 

 

5.2. The Purchasing department in MWS 

The purchasing department in MWS is formed by nine people including two temporary 

interns, five buyers, the purchasing chief and the purchasing manager; the department 

structure is presented in figure 17.  

 

 
Figure 17. MWS purchasing department organizational chart 

 (Source: Company’s internal documents) 

 

As it can be noticed from the organizational chart, the department is organized 

according to five different product lines and each buyer is specialized in one of them; 

the product lines are the following: 

 Network infrastructure 

 Services and Works 

 Market Products 

 Information systems 

 Advertising and Marketing 

 

This means that the department uses a commodity based structure.  In practice, more 

than one buyer can process purchases for the same product line due to the fact that 

there are very few purchases for one of the lines.  In the case of purchases that involve 

more than one product line, they will be managed by the one that represents the 

highest amount of the purchase. Another characteristic of the organizational structure 

here is that it is centralized; the department manages all the purchases for every one 

of the areas of the company.  

http://www.telefonica.com/en/suppliers/html/modelo_compras/que_compramos.shtml#Infraestructura
http://www.telefonica.com/en/suppliers/html/modelo_compras/que_compramos.shtml#Servicios
http://www.telefonica.com/en/suppliers/html/modelo_compras/que_compramos.shtml#Productos
http://www.telefonica.com/en/suppliers/html/modelo_compras/que_compramos.shtml#Sistemas
http://www.telefonica.com/en/suppliers/html/modelo_compras/que_compramos.shtml#Publicidad
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These characteristics are shared by all the enterprises belonging to the European 

Telecom Group, because they, without exception, make their purchases following a 

common management model, developed at a corporative level. This standard 

guidebook covers every purchase requirement, considering that any kind of good or 

service, specific or general, is included in one of the five product lines. Following this 

general model, each one of the Group’s enterprises has a purchasing department that 

is in charge of the totality of the purchases, except for the smallest branches that 

subcontract the purchasing function from another enterprise of the Group, inside the 

same country if possible.  

 

In respect to the organization chart, in MWS purchasing is considered a supportive 

function but the hierarchical level of the purchasing department can be regarded as 

high since the manager reports directly to the CEO; important strategic decisions are 

taken at a corporative level though. The corporative unit sets the norms for all the 

purchasing departments in the different enterprises of the Group; it fixes the general 

objectives and defines control measures. Being a unit regulated directly by corporate 

standards the purchasing department of MWS has tight control systems in place, for 

instance the Purchasing Board; an organism that controls the compliance with 

processes and authorizes decisions taken by buyers in some cases. 

 

5.2.1. Types of purchases 

Purchases are categorized based on different criteria. From the point of view of its 

internal management (responsible area, how the orders are placed) three types are 

recognized: 

 

 Ordinary purchases: It is a purchase of concrete goods or services where all the 

conditions are settled; product specifications, number of units, price, delivery 

and payment conditions, etc. 

 General purchases: It is a purchase where the total amount is estimated based 

on the forecast of the needs and the supplier’s price list. The number of units is 

not fixed but general conditions for delivery, payment, guarantees, etc. are 

settled.  

 Frame agreement: It is not a real purchase but an agreement with a supplier to 

regulate future purchases; general conditions like maximum prices and volume 

discounts are settled. 

 

Also, according to the model, purchases are processed depending on their magnitude. 

There are three magnitude levels in relation to the nature of the goods or services to 

buy, the amount of money involved and the number of implicated countries: A, B and 

C being A the simplest one (small amounts, single country) and C the more complex 
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one (the actual names are not mentioned due to confidentiality  issues). Depending on 

the magnitude they belong to, the purchases go through different authorization 

processes until they are formalized. 

 

5.2.2. The purchasing process 

As it was mentioned in Chapter 2, the purchasing department not always performs all 

the activities corresponding to the purchasing function. Also, being in the service 

industry and belonging to a large business group gives special features to MWS 

purchasing process that will be discussed in this section.  

 

5.2.2.1. The purchasing process scope 

The scope of the purchasing process in MWS comprises from the moment when the 

user area sends the request for purchasing (RFP) and finalizes when the purchase is 

formalized. The activities performed by the purchasing department include contacting 

suppliers selected by final user, carrying on purchasing events in the platform, 

negotiating with suppliers, awarding the purchase to the selected supplier and 

formalizing the purchase. The department is also in charge of the renewal of contracts. 

 

The purchasing department does not perform any kind of logistic activity but 

depending on the type of project and the product line there are occasions when 

buyers are also involved in the tasks of define specifications, identify potential 

suppliers and evaluate supplier performance. These activities are never executed 

solely by the purchasing personnel but always together with the internal client. 

Purchasers are expected to have knowledge and experience in the product line they 

manage but it is the user area that has the knowledge about the specific technical 

requirements for the product or service that is going to be bought.  

 

Buyers support the user areas in the creation of RFPs and in occasions to adjust the 

requirements list; they also search for new suppliers when the user area request it or 

when it is necessary to have more options for a purchase. Also, purchasers can be 

involved in the early stages of a project when internal clients need to assess the future 

costs. Supplier performance is evaluated by internal users but coordinated by the 

corporative purchasing unit through the purchasing departments of each branch; 

therefore buyers support this activity too. While buyers do not follow up the purchases 

after formalized, they can help in case there is a problem with the contract or the 

supplier; however generally the legal department will be also implicated. 
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5.2.2.2. The purchasing process flow 

The common management model for purchasing holds four main principles:  

globalization of purchases, professionalization of the job, transparency in the process 

and equal opportunities to all suppliers. These principles are reflected in the general 

purchasing process that consists of the following stages: 

 Needs identification: All purchasing areas are involved from the moment a 

purchasing need is detected. 

 Call for bids: Equitable treatment and equal opportunities for bidders who 

meet the defined profile. 

 Negotiation: Modalities used: 

1. Rounds of negotiation: Negotiation with suppliers to get a better offer 

in every round in order to reach a target price. 

2. Auctions: Carry out a bid (the two modalities are English or Dutch) and 

select the best bidder according to defined criteria. 

 Purchasing area: Adjudication by unanimity among all the areas involved. 

 Notification: Bidding Providers are notified whether their bid is successful or 

not. 

 

The detailed flowchart for the purchasing process in MWS can be found in Appendix I; 

all the activities and particularities of the process will be explained next. Every year the 

Budget for Buying Needs (BBN) is made based on experience from previous years. 

Derived from that, the planning of the purchases is made with the collaboration of the 

user areas and every one of them is assigned an amount for the purchases of the year. 

That budget is general and can be consumed in different purchases through the year 

with previous authorization from the Budget Control department. 

 

The MWS purchasing department works with two different systems for the 

accomplishment of their activities: SAP, the ERP used by the company and Adquira, a 

software solution for e-procurement from Ariba Corporation. SAP is used for all the 

transactions except for the ones related with the negotiation and award of the 

purchase. 

Figure 18. Purchasing process of MWS 

(Source: Company website) 
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The flow of activities starts when the user area recognizes a need and informs the 

purchasing department so they are aware of the coming purchase request and the 

Budget Control department so they authorize the corresponding amount for that 

purchase. After authorization is given, the user area has to make a request order; it is 

not called RFP because it is just a number to be able to start the purchasing process in 

SAP, it does not contain the technical requirements yet that will be however added 

later. Once the request order is made, it is approved on SAP by the corresponding 

buyer, who is assigned depending on the product line. At this moment is when the 

process really starts for the purchasing department. 

 

The RFP is submitted by the user area detailing the requirements for the P/S and it is 

attached to the purchase request on SAP. Purchasers create an event on the e-

procurement platform Adquira where they post the RFP and agree with the internal 

customer about which suppliers to invite. In case that the purchase is a renewal or that 

only one provider could be used due to technological issues, it is necessary to register 

that fact in the event. Suppliers are invited to upload their offers in the platform and 

then purchasers send those offers to the user area for technical validation.  

 

Once this is done, the negotiation strategy is chosen between rounds or auction; the 

option will be selected according to the buyer experience, with the objective to get the 

best price. As the model establishes, price is the only criteria to decide among bidders; 

the quality of the product or service is guaranteed before through the internal 

customer validation of the offers. The complete process of negotiation and evaluation 

of suppliers is done in Adquira; when a provider wins the bid or presents the best offer 

(if rounds were chosen) the user area is informed and then depending on the 

magnitude level of the purchase it should go through the Purchasing Board control or 

not. Purchases belonging to the A magnitude will implement the strategy directly; on 

the contrary, purchases belonging to B or C magnitude will present the strategy at the 

B or C Purchasing Board respectively and will implement it only after approval. 

 

When suppliers have sent their offers and a winner has been chosen, the user area is 

informed and the purchase awarded. Again, purchases of the A magnitude generate 

the purchase order (PO) directly while the ones of B or C magnitude have to present 

the results of the strategy in the Purchasing Board and they can create the PO only 

after that. POs have to pass the administrative approval; then the award letter and/or 

contract is sent to the supplier through Adquira to formalize the transaction. Finally, 

the supplier accepts the PO and provides the good or service; invoicing is also done 

through the platform. As mentioned, in case of any problem with the contract or the 

reception of the goods or services the purchasing department can support the user 

area but it is not part of their job to track the purchases after their formalization. 
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5.2.3. Interaction with suppliers 

Suppliers are the contacts that constitute the link between the purchasing department 

and the exterior; the relationship with them is important not only for the purchasing 

process but also for the image of the company. Considering than the supplier-buyer 

relationships are better the more they are integrated is a common thought; however 

this idea is valid in the manufacturing industry where production and purchasing are 

compromised and integration is possible and desirable.  

 

Being in the service sector MWS does not create alliances with suppliers; on the 

contrary and following the principle of giving equal opportunities to all suppliers it is 

always desirable to have more than one potential supplier for each purchase. This is 

done also to promote competition and get the best possible offer; rationalization is 

applied but never to the point of having a single provider for a product or service. This 

can happen only when there are special products/services that are provided only for 

one company. 

 

The conditions imposed to suppliers by ETG and in consequence by MWS are 

contained in a document entitled “General conditions for the provision of goods and 

services”. There are other documents to regulate the delivery of the products and 

services like the “particular conditions” document and the contract itself. These 

conditions are rather restrictive but they are accepted by providers because of the 

bargaining power ETG has as a Group. To be able to submit offers, the suppliers are 

required to be listed in the provider’s catalog of ETG and be registered as users in 

Adquira. For the last, they have to pay an annual fee.  

 

As it was described before, all the negotiation and awarding of the purchase is done 

through the platform; however personal contact is always needed as well. Supplier-

buyer communication occurs through email, phone and occasionally meetings. This is 

done to answer questions, clarify doubts and also to negotiate; the results of this 

negotiation is always reflected in the platform afterwards. 

 

5.2.4. Interaction with internal customer 

User areas keep constant interaction with the purchasing department. Sometimes the 

contact is through a facilitator area like the Budget Control Department because it has 

to approve the budget prior the purchase starts to be processed. There are also some 

departments in charge to gather the purchasing needs of several smaller user areas 

and then present them to the purchasing department. Beside those situations, the 

relation with the internal client is pretty direct and frequent. 
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Since in the purchasing department the work is divided according to product lines, 

each one of the buyers always deals with specific user areas. This enables the 

development of stronger relationships with them; the buyer represents the permanent 

contact with the purchasing department and the clients get to know him or her very 

well. However, clients also know they can address the chief of purchasing or any other 

member of the purchasing team in case they need it.  

 

In occasions conflicts arise, especially when users are not satisfied with the supplier 

proposed by the PD or when a process is taking a lot of time. These and the protests 

due to the restrictions imposed by the purchasing model are the most common 

complaints but in general relationships between buyers and clients are respectful and 

friendly.  

 

5.2.5. Interaction among members of the purchasing 
department 

Every year the HR department in MWS conducts an internal survey to evaluate the 

working environment. The results are measured at a company level as well as at a 

department level and in 2012 the purchasing department got the highest rating among 

all the areas. It is important to mention that also in this year MWS was selected as one 

of the 50 best places to work in its country of origin, thus it is evident that in general 

the working environment is good in the company and according to the internal survey 

the most satisfied employees are the purchasing professionals. 

 

The organizational culture of MWS has a big influence in creating such a positive 

environment. There are policies that facilitate the balance between personal and 

professional life of employees; increasing their well-being and their satisfaction 

towards the company. One of those policies is the possibility to work from home; each 

employee has the right to work remotely two days per week. In addition, for normal 

working days the schedule is flexible; there is a timeframe within they can arrive and 

leave. As long as they accomplish their projects, employees can use their time as it 

works better for them and in general the office environment is very relaxed.  

 

In particular, the purchasing team is very well integrated and the communication flows 

freely among its members. The purchasing chief plays an active role as leader but at 

the same time respects the personality of each buyer which facilitates the good 

relationships inside the team. There are weekly meetings to review the status of 

current purchases and to discuss any problem that may have arisen; sometimes buyers 

explain the difficulties they have in order to receive advice from other members of the 

team. Also these meetings are used to inform about changes, news, or any relevant 
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facts. Additional meetings can be scheduled if there is a particularly important issue to 

address; any team member can convene them.  

 

5.2.6. Performance evaluation 

Currently, the performance indicators for the purchasing department are the 

traditional ones of savings and reduction of costs. The PD performance is measured by 

the corporate office mainly in terms of savings against budget; there are also other 

indicators like the percentage of purchases that are awarded through bids and the 

number of suppliers determined by the user areas.  

 

Especially in cases of renewals for some products or services, the users consider 

necessary to continue working with the same suppliers that had been providing the 

product or service instead of calling new suppliers and compare among them. In these 

cases the clients determine the supplier and have to submit a letter authorized by the 

responsible of the area explaining their reasons for doing so. These situations are 

regulated and limited in order to ensure competition among suppliers in as many cases 

as possible.  

 

Since all the conditions are set out in the purchasing model, it can be said that the 

performance of the PD is measured against its compliance with it, being the savings 

against budget the main indicator for the evaluation. 
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______________________________________ 

 
This chapter aims to present the analysis of the data collected in MWS in order to 

reach the objectives of the study, defined in chapter 1 and answer the research 

question. The primary objectives include identifying the most important factors for the 

creation of value by the purchasing department and evaluating the internal customer’s 

satisfaction level for those factors. These issues are addressed in this section through 

the data collection and analysis methods previously explained in chapter 4. 

 

6.1. Determination of value added factors by the 

purchasing department (PD) 

In order to determine which factors are the most important in the creation of value by 

the purchasing department, interviews were conducted with personnel from different 

user areas as well as with the buyers. Moreover, the interviews had the intention to 

collect important points of view from interviewees, to identify improvement 

opportunities for the purchasing department and to find out in which stage of the 

purchasing process is the PD support more relevant. 

  

Two interviews templates were designed; one for user areas and another one for 

buyers; these templates can be found in Appendix II and III respectively (in practice, 

interviews were carried out in Spanish). The structure of the interviews included both 

open and closed-ended questions to facilitate a quantitative analysis afterwards. In 

addition, the objective (close-ended) sections of the interview were the same for 

internal clients and purchasing personnel to allow comparison between their points of 

view. The comparison was done based on the internal service gap model of purchasing 

proposed by Large and König (2009). 
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A relevant sample of 10 people who have direct relationship with the purchasing 

department was chosen with assistance of the purchasing chief to conduct the 

interviews. The objective was to obtain insights from people working in different areas 

at diverse levels and who had experience working with the PD, so their opinion was 

meaningful. In regard to the purchasing personnel; interviews were conducted with 

the five buyers of the PD. The list of interviewees can be found in Appendix IV. Two 

objective sections were included in the interviews, addressing the following issues: 

1. Factors that affect the contribution of value by the PD (value adding factors). 

2. Creation of value by the PD in the different stages of the purchasing process. 

 

Interview’s section about value adding factors 

For the first segment, based on the information obtained through literature review 

about value added and internal service quality as well as through the practical 

experience that the author had with the purchasing operations, a list of nine relevant 

factors that add value to the internal clients was developed; the list is showed in Figure 

19. The factor maturity of the model refers to the adequacy of the current purchasing 

model of the company to its actual needs. 

 

 
Figure 19. Value adding factors 

 (Source: Made by the author) 

 

The interviewees were required to evaluate each factor according to its importance in 

the creation of value using a scale from 1 to 5. At the same time, interviewees from 

user areas were required to rate the actual performance of the PD based on their 

observations for each one of the factors while buyers had to grade their own 

performance for each element according to their perception; this was done using the 

same scale (from 1 to 5). 

 

Since many factors were rated with a high grade for importance, in the second part of 

this question interviewees were asked to choose four essential factors from the list 

and assign them a relative weigh.  A constant sum scale was applied: 100 points had to 

be distributed among the selected factors. This would help to distinguish the most 

important elements more objectively. 

No. FACTOR

1 Reliability

2 Willingness to help

3 Knowledge about products and services

4 Empathy with user area

5 Accessibility

6 Process response time

7 Maturity of the model

8 Information management

9 Alignment with global objectives
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Interview’s section about value in the different stages of the purchasing process 

The second objective section of the interview had the same format but it was about 

the creation of value by the PD in the different stages of the purchasing process. The 

steps of the process evaluated are presented in Figure 20 and they were defined 

according to the PD process flowchart, observations and experience with the real 

process and inputs from the job of Joseph Schiele (2005) in his paper “A tool for 

assessing the value contributed by public purchasing departments throughout various 

stages of competitive acquisition processes for consulting services”. 

 

 
Figure 20. Purchasing process stages 

(Source: Made by the author) 

 

In addition to the sections commented above, another closed-ended question was 

posed to internal customers; they were asked to evaluate their overall satisfaction 

with PD performance in a scale from 1 to 10.  Besides, open questions were asked to 

all interviewees; they were free to give their opinions and suggestions for 

improvement. 

 

6.1.1. Value adding factors 

This analysis of value adding factors consists of two important parts:  

 The evaluation of the factors’ importance level in the generation of value  

 The perceived performance of the PD in each one of them 

 

Table 4 presents the average and the standard deviation for the grades received by 

each one of the proposed factors in their importance, indicated as “expectations” as 

well as in the level of accomplishment perceived by the internal customers, designated 

as “perceptions”. The last column shows the difference between expectations and 

perceptions, denominated “performance gap”. The gap is calculated as [perceptions – 

expectations], therefore: 

 

- If the gap is positive it signifies that customers are satisfied with the PD performance 

in the measured aspect. 

No. PURCHASING PROCESS STAGE

1 Needs anticipation (of user area)

2 Early identification of problems

3 Determination of the characteristics or product or service needed

4 Assistance on the definition of RFPs

5 Search for potential suppliers

6 Communication with suppliers

7 Negotiation and awarding of the purchase

8 Post-purchase support if needed

9 Help with suppliers evaluation
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- If the gap is negative it means that expectations of internal customers are not fully 

met and leads to dissatisfaction. 

 

This terminology is taken from the work of Large and König in their article “A gap 

model of purchasing’s internal service quality: Concept, case study and internal 

survey” and will be the base for the internal value gap analysis performed later. The 

importance that user areas give to each element of the list of factors represents their 

expectations about the PD performance; their perception of the actual compliance 

with each factor is related with their satisfaction and allows measuring it. 

 

 
NOTE: Maximum average = 5, Minimum = 1 

Table 4. Expectations and perceptions of internal customers about VA factors  

(Source: Made by the author) 

 

From the results shown in Table 4 it can be observed that the factor rated as the most 

important was the alignment with global objectives; all the participants rated it with 

the highest importance (standard deviation is zero) and at the same time this is one of 

the elements that present a bigger performance gap; this means that user areas 

perceive that this is an important point that is not being properly accomplished. The 

reasons for this situation are better understood with the comments the interviewees 

gave when they were evaluating the factors as well as in the open part of the 

interview. Basically, they consider that the PD is aligned with the global objectives of 

the company about cost savings but compromising the quality/price ratio of the 

products and services. In the same way, they think that many times the objectives of 

different departments are in conflict among them and not only with the global goals. 

 

The second most important factor is the process response time that in turn presents 

the highest performance gap. It is noticeable that standard deviation for importance is 

one of the smallest ones; internal customers agree. This is one of their main concerns; 

they would like the process time of their orders to be the minimum possible and 

complain about how difficult is to speed it up. The problem is that delays in purchases 

have an impact in the whole process of user areas. On the other hand, standard 

deviation for perception is the highest one in the list, which means that some areas 

Average Standard Deviation Average Standard Deviation

1 Reliability 4,60 0,52 3,50 0,85 -1,10

2 Willingness to help 4,70 0,67 4,10 0,74 -0,60

3 Knowledge about products and services 4,30 0,67 3,20 0,92 -1,10

4 Empathy with user area 4,40 0,84 3,90 0,88 -0,50

5 Accessibility 4,70 0,67 3,80 0,92 -0,90

6 Process response time 4,90 0,32 3,00 1,15 -1,90

7 Maturity of the model 4,78 0,44 3,22 0,97 -1,56

8 Information management 4,44 0,73 3,56 1,01 -0,89

9 Alignment with global objectives 5,00 0,00 3,44 1,01 -1,56

Factor
Expectations Perceptions

GAP
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have noticed more delays in their processes than others; however the difference is not 

intrinsically big, only in comparison with the rest of the factors.  

The third factor in importance is the maturity of the model (the ETG purchasing model) 

that presents the same performance gap as alignment with global objectives, being 

also a significant source of dissatisfaction for user areas that consider it too rigid and 

even obsolete and not sustainable. Willingness to help and accessibility of the 

purchasing personnel also received a high grade in importance for the creation of 

value. In these two cases the performance gaps were smaller, implying that customers 

have a good impression about the PD compliance with these issues. 

 

It is important to mention that the interviewees suggested two other factors that were 

not in the original list:  

 Experience of the purchasing staff. 

 Communication of changes in the model or the purchasing process in general.  

 

Those suggestions were taken into account for the design of the questionnaire used 

for the survey that was implemented in the second stage of the investigation. The 

factors ordered by importance level are shown on Table 5. 

 

 
                                    NOTE: Maximum average = 5, Minimum = 1 

Table 5. Value Adding Factors in order of importance to user areas 

(Source: Made by the author) 

 

An important thing, regarding the discrimination of the most important adding value 

factors, is that the range of grades received is very small; the lowest grade was 4.30 

and the highest one 5.00. Therefore, to get more objective conclusions, the second 

part of the question where interviewees had to choose four factors and assign them a 

weight was analyzed. The parameters to define the most important items were the 

number of times that a factor was mentioned and the sum of the weight assigned by 

each person. 

 

 

No. FACTOR Importance rating

9 Alignment with global objectives 5,00

6 Process response time 4,90

7 Maturity of the model 4,78

2 Willingness to help 4,70

5 Accessibility 4,70

1 Reliability 4,60

8 Information management 4,44

4 Empathy with user area 4,40

3 Knowledge about products and services 4,30
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The results showed the same conclusion as the first analysis for the top items; 

alignment with objectives and process response time were the most important factors 

that add value. However, in this occasion process response time obtained the first 

place; it got 205 points against 155 for alignment with objectives and it was mentioned 

7 times against 6 times (from a possible total of 10 because there were 10 

interviewees). Maturity of the model ended in fourth place while knowledge about 

products and services appeared in third place although before it seemed to be the less 

important factor of the list. The reason for this inconsistency can be that this element 

is generally taken for granted and it was overlooked in the first appreciation, yet when 

thinking about the essential features of the PD it cannot be ignored. In the case of 

perceptions the range of grades received was between 3.00 and 4.10; the range was a 

little bit larger. 

 

6.1.1.1. Internal value gap analysis  

This part of the analysis is based on the work of Rudolf O. Large and Tatjana König in 

their paper “A gap model of purchasing’s internal service quality: Concept, case study 

and internal survey”. The model they developed to measure the internal service 

quality provided by purchasing department is presented in Figure 21 and it was used as 

grounding to perform an internal value gap analysis comparing the responses of 

internal clients and buyers about value adding factors.  

 

 
Figure 21. The internal service gap model of purchasing 

(Source: Large and König, 2009) 

 

In their study, Large and König used an adjusted version of the SERVQUAL scale to 

evaluate four dimensions of internal service quality; in this study that was adapted to 

analyze value adding factors for PD internal customers. Some of the factors coincide 
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with the items measured in the service quality assessment because this is actually a 

measure for value added. Besides of the differences in the questions asked to 

interviewees, the model was applied in the same way and equivalent outputs were 

obtained. Having the information of the points of view from customers and buyers 

about their expectations and perceptions of value adding factors, allows calculating 

four distinct gaps:  

1. Performance gap from internal customers’ perspective 

2. Performance gap from purchasers’ perspective 

3. Expectation gap  

4. Perception gap 

The way to calculate them can be seen in Figure 21 and each one of them will be 

explained for the results of this study. 

 

Performance gap from the internal customers’ perspective 

As stated in the beginning of the analysis; the performance gap from the internal 

customers’ perspective measures the differences between customers’ perceptions and 

their expectations of the service. This is the central indicator of this study because it 

represents the degree of internal customers’ satisfaction with the purchasing 

department that is the main measure for value added. Figure 22 illustrates the 

comparison of the MWS customers’ expectations and perceptions; the numbering of 

factors corresponds to Figure 19 in section 6.1 and the size of the gap can be found on 

Table 4. 

 

 
Figure 22. Performance gaps from internal customers’ perspective 

(Source: Made by the author) 

 

From the graph it is noticeable that the best rated factors in regard to customer 

satisfaction were willingness to help and empathy with user area since they present 

the smallest performance gaps. However, they are still negative. A remarkable aspect 

is that all the factors show a negative performance gap, signaling that expectations of 

user areas are not being fulfilled by the PD; it seems that a stronger customer 

orientation is required to address this problem. 
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According to the performance gap analysis it is evident that there are many 

improvement opportunities; the PD should focus in measures to improve the process 

response time, alignment with objectives and maturity of the model. That’s because 

those factors are considered the most important for the creation on value and 

therefore for customer satisfaction and at the same time they presented the largest 

performance gaps indicating customer dissatisfaction. This conclusion is presented in 

Table 6.  

 

 
                     NOTE: Maximum average = 5, Minimum = 1 

Table 6. Most important VA Factors presenting the highest performance gaps 

 (Source: Made by the author) 

 

If the total values of internal customers’ perceptions and expectations are calculated 

as averages from the individual rates, the amounts of 3,52 and 4,65 are obtained. 

Therefore, the total performance gap from internal customers’ perspective is -1,12 

which means clients’ expectations are fulfilled to a degree of about 77,56% in MWS. 

 

Performance gap from the purchasers’ perspective 

This perspective can be interpreted as an indicator of the purchasers’ satisfaction with 

their own performance (Large & König, 2009). From Figure 23 it is evident that the 

performance gaps are remarkable smaller from purchasers’ perspective than from 

customers’ perspective, although they also present negative values for the majority of 

factors. Only two items present a positive performance gap: reliability and maturity of 

the model.  

 

 
Figure 23. Performance gaps from purchasers’ perspective 

 (Source: Made by the author) 

 

Expectations
Average

9 Alignment with global objectives 5,00 -1,56

6 Process response time 4,90 -1,90

7 Maturity of the model 4,78 -1,56

No. Factor GAP
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The buyers’ assessment and the size of the gaps can be seen in Table 7 presented 

below. The differences between opinions are especially big for maturity of the model 

and process response time. It is curious that while evaluating it seems that buyers are 

satisfied with the purchasing model but during interviews some of them expressed 

their desire to change it or improve it. In the case of process response time they also 

gave a negative evaluation to their own performance but not as stern as clients did. 

 

 
NOTE: Maximum average = 5, Minimum = 1 

Table 7. Expectations and perceptions of purchasers about value adding factors 

 (Source: Made by the author) 

 

These results show that in general the purchasing personnel are aware of the need for 

improvement, although the stress is not put in the same items that clients indicated as 

critical. From buyers’ perspective the largest performance gap corresponds to 

information management followed by alignment with global objectives. The resulting 

performance gap for the purchasers amounts to -0,36. For them, the most important 

factors in the creation of value are alignment with objectives, maturity of the model 

(both concurring with customers’ opinion) and willingness to help. They proposed an 

extra factor: knowledge about the market and competition and suggested 

differentiating the alignment with global objectives and with the objectives of each 

user area.  

 

As an extra note, for the section of the interview where four essential factors had to be 

chosen an assigned a weight, the responses of buyers showed a high degree of 

dispersion and didn’t match the previous results, denoting lack of consistency in 

opinions. The only item that stood out was knowledge about product and services 

which received 105 points and was mentioned four times. However, during the first 

evaluation of importance it was not within the top rated factors; it is interesting to 

note that the situation for this item replicates what happened when user areas 

evaluate it; the first time it was overlooked but in the second part considered very 

important.  

 

 

 

Average Standard Deviation Average Standard Deviation

1 Reliability 4,20 1,30 4,60 0,55 0,40

2 Willingness to help 4,40 0,89 4,00 1,00 -0,40

3 Knowledge about products and services 4,00 0,71 4,00 1,00 0,00

4 Empathy with user area 4,00 0,71 3,40 0,55 -0,60

5 Accessibility 3,80 1,10 3,80 1,10 0,00

6 Process response time 4,20 0,84 3,60 0,89 -0,60

7 Maturity of the model 4,40 0,89 4,60 0,55 0,20

8 Information management 3,80 0,45 2,60 0,89 -1,20

9 Alignment with global objectives 5,00 0,00 4,00 1,22 -1,00

Factor
Expectations Perceptions

GAP
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Expectation gap 

Expectation gaps were calculated as [customers’ expectation – purchasers’ 

expectations], therefore if the resulting value is positive it means that buyers are not 

understanding how important that requirement for their clients is. These gaps show 

that the expectation values of user areas are clearly higher than buyers’ for all factors 

except for alignment with global objectives. There is no difference with respect to this 

item because both groups consider it an important requirement that should be 

accomplished. The values of the gaps as well as the graph showing the comparison of 

values are presented on Figure 24. The biggest gap is on accessibility; clients give it 

more importance than buyers. Also process response time is much more important for 

user areas. 

 

 
Figure 24. Expectation gaps 

 (Source: Made by the author) 

 

It is noticeable that despite the difference in values, the shape of both graphs is very 

similar; this suggests that the relative importance among the factors is very similar 

from the buyers’ and the clients’ perspective. Overall, the total expectation value of 

the purchasers is 4,20 against the internal customer expectation value of 4,65; this 

gives a total value for expectation gap of 0,45. This difference is statistically significant 

with 95% confidence level according to the student’s t test and indicates that 

regardless the similarities in the tendencies presented in the graphs, there is not an 

agreement on the understanding of the level of value that the PD should provide to its 

user areas. This is a fundamental condition for implementing customer-oriented 

actions in the PD. 

 

Perception gap 

Perceptions are always subjective, however “an objective measure might not be 

required, as the view of the internal customer should be decisive for the evaluation of 

an internal supplier like the purchasing department” (Large & König, 2009). 

Perceptions are points of view, it is how the clients feels they are being treated and 

therefore it is the important aspect to measure to know if a supplier, (internal or 

external) is providing value. 

1 Reliability 0,40

2 Willingness to help 0,30

3 Knowledge about products and services 0,30

4 Empathy with user area 0,40

5 Accessibility 0,90

6 Process response time 0,70

7 Maturity of the model 0,38

8 Information management 0,64

9 Alignment with global objectives 0,00

Expectation gaps



 
 

The Value Added by the Purchasing Department to the Organization 

                                                                                                                                                   Page   

 
 67 

Perception gaps were calculated as [customers’ perception – purchasers’ perception], 

then if the outcome is negative implies that the PD performance is not as good as they 

believe it is.  Figure 25 depicts the perception gaps between customers and 

purchasers; if this graph is compared against the expectation gaps graph in Figure 24 

this one is obviously messier, there is not a clear tendency. While there seems to be an 

understanding about which factors are more important and have higher expectations 

than others, there is no agreement about performance opinions. 

 

 
Figure 25. Perception gaps 

(Source: Made by the author) 

 

These results give the impression that purchasers are overestimating their 

performance for some of the factors; for instance they consider themselves to be more 

reliable that they are perceived by their clients, and although they consider the 

purchasing model is not the best and it can be improved they don´t penalize it as much 

as customers do. On the other hand, purchasers underestimate their own performance 

in the management of information. Overall, the total results are not so different; the 

total value for customers’ perception is 3,52 against 3,84 for purchasers’ perception; 

the resulting total value for perception gap reaches -0,32. This difference is statistically 

not significant according to the student’s t test, but that is only the comparison of total 

values (means), individually each factor evaluation shows differences. 

 

Discussion 

The values obtained for the four different gaps of the model are summarized in Table 

8. The most relevant one is the performance gap from the internal customers’ 

perspective because it is the largest one and it indicates customer dissatisfaction. 

Besides it is a measure of value added. In addition, it presents a big difference with the 

corresponding gap from purchasers’ perspective indicating that buyers self-evaluate 

their performance much better. Although, the negative sign of the gap indicates that 

they are aware of the improvement opportunities. The expectation gap has also to be 

taken into account; it is an important issue since the understanding about customers’ 

requirements is an essential condition to fulfill them and provide value. 

 

1 Reliability -1,10

2 Willingness to help 0,10

3 Knowledge about products and services -0,80

4 Empathy with user area 0,50

5 Accessibility 0,00

6 Process response time -0,60

7 Maturity of the model -1,38

8 Information management 0,96

9 Alignment with global objectives -0,56

Perceptions gaps
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Table 8. Size of gaps for MWS purchasing department 

 (Source: Made by the author) 

 

 

6.1.2. Purchasing process stages  

This analysis aims to find out where in the purchasing process the contribution of value 

by the PD is more important. It was carried out in the same way as the first part of the 

study for value adding factors but the gap analysis was not performed in detail 

because it was not the main objective of the research. It has to be mentioned that 

some “Not applicable” (N/A) responses were received in this section of the interviews 

and only from internal customers. The reason was that they haven’t experienced the 

situation proposed, for instance, they haven’t required asking for post-purchase 

support because they haven’t had any problem yet. Those responses were not taken 

into account for calculating the averages.  

 

The importance given by customers and buyers to the support of PD in each stage of 

the purchase is presented respectively in tables 9 and 11. These values correspond to 

the expectations of both groups; perceptions and performance gaps are also included. 

 

 
NOTE: Maximum average = 5, Minimum = 1 

Table 9. Expectations and perceptions of internal customers about PD support in the stages of the process 

(Source: Made by the author) 

 

According to the results depicted above, user areas consider more important the PD 

contribution of value in the negotiation and awarding of the purchase, assistance on 

the definition of RFPs and in the search for potential suppliers. An evident 

improvement opportunity is found in relation with the definition of RFPs because this 

is the item that shows the biggest performance gap. All the performance gaps are 

depicted in Figure 26; the numbers of the stages correspond to the numbering of 

Figure 20.  

Performance gap from the internal customers’ perspective -1,12

Performance gap from the purchasers’ perspective -0,36

Expectation gap 0,45

Perception gap -0,32

Average Standard Deviation Average Standard Deviation

1 Needs anticipation (of user area) 3,78 0,83 2,56 0,88 -1,22

2 Early identification of problems 4,00 0,82 2,90 0,74 -1,10

3 Determination of the characteristics of P/S 3,75 1,28 3,38 0,92 -0,38

4 Assistance on the definition of RFPs 4,38 0,92 2,88 0,83 -1,50

5 Search for potential suppliers 4,33 1,12 3,75 0,71 -0,58

6 Communication with suppliers 4,30 0,67 3,13 0,99 -1,18

7 Negotiation and awarding of the purchase 4,90 0,32 3,70 1,06 -1,20

8 Post-purchase support if needed 3,43 1,40 3,83 0,98 0,40

9 Help with suppliers evaluation 4,11 0,60 3,22 0,67 -0,89

Expectations
Stage

Perceptions
GAP
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Figure 26. Performance gaps from internal customers’ perspective 

 (Source: Made by the author) 

 

According to these results the purchasing department should focus their efforts in 

improving the assistance provided to their customers for the definition of RFPs; also, 

the PD should pay attention to the elements of negotiation and awarding of the 

purchase and needs anticipation. The last one present one of the lowest values for 

expectation, however the performance gap is among the largest ones. This conclusion 

is presented in Table 10. 

 

 
                  NOTE: Maximum average = 5, Minimum = 1 

Table 10. Most important stages presenting the highest performance gaps 

 (Source: Made by the author) 

 

The gap for post-purchase support if needed shows a positive value; this was the 

element that received more N/A answers (3 answers) because the respondents agreed 

that having difficulties after a purchase is not a common situation and they have rarely 

required this assistance. That is part of the reason why they are satisfied with PD 

performance in the mentioned aspect.  

 

The causes why other items received N/A answers were in part because as well as in 

the previous point, the interviewee hadn’t experience the participation of the PD in 

that phase of the process (and they were eager to) or because they thought the help 

from the PD shouldn’t be needed (for instance, clients who work with very specific 

materials do not need help from PD to determine the requirements). 

 

From the buyers’ point of view (Table 11) the most important task is the search for 

potential suppliers and they recognize their need of improvement in this item. 

Purchasers also argue that the reason for low performance in looking for alternative or 

Expectations
Average

7 Negotiation and awarding of the purchase 4,90 -1,20

4 Assistance on the definition of RFPs 4,38 -1,50

1 Needs anticipation (of user area) 3,78 -1,22

GAPStageNo.
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better suppliers is the lack of time. The second process stage in importance is the 

negotiation and awarding of the purchase; in this phase is where buyers can get 

savings or arrange better conditions for their clients. 

 

 
NOTE: Maximum average = 5, Minimum = 1 

Table 11. Expectations and perceptions of purchasers about PD support in the stages of the process 

 (Source: Made by the author) 

 

As it can be seen in Figure 27 buyers are aware that they have to improve in 

anticipating the needs of their user areas and providing post-purchase support. 

Curiously, the performance gap for assistance in the definition of RFPs is not among 

the biggest ones but it is the main concern for customers. 

 

 
Figure 27. Performance gaps from internal customers’ perspective 

 (Source: Made by the author) 

  

It is also remarkable that unlike what happens in the case of value adding factors, in 

this analysis all the gaps except one are negative and for most of them the size of the 

gap is significant. This denotes the awareness of the purchasing personnel about their 

own flaws and their disposition to make changes. The author believes that it is easier 

for buyers to realize about the existing improvement opportunities when they analyze 

the purchasing process instead of the different characteristics of the service as in the 

value adding factors analysis. 

 

 

Average Standard Deviation Average Standard Deviation

1 Needs anticipation (of user area) 4,60 0,55 2,20 1,30 -2,40

2 Early identification of problems 4,40 0,55 3,60 0,55 -0,80

3 Determination of the characteristics of P/S 4,50 0,58 3,25 1,50 -1,25

4 Assistance on the definition of RFPs 4,20 0,84 3,20 1,48 -1,00

5 Search for potential suppliers 5,00 0,00 3,40 1,52 -1,60

6 Communication with suppliers 4,20 0,84 4,40 1,34 0,20

7 Negotiation and awarding of the purchase 4,80 0,45 4,60 0,55 -0,20

8 Post-purchase support if needed 4,40 0,55 2,80 2,05 -1,60

9 Help with suppliers evaluation 3,80 1,10 3,20 1,48 -0,60

Stage
Expectations Perceptions

GAP
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6.1.3. Observations  

Internal customers and buyers provided important insights during the interviews; 

while they were explaining their answers for the objective questions and when they 

responded to the subjective ones. These observations are presented and discussed in 

this section; whenever an interviewee is quoted within the text, cursive font and 

quotation marks are used. 

 

6.1.3.1. Interviews with internal customers 

Overall satisfaction 

With respect to the question about overall satisfaction with the PD services, very 

different responses were obtained. The scale used was from 1 to 10; the maximum 

grade received was 9 and the minimum was 4 but each figure was mentioned only 

once. The more frequent grade received (mode) was 8 and the average amounted to 

6,80. It is important to mention that this mark is very similar to the one received by the 

PD in the most recent customer satisfaction evaluation carried out by the purchasing 

corporate office; the grade given by user areas in that occasion was 6, 39 out of 10. 

This indicates that the result obtained through the interviews is coherent and 

representative of internal customers’ opinions.  

 

Contribution of value by the PD 

As an open question, interviewees gave their own ideas about what is more valuable in 

the labor of the purchasing department. The responses were very varied because they 

came naturally and freely from the mind of each interviewee without any input from 

the interviewer; these opinions have a lot of value for the purchasing department of 

MWS.  

 

The author analyzed the correspondence of the responses with the value adding 

factors and stages of the purchasing process evaluated in previous sections which are 

listed in figures 19 and 20 correspondingly. Table 12 presents the responses from 

interviewees in the left column as well as their correlation with value adding factors or 

stages of the purchasing process in the right column. According to the respondents, 

the greatest contribution of value by the PD is found in: 
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Table 12. Contribution of value by the PD according to internal customers’ opinions 

 (Source: Made by the author) 

  

 

Other comments 

Internal customers provided valuable opinions about the performance of the 

purchasing department, their relationship with it and the purchasing model among 

other topics. Starting with the positive comments, some of the interviewees 

mentioned that recently they have noticed an improvement in the service of the PD. 

They perceive that now the service is more personalized and the willingness to help 

from the purchasing personnel was emphasized. The clients mentioned that the PD 

possesses an adequate global vision and, although the result is not always the best the 

PD always provides the required service.  

“They are always there to help and try to find the best solution” 

In spite of the positive aspects, there is still a lot to improve for the purchasing 

department. The clients agree to mention that purchasing procedures are too 

bureaucratic and sometimes they represent a burden or an obstacle instead of a 

source of value. The information gotten is presented below categorized in two topics: 

 

- The purchasing model  

- Suppliers’ management 

 

CONTRIBUTION OF VALUE FACTOR/STAGE

Counseling; identifying ways of doing things 

and finding the best option.

Willingness to help/Knowledge about 

products and services/Reliability

Finding suppliers and having a good 

expertise about the best suppliers. Search for potential suppliers

Integrating processes and negotiating with 

suppliers. Negotiation and awarding of the purchase

Obtaining low prices and looking for the 

best technology providers.

Alignment with global objectives/Search for 

potential suppliers

Providing options, better quality/price 

relationship, and fast selection of suppliers. Alignment with global objectives

Having option to install in the countries 

where is necessary. Needs anticipation (of user area)

Managing the purchasing Model of ETG. Maturity of the model

Having an overview of suppliers. Communication with suppliers/Reliability

Complying with the norms. Alignment with global objectives

The people; the members of the team.

Empathy with user 

area/Accessibility/Willingness to help

Being a facilitator; a bridge between user 

areas and corporate standards.

Maturity of the model/Information 

management

Saving time; while buyers take care of 

purchases clients can focus on other tasks Reliability
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The model 

The ETG purchasing model is mature but not efficient; in addition it suffers constant 

changes and it is difficult for users to keep up to date. They mentioned there should be 

a better communication about these changes. In addition, customers think that the 

model should be more flexible and include other options for awarding the purchases 

besides the bid and the rounds. Those two methods only allow making comparisons 

based on price and that is a big issue for customers who strive for an approach that 

considers also quality.  

“An alternative model to negotiate with suppliers is missing” 

Price/quality ratio was a common topic during the interviews. The purchasing 

department of MWS is aligned with the global objectives of the Company regarding 

savings and cost reductions; however the guidelines are so rigid that value for money 

is overlooked. The only factor considered to choose among suppliers is price; 

customers think that this approach compromises the quality of products and services. 

They pointed out that sometimes lower prices are gotten but at the end there are not 

real savings since they have to take more risks (for example with new unknown 

suppliers) or spend in other things to compensate the lack of quality. 

“It is necessary to ensure cost efficiency but not at the expense of the quality of 

products and services” 

The previous situation is particularly delicate for user areas in charge of the innovation 

of products and services because it is difficult to hire high profile professionals offering 

low salaries. This implies two risks: 

 Employ non-qualified personnel. 

 Employ qualified professionals who may leave the Company when they get a 

better opportunity. 

 

For the first case it is not feasible to ask for specific requisites (like certifications or 

degrees) as a standard measure to guarantee the qualification of future employees; 

this practice increases the costs and reduces the options. 

 In the second situation, a high turnover rate and constant changes within working 

teams affects the learning curve and slows down the processes. 

 

Considering only prices also has other implications; it makes the model limited. In the 

words of an interviewee “The current model is not optimum because it is finite”. The 

PD has to move towards a sustainable model. It is not possible to ask the suppliers 

lower prices every year; at some point they will have to reduce the quality or the 

service. That would be counterproductive for internal management, especially with 

suppliers working in the service field.  
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The last point discussed is about the restrictions imposed on user areas to contact the 

providers. According to the model, the purchasing personnel are the only allowed 

managing purchases and they should communicate and negotiate directly with 

suppliers. In the practice this is not always possible; there are some processes that 

require user areas to contact the supplier before the purchasing process starts. Each 

user area has an annual budget assigned and because of that they have to plan in 

advance.  

 

Cost information is required to prepare projects and sometimes even to estimate if it is 

feasible to carry them out. In occasions clients have to negotiate with suppliers to get a 

price that fits the budget and then they use that price to make all the estimations for 

the project. The main problem arises when the purchasing department intervenes 

afterwards and tries to negotiate again; this generates a bad image for the Company 

because it seems that it has no seriousness. Internal customers consider that these 

situations should be comprised by the purchasing model, including a clause that 

indicates when direct contact between user areas and suppliers is permitted.  

 

Management of suppliers 

Many suppliers face problems when working with Adquira, the electronic platform 

used in MWS. They have technical difficulties to use the tool and providers feel it as 

extra work, especially the foreign ones. It is necessary to provide them support and 

counseling, the clients suggested creating a manual or design a person in charge of this 

task. Another problem is related with the fee that suppliers have to pay to be able to 

use Adquira; this payment generates dissatisfaction and it represents an obstacle for 

small suppliers.  

“Adquira is a difficult tool for suppliers. It does not add value to them; it is not 

convenient for them” 

In another note, customers feel the need to have partners and suppliers in a wider 

range of countries. They suggested the creation of a catalog including suppliers that 

are able to perform installation of technology around the world. This will enable the 

Company to take advantages of more opportunities. 

 

To finalize this section, the clients proposed to receive feedback about the suppliers’ 

evaluation carried out by the PD. Customers rate the suppliers they work with but they 

are not aware of the results after the PD or the purchasing corporate office has 

processed the information. It would be useful to know the global rate for all suppliers 

and have an exchange of information among different user areas that work with the 

same providers. 
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6.1.3.2. Interviews with purchasing personnel 

Contribution of value by the PD 

In the same way as customers, buyers gave their ideas about where the greatest 

contribution of value by the PD is found. Their opinions are presented in Table 13 in 

the left column as well as the relation they have with value adding factors or stages of 

the purchasing process in the right column (factors and stages are listed in figures 19 

and 20 correspondingly). 

 

 

Table 13. Contribution of value by the PD according to purchasers’ opinions 

 (Source: Made by the author) 

 

Other comments 

Purchasers responded to several open-ended questions and provided valuable ideas, 

explanations and suggestions. Their opinions are summarized and commented here 

under the following categories: 

- Relationship with user areas 

- Relationship with suppliers 

- The purchasing model 

 

Relationship with user areas 

Buyers agree that the hardest part of their job is dealing with people; especially with 

internal customers because they seem not to understand the job of the PD. The most 

usual claim from user areas is to receive a fast service; however they generally do not 

know the procedures that the purchasing department has to follow. Other areas do 

not have as many controls and rules as the PD has; “We are the ones who use more 

procedures”. Buyers consider that it is necessary to teach user areas about the PD 

operations, so they can understand how the process flows and the reasons behind 

some of their complaints. In addition this would help to eliminate duplicate work due 

to lack of knowledge. 

CONTRIBUTION OF VALUE FACTOR/STAGE

Negotiating and obtaining savings 

(mentioned 2 times)
Negotiation and awarding of the purchase

Advising user areas about commercial 

conditions with suppliers

Empathy with user area/Identification of 

problems/Post-purchase support

Creating synergies
Alignment with global objectives/Search for 

potential suppliers

Preparing RFPs Assistance on the definition of RFPs

Knowing the products and services Knowledge about products and services

Representing the brand (ETG) Communication with suppliers/Reliability
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Regarding the process time, customers are not aware of the average time that it takes 

to process a purchase and sometimes they do not allow enough time to negotiate with 

suppliers. Besides, there are other factors not under the control of the PD that also 

affect the duration of a purchase. In fact some of them are inaccuracies in the 

information provided by user areas when doing the RFP. Some other causes of delays 

are administrative issues like budget approval and late responses from suppliers. 

“In many occasions you depend on other people to finish your own job  

and you have to convince them to do their part” 

Buyers share the opinion that many times the purchasing department is seen by other 

areas as an obstacle, a bureaucratic step that they would like to skip. The PD is in 

charge of guaranteeing equal opportunities for suppliers and a transparent purchasing 

process. Therefore, everything has to be done carefully and takes more time that what 

clients consider it should be a simple task. Also due to these rules, there are occasions 

when the clients’ preferred supplier does not win the bid and they get upset. 

“We are not well regarded by other areas. Our work is seen as a delay, it is not 

appreciated” 

“Some of the user areas see the PD as an enemy” 

Although the situation depicted above is true for many cases, there are also clients 

who appreciate the capacity of the PD to create competition among suppliers and its 

intervention to assure honest transactions. Buyers think that it is important to 

demonstrate that they master their job. Internal customers need to know that the PD 

has the knowledge about products and services as well as the skills required to provide 

them value. Purchasers pointed out that in order to have a good relationship with user 

areas the most important conditions are professionalism and mutual trust. There has 

to be respect and empathy, understanding that the personal relationship comes after 

the professional one.  

“Empathy is very important; to put yourself in another’s place, to listen,  

to know what they need” 

 

Relationship with suppliers 

The relationships between suppliers and buyers are good in general, especially when 

the suppliers have work with the Company for a long time. In dealing with providers 

reliability and professionalism are assumed, there must be trust, knowing each other’s 

position, “That you know they are honest”. This is the most delicate aspect because if 

trust is lost, it is very difficult to work with that supplier again. Empathy is also 

important but especially negotiation skills and knowing each provider.  
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The most common problem faced in relation with suppliers is that sometimes 

negotiation is done directly with user areas instead of with the PD. It is understandable 

that user areas need to have preliminary costs for reference but the negotiation has to 

be done through the PD according to the norms. There are suppliers who have worked 

with ETG in more than one occasion and know the rules but still make arrangements 

with user areas before talking with the PD. 

 

Some of the purchasers propose they should have more authority and be stricter 

about being the only ones dealing directly with suppliers. This is against what 

customers want but in any case the negotiation terms with suppliers should be 

standardized to avoid conflicts. 

 

The model 

In the opinion of the buyers, the purchasing model is too bureaucratic and rigid. 

According to it the most economical option is always seek; the best technically 

validated option at the lowest cost. This generates that the objectives of different 

areas are frequently in conflict sometimes there are objectives in conflict between 

areas and it is necessary to find the way to balance them.  

“Each one fights for their own goals and the global objective is lost” 

The above reflects the situation about quality/price ratio mentioned by user areas. 

Buyers think the purchasing model should be more flexible; decisions shouldn’t be 

always taken based on price. Sometimes it is necessary to recognize that a provider is 

better than the others, even when all fulfill the technical requisites. There are 

intangible qualities that cannot be measured during the validation but that make a 

difference for the users. 

 

In addition, buyers think the purchasing model should be more oriented toward the 

negotiation and less clerical. The purchasing function is strategic, but the processes 

could be different. Since ETG is a big enterprise the purchasing process is very 

administrative and contains a lot of clerk activities. There are strategic tasks like the 

search for alternative suppliers or the research about the market that provide a lot of 

value but buyers can hardly dedicate to them because of the lack of time.   

“Buyers should be focused on negotiating with suppliers and there should be other 

people in charge of the systems” 

They waste a lot of time registering data because everything has to be reflected in the 

systems; due to control measures and to assure transparency. They agree on the 

importance of that but feel it should be done by different staff.  
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Regarding the systems used by the PD, they believe that another solution could be to 

change them. Currently, two main software systems are used: Adquira (electronic 

procurement platform) and SAP (ERP used by the whole Company). Purchasers 

consider Adquira is slow, tedious to use and unfriendly with the user. Besides, they 

have to wait for the transfer of information from one system to another. Because of 

that they think that it would be better to use only one, utilizing for instance the 

purchasing module of SAP. 

 

Another disadvantage of Adquira is the fee that suppliers have to pay in order to be 

able to use it. While the department continues using Adquira, buyers think the fee 

charged to suppliers should be eliminated specially for foreign suppliers that usually 

work with the system only once. At least there should be an exception for them. 

 

 

6.2. Level of value contributed to user areas (survey) 

After conducting the interviews and based on the information obtained, a 

questionnaire was designed to measure the value added contributed by the 

purchasing department. The objective was to confirm the preliminary results analyzing 

the responses from a bigger number of internal clients. As mentioned before, 

interviews were conducted with ten representative members of user areas selected by 

the chief or purchasing. In the case of the survey, it was determined to send the 

questionnaire to a sample of 54 people from different areas that have direct 

relationship with the purchasing department. From them 24 valid responses were 

received which constitutes a 44,44% response rate. 

 

6.2.1. Design of the questionnaire 

The questionnaire was designed as a Likert scale; the survey consisted of 18 Likert-type 

items with which the respondents had to choose their level of agreement among 5 

options: 

1. Strongly disagree 

2. Disagree 

3. Neither agree nor disagree 

4. Agree 

5. Strongly agree 

 

All the statements were formulated as positive assertions about the performance of 

the purchasing department, from the perspective of internal clients. Therefore 

opinions of agreement are considered positive while the responses of disagreement 

are considered negative.  
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To develop these statements the author took into account the adding value factors, 

the stages of the purchasing process and the suggestions received during the 

interviews. Each one of the elements in the survey corresponds to a factor or stage 

which is evaluating. Since the questionnaire couldn’t be too long and the author 

considered important to include the proposals from interviewees, she decided to omit 

some of the process’ stages leaving only the five more relevant according to the 

performance gap analysis and experience. The limitations of size were due to time 

restrictions of the respondents and to guarantee a high rate of response.  

 

At the end the 18 elements mentioned were constructed; nine of them correspond to 

value adding factors, five to stages of the process and four to the ideas proposed by 

interviewees. The correspondence for each statement is shown in Table 14 and the 

template for the survey can be found in Appendix V. The asterisk indicates that 

element was proposed by interviewees (either clients or buyers).  

 

 
Table 14. Correlation of statements with value adding factors and stages of the purchasing process 

 (Source: Made by the author) 

FACTOR/STAGE

1
The purchasing department consults me about my current and

future purchasing needs.

Needs anticipation (of 

user area)

2

The purchasing department works together with my area to plan

future purchases in order to have better forcasting and avoid future

problems.

Early identification of 

problems

3
I can rely on the purchasing department to carry out my purchases

in the best  possible way to get satisfactory results. Reliability

4
The purchasing department is willing to help me when I need it and

gives me personalized attention. Willingness to help

5

I receive prompt and adequate responses to emails and phone calls

I make to the purchasing department; communication flows

smoothly. Accessibility

6
The purchasing department gives me enough and timely

information about the satus of my purchases.

Information 

management

7
The purchasing department understands my needs and shows

interest in solving my problems. Empathy with user area

8

The purchasing department posseses the necessary knowledge

about the products and services that my department handles in

order to guarantee the understanding of my needs and proper

suppliers management.

Knowledge about 

products and services

9
The purchasing department has the required experience for the

proper performance of their activities. Experience*

10
The purchasing department strives to speed up the process once

they are aware of my needs.

PD influence on process 

response time*

11 The process time of my purchases suits my needs and expectations.
Process response time

12
I consider the ETG's purchasing model is adequate for the current

needs of the Company. Maturity of the model

13
I receive adequate and timely information about changes on the

EGT's purchasing model.

Communication of 

changes in the model*

14
The objectives of the purchasing department are aligned with the

global objectives of ETG and MWS.

Alignment with global 

objectives

15
The objectives of the purchasing department are aligned with the

objectives of my department.

Alignment with user 

areas' objectives*

16
The purchasing department provides me information about

available potential suppliers.

Search for potential 

suppliers

17
The purchasing department helps me in the definition and creation

of RFPs.

Assistance on the 

definition of RFPs

18
The performance of the purchasing department in the negotiation

and award of the purchases is satisfactory.

Negotiation and 

awarding of the 

purchase

STATEMENT
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Furthermore, factors and stages were classified according to their meaning and nature 
and then associated in pairs to create the nine dimensions of value added as shown in 
Figure 28. The different dimensions and what they measure are explained next. 
 

1. Assistance/counseling: The support provided to internal customers in different 

stages of the purchasing process. 

2. Attitude: The behavior of the purchasing personnel toward the internal clients. 

The way in which they approach them. 

3. Communication: The effectiveness with which information flows between 

buyers and clients. 

4. Efficacy: The degree to which desired results are obtained through the proper 

management of the PD. 

5. Efficiency: The extent to which time and effort are well used for the 

management of the purchase. 

6. Proactivity: The initiative to anticipate the clients’ needs and situations that 

can arise during the purchasing process in order to be prepared to face them 

instead of just reacting to them. 

7. Purchasing model: The level to which the purchasing model of the Company 

responds to its current needs and is well managed. 

8. Qualification for work: The capacity of the purchasing personnel to perform 

their job, having the knowledge and experience required. 

9. Strategic alignment: The degree to which the purchasing department is aware 

of being part of a bigger system (the Company) and avoids the ‘silo view’. 

 

 

 

Figure 28. The dimensions of value 

 (Source: Made by the author) 

FACTOR/STAGE DIMENSION

Assistance on the definition of RFPs

Search for potential suppliers

Willingness to help

Empathy with user area

Accessibility

Information management

Reliability

Negotiation and awarding of the purchase

PD influence on process response time*

Process response time

Needs anticipation

Early identification of problems

Communication of changes in the model*

Maturity of the model

Experience*

Knowledge about products and services

Alignment with global objectives

Alignment with user areas' objectives*

8. Qualification for work

9. Strategic alignment

1. Assistance/counseling

2. Attitude

3. Communication

4. Efficacy

5. Efficiency

6. Proactivity

7. Purchasing model
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From now on, the 18 factor/stages will be called “drivers” without distinction. Since 
each dimension encompasses two drivers it also contains two statements; this can be 
seen graphically in figure 29.  

 

Figure 29. Configuration of a dimension 

   (Source: Made by the author) 

 
A graphical summary of how the questionnaire was formed is shown in Figure 30. 

 

Figure 30. Development of questionnaire’s statements 

 (Source: Made by the author) 

 

In the end, the tool was validated by the chief of purchasing and by some of the buyers 

to ensure the relevance of its content before sending it to the potential respondents. 

Some terms were clarified or modified in order to assure relevant and useful answers; 

once this was done the application of the survey to the selected sample of internal 

clients was authorized. 

 

6.2.2. Results 

The information obtained through the survey was analyzed in different ways in order 

to get responses to diverse questions.  

 

6.2.2.1. Results by drivers 

The individual analysis of the different components of value added for internal clients 

allows finding improvement opportunities and determining where the PD should focus 

the efforts. In Figure 31 the distribution of responses obtained by statement, and 

therefore by driver is shown. It is noticeable that the percentage of “Strongly disagree” 

responses (in dark blue) is low; being maturity of the model and process response time 

the drivers with the highest percentage for this answer. 
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Figure 31. Distribution of responses obtained by statement/driver 

 (Source: Made by the author) 

 

In order to have a clearer picture of the composition of the responses, they were 

grouped in three categories instead of five:  

1. Strongly disagree + Disagree = Disagree (Negative response) 

2. Neutral 

3. Strongly agree + Agree = Agree (Positive response) 

 

The corresponding graph is presented in Figure 32. The drivers are arranged according 

to the percentage of negative responses obtained from lowest to highest. Once again, 

it is evident that process response time and maturity of the model have a negative 

perception but aggregating the answers in three categories now shows that also early 

identification of problems received a majority of negative answers.  

 

 
Figure 32. Distribution of responses obtained by statement/driver in 3 categories  

 (Source: Made by the author) 
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Another form to analyze the data is taking the number of each one of the options that 

correspond to the different opinions as a score (1 for “strongly disagree”, 2 for 

“disagree”, etc.), in this way it is possible to obtain the total number of points received 

by each driver and arrange them in order as presented in Table 15; the maximum 

possible score is 120. This confirms the negative position of process response time, 

maturity of the model and early identification of problems. The last two drivers are 

related with communication of changes in the model and needs anticipation 

respectively, that are also in the lowest part of the graph. Those four drivers belong to 

the dimensions of “purchasing model” and “proactivity” that will be analyzed in 

section 6.2.2.2. 

 
            NOTE: Rate calculated according to a maximum score of 120 

Table 15. Drivers according to score received  

 (Source: Made by the author) 

 

Comparison with results from interviews 

The results from the interviews reflected that the critical drivers according to 

performance gap were process response time, maturity of the model, alignment with 

global objectives and assistance on the definition of RFP’s. The performance gaps of 

negotiation and awarding of the purchase and needs anticipation were also considered 

as important in the analysis of stages of the process in section 6.1.2, however in 

conjunction with the rest of the drivers (VA factors) they are not among the top ones, 

presented in Table 16. 

 

 
Table 16. Drivers with largest performance gaps 

 (Source: Made by the author) 

DRIVER SCORE RATE

Experience* 105 87,50

Willingness to help 102 85,00

Empathy with user area 95 79,17

PD influence on process response time* 94 78,33

Reliability 93 77,50

Negotiation and awarding of the purchase 93 77,50

Accessibility 92 76,67

Knowledge about products and services 87 72,50

Alignment with global objectives 86 71,67

Information management 84 70,00

Search for potential suppliers 84 70,00

Assistance on the definition of RFPs 82 68,33

Alignment with user areas' objectives* 70 58,33

Communication of changes in the model* 68 56,67

Needs anticipation 67 55,83

Early identification of problems 64 53,33

Process response time 63 52,50

Maturity of the model 62 51,67

Driver GAP
Process response time -1,90

Maturity of the model -1,56

Alignment with global objectives -1,56

Assistance on the definition of RFPs -1,50
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The outcomes from the survey coincide with these results for the drivers of process 

response time and maturity of the model, supporting the conclusion that the PD should 

focus in developing actions to improve them. By the contrary, alignment with global 

objectives and assistance on the definition of RFPs were not among the worst rated 

drivers. If each element is analyzed in detail as in Figure 33, it is observed that for the 

first two drivers the majority of responses were negative while for the other two most 

of the perceptions were positive. 

 

 
Figure 33. Distribution of responses for drivers with largest performance gap 

 (Source: Made by the author) 

 

This discrepancy with previous results (from interviews) can be due to the larger size of 

the sample. Since one of the objectives of the survey was to confirm the results 

obtained during the interview this insight is very valuable. It shows that alignment with 

global objectives and assistance on the definition of RFPs are not an issue for most of 

the clients. Nevertheless, the PD has to pay them attention, especially to the 21% of 

clients who require more help to prepare RFPs. 

 

On the other hand, the driver needs anticipation that had been pointed out as a source 

of dissatisfaction in section 6.1.2 confirms its negative position in the perception of the 

clients. In turn, the new driver communication of changes in the model that was not 

considered during the interviews also shows an unfavorable evaluation and early 

identification of problems reveals as the worst rated driver. Detailed graphs of these 

three drivers are showed in Figure 34. 
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Figure 34. Distribution of responses for other drivers showing unfavorable evaluation 

 (Source: Made by the author) 

 

 

6.2.2.2. Results by dimensions 

Having the scores for each one of the drivers makes possible to calculate total marks 

by dimension and find out in which one of them the PD is weaker. To get the total 

score for each dimension, the score of its two corresponding drivers has to be added; 

the results for all dimensions are presented in order from higher to lower in Table 17. 

 

 
             NOTE: Rate calculated according to a maximum score of 240 

Table 17. Results by dimensions 

(Source: Made by the author) 

 

As it can be seen, the best rated dimension is attitude, followed by qualification for 

work and efficacy. This means the user areas have a good impression about the 

purchasing personnel in terms of their capacity to get results and they are satisfied 

with the treatment they have received. 

DRIVER VALUE DIMENSION SCORE RATE

Willingness to help 102

Empathy with user area 95

Experience* 105

Knowledge about products and services 87

Reliability 93

Negotiation and awarding of the purchase 93

Accessibility 92

Information management 84

Assistance on the definition of RFPs 82

Search for potential suppliers 84

PD influence on process response time* 94

Process response time 63

Alignment with global objectives 86

Alignment with user areas' objectives* 70

Needs anticipation 67

Early identification of problems 64

Communication of changes in the model* 68

Maturity of the model 62

65,42

65,00

54,58

54,17

82,08

80,00

77,50

73,33

69,17

7. Purchasing model 130

6. Proactivity 131

1. Assistance/counseling 166

5. Efficiency 157

9. Strategic alignment 156

8. Qualification for work 192

4. Efficacy 186

3. Communication 176

2. Attitude 197
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However, despite the clients consider the PD get the things done, it seems they are not 

happy about their efficiency. For this point it is important to pay attention to the very 

different marks given to the two components of the dimension: 94 and 63. The 

interpretation for this is that clients are aware that the PD does its best to speed up 

the purchasing process but at the end the resulting time does not fit their needs or 

expectations. The reason behind this situation is the model, which is full of 

bureaucracy and slows down the process. This reasoning is coherent with the rate 

given to the purchasing model; it is the lowest one together with proactivity. For these 

two dimensions there is no inequality between the rates of their components; the rate 

is consistent. 

 

The last consideration about these results is for the dimension of strategic alignment. 

When it is decomposed it is clear that the problem is the alignment with other areas’ 

objectives. The clients recognize the alignment of the PD with the cost reduction 

objectives of the company but constantly struggle to balance that cost-orientation 

with the quality of products and services. It also seems that they would like the PD 

personnel had better knowledge about the materials they purchase. 

 

Comparison with results from interviews 

In the same way that individual drivers’ perception from the survey was compared 

against the results from interviews, it is possible to compare values for the dimensions. 

The data for the comparison comes from the perceptions of the interviewees (table 4 

in section 6.1.1 and table 9 in section 6.1.2). The average for the perception of the two 

drivers constituting each dimension is calculated and then converted to a 1-100 scale 

based to compare against the rates gotten in the survey analysis (Table 17 above in 

this section).  

 

The drivers that were suggested by some of the interviewees were not assessed by all 

of them. The perception value assigned to these elements during the calculations was 

assumed according to the opinion of the person who proposed the driver, his/her 

responses to other questions and the comments received in general during the 

interviews. The author tried to be as objective and fair as possible while doing this; 

evidently the figures assessed are not perfect but they are enough for the purpose of 

this study.  

 

The results are presented in Table 18 below. Rates for each dimension are ordered 

from higher to lower according to the figures obtained with interviews’ data. In this 

way it is possible to compare the arrangement of the dimensions against table 17 as 

well as the rates. 
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Table 18. Comparison between results from interviews and results from survey 

 (Source: Made by the author) 

 

The order of the dimensions is slightly different but it is remarkable that the figures are 

very similar for almost all of them. The exception is “qualification for work” that 

received a worse evaluation during interviews. The reason behind this can be the new 

driver “experience” that was the best evaluated in the survey and raises the whole 

mark. The author used an estimate similar to the value received by “Knowledge of P/S” 

which is obviously not accurate. From the survey’s results it is evident that user areas 

consider PD personnel’s experience to be much better than their knowledge about 

products and services. The important conclusion is that it is necessary to focus on the 

driver of knowledge to improve the dimension of qualification for work. 

 

 

6.2.2.3. Global level of value added to user areas 

Once that all the components of value added were analyzed individually it is also 

useful to obtain an overview of the perception of clients about the PD. According to 

their experience, each user can have a good perception about certain drivers and a bad 

one about others but he or she also has an overall perspective of the PD performance. 

To obtain this measure, the results per respondent were analyzed calculating the mean 

as the sum of each person’s responses divided by the number of statements and 

comparing them using a scale from 1 to 5.  

 

Figure 35 shows the means per respondent; in this graph it is possible to observe the 

dispersion of the data. As it can be seen there are two extreme values; respondent No. 

5 (indicated by the dotted line) with the highest mean (4,89) and respondent No. 8 

with the lowest one (1,22). The rest of the values fluctuate between 2,5 and 4,5.  

 

DIMENSION
RATE FROM 

SURVEY

RATE FROM 

INTERVIEWS

2. Attitude 82,08 80,00

3. Communication 73,33 73,56

4. Efficacy 77,50 72,00

5. Efficiency 65,42 70,00

1. Assistance/counseling 69,17 66,25

9. Strategic alignment 65,00 64,44

8. Qualification for work 80,00 64,00

7. Purchasing model 54,17 62,22

6. Proactivity 54,58 54,56
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Figure 35. Means of responses by respondent 

 (Source: Made by the author) 

 

The respondents were classified according to their overall perception of the PD with a 

scale from 1 to 5 where: 

 1 = very poor perception 

 5 = very good perception 

 

Four segments of values were considered, eliminating the neutral position; since these 

values are means, they lean toward one of the extremes of the scale. Figure 36 shows 

the distribution of respondents according to their global evaluation of the value 

provided by the PD. The results reflect that the majority of clients have a good 

perception about the PD performance. The sum of the “good” and “very good” 

segments amounts 79% which is close to the 77,56% founded in section 6.1.1.1 in 

relation to the degree of client’s expectations fulfillment. 

 

 

 

 
Figure 36. Distribution of respondents according to their overall perception of the PD performance 

 (Source: Made by the author) 
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Finally, the global level of performance (value provided to user areas) of the PD was 

calculated as the average of the means of all the respondents.  This amounted to 3,45 

which corresponds to a value of 6,9 in a 1-10 scale based. It is important to notice that 

this rate is very close to the 6,8/10 average grade for overall satisfaction obtained from 

interviews. These findings confirm that the level of satisfaction for internal clients of 

the PD is around 69%. Although this global measure is a good indicator, the author 

considers that the individual analysis of the factors that compose it is much more 

valuable. The analysis of each element allows to identify specific opportunities of 

improvement and it can drive to start corrective actions. 
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______________________________________ 

 
The objective of this chapter is to summarize the results of the research, explain its 

limitations and provide recommendations for further studies. In first place, a summary 

of the findings obtained is presented along with further examination of the critical 

variables for customer satisfaction. In addition, other problems of the PD identified 

through direct observation are commented and measures for improvement are 

suggested. Finally, a reflection is done about the limitations of the study and the 

possible ways to continue the research. 

 

7.1. Summary of results 

The analysis performed in the previous chapter revealed that all the adding value 

factors presented to internal customers during the interviews have a high degree of 

importance in the creation of value. This is deducted from the fact that during the 

evaluation of importance every one of them received a grade higher to 4, being the 

minimum mark 4,3 in a scale from 1 to 5. Therefore, it was concluded that all these 

factors are relevant for the performance evaluation of the purchasing department.  

 

However, slight differences in ratings positioned some factors above others indicating 

that after all they have more weight in the perception of customers. The three factors 

ranked as the most important ones are presented in table 19 along with the obtained 

grade for importance. 

 

 
Table 19. Most important adding value factors for internal customers 

 (Source: Made by the author) 

 

Adding value factors Importance

Alignment with global objectives 5

Process response time 4,9

Maturity of the model 4,78
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Customers were more critical evaluating the different stages of the purchasing 

process, and the range of grading was bigger. The top three phases of the process 

where customers consider more important the creation of value by the PD are shown 

in Table 20. 

 

 
Table 20. Stages of the purchasing process where value creation is more important for internal customers 

 (Source: Made by the author) 

 

The global level of satisfaction of the internal customers with the value provided by 

the PD is around 69%. This figure was obtained first through an open question in 

interviews and then confirmed by the results from the survey, given that in both 

occasions similar conclusions were obtained. 

 

The individual analysis of drivers and dimensions of value added proved that the main 

contributors to dissatisfaction due to low performance are the dimensions “purchasing 

model” and “proactivity”. In addition, although “efficiency” was not bad rated as 

dimension, its component process response time received one of the worst evaluations 

and it has to be considered critical. The list of the worse ranked elements is presented 

in table 21 (the driver PD influence on process response time is shown in white because 

it was well evaluated). In conclusion, the efforts of the purchasing department should 

focus in defining improvement actions for the items mentioned. 

 

 
Table 21. Critical aspects for customer satisfaction 

 (Source: Made by the author) 

 

7.1.1. Analysis of critical aspects for customer satisfaction 

The author carried out an analysis of the worst rated dimensions and driver, in order 

to identify the causes of poor performance and being able to suggest improvement 

measures.  

 

Stage of the purchasing process Importance

Negotiation and awarding of the purchase 4,9

Assistance on the definition of RFPs 4,38

Search for potential suppliers 4,33

DRIVERS DIMENSION

PD influence on process response time*

Process response time

Needs anticipation

Early identification of problems

Communication of changes in the model*

Maturity of the model
7. Purchasing model

5. Efficiency

6. Proactivity
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7.1.1.1. Process response time 

Process response time is one of the most important aspects for the PD performance. 

Although the customers recognize that the duration of the purchase does not depend 

solely on the activities of the purchasing personnel, it is the main source of their 

complaints.  

 

There are many elements contributing to the response time of the purchasing process 

(PP). Figure 37 presents a fishbone diagram developed to find all the factors that can 

affect the duration of a purchase. Some of them are inherent to the process but others 

constitute avoidable delays. 

 

 

Figure 37. Fishbone diagram for “Process response time” 

 (Source: Made by the author) 

 

 

The problem analyzed should be “long process response time” but as mentioned, the 

author is including in the diagram all the elements that contribute to the total time 

dedicated to manage the purchase, even if they are intrinsic to the purchasing process. 

The author has categorized the elements according to the entities involved in the 

purchasing process (MWS PP flowchart can be found in Appendix I) and she has 

included the “systems” factor because it also impacts in the length of the process.  
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Table 22. Components of the purchasing process response time 

 (Source: Made by the author) 

 

Table 22 above shows the elements classified per entity as in the fishbone diagram but 

it also divided them in terms of their nature. The primary area of influence of the PD 

comprises its own tasks and the ones of the entities which interact directly with it: user 

areas and suppliers. That is why some of the identified problems are within the 

responsibility ambit of two entities. The author has proposed improvement measures 

to address some of the problems. 

 

 

Errors in RFPs 

Errors in the creation of RFPs delay the purchasing process because the sourcing event 

in the procurement platform cannot be opened to suppliers until the RFP is loaded. 

Some frequent errors are missing information, wrong format or the use of incorrect 

terms and units (of measurement).  

 

This task of defining RFPs is under the responsibility of each user area although the PD 

can assist them. Actually, it was demonstrated through the results of interviews and 

survey that there is a percentage of customers who would like to receive a stronger 

support in this phase of the PP. Therefore, addressing this problem would improve the 

customer satisfaction in two ways: 

 Reducing the total purchasing process response time 

 Providing the help that clients are requiring 

 

The purchasing department can define and implement standardized formats for RFPs’ 

submission, assuring that all the required information is included and correctly 

organized. This action would also imply explaining the customers the initiative and 

teaching them the proper way to use the new instrument.  

 

 

Entity Inherent to the process Causes of avoidable delays

Budget not released

Incorrect budget

Errors in purchase request creation

Errors in RFPs

Negotiation

Administrative tasks Postponement of purchase due to workload

Purchasing board decisions

Errors in offer loaded

Technical failures

Purchase request not created

Disagreement about invited and/or selected 

suppliers

Problems in negotiation

Purchasing department (PD)

Supplier Response time to load offer

Technical evaluation of offers

Budget control department Budget approval

Standard response timeSystems

User area (UA)
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Disagreement about invited and/or selected suppliers 

The PD is regulated by the corporate office and the guidelines of the ETG purchasing 

model; the management and selection of suppliers as well as the awarding of the 

purchase are done according to these parameters. However, some internal customers 

are not aware of the rules or do not understand them; consequently they do not 

accept them. This problem is explained in detail during the analysis of the “purchasing 

model” dimension.  

 

In order to solve this situation it is necessary that the PD clarify to its internal clients 

the rules about supplier selection process and the PP in general. This can be done 

through one to one or group meetings and even through a friendly email summarizing 

the main aspects of the purchasing process. 

 

7.1.1.2. Proactivity 

In many aspects, the organizational culture of MWS is reactive instead of proactive. 

The PD is used to work driven by the requisitions of clients instead of looking for a way 

to be ahead of them. Certainly, there are some measures in practice but not at 

departmental level. As it was explained in section 5.2.2.2, at the start of every year the 

purchasing corporate office makes the planning for the year ahead and defines the 

BBN. Each cost center is assigned with a budget defined based on forecasts 

constructed according to information from previous years and inputs from the user 

areas.  

 

However, besides the above, there is no other action related with proactivity. The 

allocation of funds to the areas is a corporate task needed for the correct operations of 

the company but it affects only the financial aspect and not the operative one. Inside 

the purchasing department of MWS there are no measures taken to anticipate actual 

needs of the internal customers. This was evidenced with the low ranking received by 

the questions related to needs anticipation and early identification of problems which 

in turn relates to the PD in the planning stage of projects. 

 

It is true that although being negatively evaluated, proactivity was not among the main 

concerns of the clients; this means that they are aware of the lack of proactive actions 

but they do not expect that situation to change. This affirmation is based on the results 

from interviews; unfortunately it was not possible to evaluate the expectations of a 

bigger sample of internal clients through the survey due to the restriction on the 

number of questions. The results show that, as the purchasing personnel, user areas 

are used to the current way to work which gives low importance to the early 

involvement with customers.  
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Despite this fact, increasing proactivity inside the PD would generate many benefits 

and would improve the perception of the PD. Proactivity can be improved through 

different actions, for instance creating an alert system for repetitive purchases that 

inform buyers when the time for a renewal is close. In this way they could approach 

the corresponding user area to start the process instead of waiting until the customer 

does it. Another measure is to participate in the planning process of the user areas, 

especially when important projects are being defined. This measure would also help to 

address another problem discussed during interviews; the user areas dealing directly 

with suppliers before the PD starts working on the purchase.  

 

This approach is strongly supported by literature review; where the encouragement of 

purchasing involvement is evident. Not only the participation in the planning process 

but the interaction with other functions in general; an adequate internal customer 

relationships management is considered a best practice. Furthermore, the interaction 

among departments is one of the variables impacting a firm’s ability to perform value-

based purchasing.  

 

7.1.1.3. Purchasing model 

The ETG purchasing model which is used in MWS was widely criticized by internal 

customers during interviews. The most frequent complaints were about its lack of 

flexibility and its exclusive focus on price which does not allow considering the value 

for money aspect in the selection of suppliers. Table 23 below summarizes the 

disadvantages of the current purchasing model according to customers’ opinions. 

 

 
Table 23. Disadvantages of the ETG purchasing model according to customers’ opinion 

 (Source: Made by the author) 

 

As explained in section 5.2 this model has been defined by the corporate office and it 

is used by all the enterprises belonging to the Group, providing a common ground for 

their operations. Due to its corporate nature, the model is focused in the global results 

• Complexity 

• Bureaucracy

• Lack of flexibility

• Limited options of awarding

• Exclusive focus on price

• Restriction on user-supplier contact

• Impossibility to maintain conditions 

with suppliers in the long term

• Inadequate long term vision

• Constant changes

• Conflict of interests generation

Disadvantages of the ETG purchasing 

model
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of the Group instead of in individual results of business units. This means that in 

occasions some actions that benefit the whole Group have to be taken although the 

particular interests of one of the business units seem to be affected.  

 

For instance, synergies are sought because they report benefits for the entire 

corporation. A synergy is accomplished when purchases from different companies of 

the Group are negotiated together with the same supplier. The problem arises when 

some of the internal customers involved in the purchase have preferences for 

particular suppliers and are not happy with the final decision. An overview is required 

to understand that the Group obtains higher benefits in this way; not only because of 

the lower prices and better conditions derived from bulk purchases but also because of 

the positioning in the suppliers’ client portfolio. This is directly related with the 

problem of fragmentation of spend described by Lonsdale & Watson (2005). 

 

The preference for a specific supplier can be due to technical reasons but in occasions 

it is merely because of personal taste or friendship with the supplier and these are 

obviously not valid reasons for selecting a provider. One of the functions of the 

purchasing department is to guarantee the transparency of the process; if the 

selection of a supplier is not justified it is not possible to award the purchase.  

 

The author has concluded that in this aspect the model is neither well followed nor 

understood by user areas because they do not see more than their own benefit. It is 

therefore necessary that the PD explains them the reasons behind the existing rules 

and how they are also benefited when strategies like synergies are applied (for 

example obtaining better conditions in future purchases with the same supplier).  

 

Another important issue to consider is if the behavior of internal clients is due to the 

performance measurement system utilized by ETG to evaluate the companies from the 

Group. As mentioned by Dumond (1994), the evaluation systems influence decision 

making. It would be contradictory to promote the search of advantages as a big team 

and then evaluate each business unit only in base of its individual economic 

contribution. It is necessary to recognize their contribution when they cooperate with 

the corporation. 

 

In relation to the model’s rigid price-orientation buyers also recognize the need to 

make the model more flexible. This characteristic of the model is source of countless 

conflicts of interest between user areas and the PD, deteriorating the relationship. An 

option to include the quality aspect in the selection of supplier and improve the value 

for money received is to set different price targets to suppliers according to their 

quality.  
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The above idea implies to reduce the requirements on price for suppliers with better 

quality; a provider can be selected if the quality of its products or services 

compensates the difference in price with other suppliers. Currently, the technical 

evaluation of suppliers done by user areas is taken as a pass/no pass tool and the 

ranking of each supplier is not considered. With the methodology proposed, those 

differences would be meaningful.  

 

7.1.2. Other problems identified 

During the time spent working in the purchasing department of MWS, the author 

identified several problematic situations through direct observation and experience. 

Some of them overlap with the ones found through the analysis, confirming their 

importance.  Those problems are listed below. 

 The objectives of the different departments of MWS are not aligned, which is a 

source of conflicts. 

 The silo view and functional culture prevail in the departments; each area looks 

only after its own interests and there is no real cooperation among them. 

 There is not a customer-centric culture. Although the purchasing personnel 

provide an adequate treatment to customers; inside the PD there is a general 

tendency to see the user area as an opponent.  

 User areas are not aware of the standard time needed to complete a purchase. 

 Some of the users do not know the rules imposed by the purchasing model or 

they are not aware of recent changes to them. 

 Internal customers start calculating the duration of the purchase since they 

identify and communicate their need but the process for the PD starts only 

when the request order is received. 

 In many occasions user areas do not want to involve the purchasing 

department in the planning phase of their projects, resulting in subsequent 

differences between buyers and suppliers. 

 Tough the members of the purchasing team recognize the disadvantages of the 

purchasing model; they think that nothing can be done to improve it because it 

is defined by the corporate office. 

 Buyers do not have enough time to search new suppliers unless they are 

required to by internal customers. The purchasing personnel could provide 

more value to the operations if they had the possibility to look for different 

options in the market and compare them. 

 In general, the high administrative workload prevents purchasing personnel 

from doing more strategic tasks. 
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 There are strategies in theory that are not applied in practice. For instance, the 

application of different target prices to suppliers according to their quality 

level.  

 The use of two systems for managing the purchases (SAP and Adquira) makes 

the process slower and vulnerable to errors. 

 The platform Adquira is slow, complex to use and represent an inconvenience 

to suppliers due to the obligatory fee they have to pay to use it. 

 

7.1.3. Suggestions for improvement 

The suggestions for improvement related to the critical aspects analyzed in section 

7.1.1 as well as others solutions proposed by the author to improve the current 

operations of MWS purchasing department are listed in Table 24.  

 

 
Table 24. Suggestions for improvement for the PD of MWS 

 (Source: Made by the author) 

Situation Suggestion for improvement
Errors in RFPs creation • Standardize RFPs' templates

• Inform customers about the reasons of the PD decisions

• Make sure users know and understand the guidelines of the purchasing model

   - Create a guide for users with relevant information about the model

   - Organize group or one to one meetings to explain users about the model

• Set different price targets to suppliers according to their quality level, favoring

the ones with better level
• Include a clause in the model comprising situations when contact user-supplier is 

required before the purchase

• Allow direct purchase from selected suppliers' catalogs for small purchases 

(previously defined in agreement with the corporate office)

• Inform timely about changes in the model through emails or meetings if the change 

is relevant

• Create an alert system for repetitive purchases and renewals

• Participate in the planning process of user areas

• Develop strategic internal client parterships

   - Create the "buyer-partner" role: each one of the buyers should be in regular contact 

with defined user areas in order to help them and transmit their concerns to the rest 

of the purchasing team

• Encourage a customer-centric culture

   - Emphasize in meetings the importance of focus on satisfy customer needs

   - Perform internal quality satisfaction evaluation in a regular basis

   - Implement performance metrics that reflect customers' priorities (for instance 

speed and timing)

   - Ask customers for feedback even in an informal way

   - The chief of purchasing should lead by example

Complex ineffiecient systems
• Integrate systems

   - Consider implementing the purchases module of SAP

Low involvement with customers / 

silo view / functional culture

Recommendations

• Revise performance measurement system to assure it is ine line with objectives of the PD and provides an adequate 

guideline for personnel performance.

• Allocate time for buyers to do research about market conditions and potential altertative suppliers.

Rigid conditions (price-focused) for 

suppliers' selection and awarding 

of the purchase - Leads to 

customers' complaints

Lack of proactivity

Restrictive and complex purchasing 

model - Leads to customers' 

complaints
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In order to develop these proposals, the author considered the characteristics of the 

purchasing model of ETG, the way of working of the PD and the problems described in 

previous sections of this document. Then, the current state was compared against the 

recommendations and best practices found through literature review (presented in 

chapter 3) and measures to fill the gaps were proposed. Consequently, most of the 

suggestions are based on that review, while some others were elaborated with 

information discussed during internal meetings with the purchasing team of MWS. 

 

As mentioned in chapter 3, some of the measures have impact in more than one 

problem, as the case of the “buyer-partner” role proposal. Having a person interacting 

directly with the customers to get to know their problems can also be the occasion to 

inform customers about the purchasing model and the purchasing process in general. 

In the same way, it could help to reduce the silo view of both PD and user area.  

 

Overall, the application of improvement measures and their communication to 

customers can help to better the perception that customers have about the PD. The 

result of the proposals is equally important but the perceived quality can improve even 

before that tangible results are obtained (for instance a reduction in the total 

purchasing process time). 

 

 

7.2. Purchasing maturity matrix based on value added 

Since through literature review it was found that purchasing maturity has a positive 

influence in all the types of value added by the PD (section 3.4.1), the author suggest 

that it is possible and useful to develop a purchasing maturity matrix using the 

contribution of value as dominant criterion. The dimensions would be constituted by 

the different types of value added and the stages of development should be related to 

best practices and information collected through surveys, as it is indicated by literature 

review. The inclusion of data gathered by survey could be used as a way to customize 

the matrix to a specific organization, applying the survey internally and then 

developing the tool. 

 

Although models following a single criterion are prone to limitations, the use of the 

four types of value added as dimensions cover the whole ambit of influence of the PD 

and therefore, every important aspect can be categorized under one of these divisions. 

The author shares Schiele’s (2007) opinion about the limitation that supposes the use 

of supplier relations as an indicator of development since not all enterprises can 

benefit from the integrative approach. This is especially true for the service industry as 

it was verified by the author during her practices in a telecommunication company. 



 
 

The Value Added by the Purchasing Department to the Organization 

                                                                                                                                                   Page   

 
 100 

The author finds that most of the work done about PM is related to the manufacturing 

industry and utilizes criterion applicable only in that ambit.  

From the author’s point of view the purchasing development model is valid only within 

the understanding of the industry where the company is involved. Different purchasing 

maturity matrix should be developed according to the industry and then customized by 

the specific company that decides to apply it. Since the PM matrix is basically a 

comparison tool based in best practices to identify opportunity areas; a generic 

“industry PM matrix” can be created and used for external benchmarking. In the other 

hand the same generic matrix can be customized including the data from survey 

analysis as mentioned before and reflect guidelines from the organization. This 

customized PM matrix should be used for internal benchmarking and continuous 

improvement.  

 

In general, the methods that consider that there is a one best way for all firms to 

behave are not supported by the author; even best practices cannot be applied in all 

companies without distinction. The author supports the existence of general common 

guidelines but believes that the tools should be adapted to each industry and 

company. 

 

An attempt to initiate the creation of the PM matrix based on VA has been made 

starting from the work done in MWS. The questionnaire used for the survey was 

transformed in a matrix that would be utilized to measure the dimension of VA for 

internal customers. This matrix can be found in Appendix VI. The statements were 

modified to be general descriptions of a desirable condition. The dimensions of VA 

would become sub-dimensions containing drivers as in the analysis presented in 

chapter 6. To complete the matrix, studies should have to be carried out to determine 

the sub-dimensions and drivers to measure in each other dimension (VA to the 

organization, to suppliers, to the purchasing process). 

 

 

 

7.3. Limitations 

This research study has some limitations that have to be considered by the readers. 

First of all, the study was conducted in Europe; there is no evidence that similar results 

would be obtained for companies operating in different locations. Being this analysis 

strongly based on perceptions, it is presumable that culture plays an important role 

influencing the results. 
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Besides, the empirical research was carried out in only one company with a relatively 

small purchasing department. Although the enterprise is big, only five buyers 

constitute the PD along with the chief of purchasing and therefore statistical analysis is 

of limited meaning. Another factor that can affect the validity of information is that the 

analysis presented is based in data gathered through interviews and an internal 

survey; in both cases interpretation and bias of information is always a risk.  

 

As mentioned in chapter 4 (section 4.6.3), subjectivity could had been present during 

the interviews and when interpreting the information received; the honesty of the 

answers is another issue to consider. In the case of the survey the author guess that 

many people didn’t reply because the collection method of responses (through email) 

does not allow keeping anonymity. In addition, some of the respondents could have 

provided answers that do not compromise them, what would explain in part the high 

number of “neutral” answers.  

 

Another limitation comes from the restriction of approaching personnel inside the 

organization without previous authorization from the chief of purchasing. This resulted 

in the fact that the samples for interviews and survey were not determined by 

statistical methods but by the head of the department. Although this had a positive 

aspect, making possible to contact relevant people inside the firm, it would be better 

to use a bigger sample especially for confirmation purposes. 

 

Generalizations of the model proposed and the suggestions made, can be done only 

for companies of similar size, with comparable purchasing departments, having 

implemented the same centralized purchasing structure and working in the service 

industry. The last aspect is of special relevance; for companies belonging to the 

manufacturing industry the conditions are very different. Finally, there is no yet proof 

of the applicability of the model proposed since it was not possible to test it in reality. 

 

In spite of its limitations, this study contributes to the better understanding on how to 

measure the value added provided by the PD to its internal clients. It also constitutes a 

detailed analysis of the current operations of the MWS purchasing department and a 

strong source of ideas about where to focus the efforts, having identified several 

improvement opportunities. 
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7.4. Recommendations for further research 

This study should be replicated in other companies to have a set of comparable data 

and evaluate the validity of the findings. Results obtained in enterprises from different 

countries would allow getting a better generalization and stronger conclusions. It is 

also recommended to replicate the research using bigger samples, especially for 

confirmation purposes.  

 

In the same line, the survey could include also a section to evaluate expectations, 

enabling the performance of a more comprehensive gap analysis which would include 

opinions from more customers. The answers could be classified according to the 

respondent user area to identify differences in perceptions among them. This would 

make possible to understand the priorities of each user. Furthermore, the bases used 

to analyze the value added to internal clients to the PD can be used to analyze the VA 

provided to internal customers of any other department of the organization. It only 

would be necessary to adjust the drivers and the statements of the questionnaire. 

 

In addition, the scope of this study can be extended to the other types of value added 

by the purchasing department and elaborate similar measurement instruments for the 

value provided to suppliers, the organization and the purchasing process. A matrix of 

purchasing maturity based on these four axes has been proposed. 

 

For the case of MWS, it would be interesting to implement the suggestions of 

improvement proposed and evaluate their impact in the clients’ perception after a 

reasonable period of time. To conclude, since it has been proved by other research 

studies the existence of a correlation between the satisfaction of internal customers of 

the PD and the overall results of the company, it would be relevant to measure the 

weight of that relationship. 
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Generate purc hase 
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Make the P.O. go 
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Send award le tter to  

supplier to  fomalize 

the transac tion
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MWS PURCHASING PROCESS

User area Budget Control Purchasing Supplier

Identify need and 

in form to Purc hasing 

department
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level A purchase? 
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Is it a magnitud 
level A purchase? 

No
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INTERVIEW TO USER AREAS OF THE PURCHASING DEPARTMENT 

Department: 

Position: 

 

Please evaluate the importance level of the following factors in the creation of value by the 

purchasing department within its relationship with user areas (your area).  Use a scale from 1 

to 5 where 1 is the minimum importance and 5 is the maximum.  

Utilize the same scale to rate your perception about the actual value added for each factor 

regarding our purchasing department (1=low value added, 5=high value added). 

If you have suggestions for adding value factors please add them at the end.  

 

 
 

 

If you had to choose 4 essential factors from the list, which would they be? Please distribute 

100 points among them according to their relative weight in your opinion. 

 

 

 
 

Factor

Importance level to 

the contribution of 

value

Actual value added 

in practice

Reliability

Willingness to help

Knowledge about products and services

Empathy with user area

Accessibility

Process response time

Maturity of the model

Information management

Alignment with global objectives

Others:

Factor Weight
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How do you evaluate the importance of the value contribution by the purchasing department 

to your area in each stage of the purchasing process? Use a scale from 1 to 5 where 1 is the 

minimum importance and 5 is the maximum.  

In the same way, please utilize that scale to rate your perception about the level of the 

received support by our purchasing department in each one of the stages. 

 

 

 

 

Where do you find the greatest contribution of value by the purchasing department? 

 

 

 

 

 

Overall, how satisfied are you with the service provided by the purchasing department in a 

scale of 1 to 10? 

 

 

 

 

 

Stage of the purchasing process

Importance level to 

the contribution of 

value

Actual value added 

in practice

Needs anticipation (of user area)

Recognition of problems

Determination of the characteristics or P/S

Assistance on the definition of RFPs

Search for potential suppliers

Communication with suppliers

Negotiation and awarding of the purchase

Post-purchase support if needed

Help with suppliers evaluation
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INTERVIEW TO PERSONNEL OF THE PURCHASING DEPARTMENT (BUYERS) 

Please evaluate the importance level of the following factors in the creation of value by the 

purchasing department within its relationship with user areas. Use a scale from 1 to 5 where 1 

is the minimum importance and 5 is the maximum.  

Utilize the same scale to rate your perception about the actual value that you department 

delivers regarding each factor. (1=low value added, 5=high value added). 

If you have suggestions for adding value factors please add them at the end.  

 

 
 

 

 

If you had to choose 4 essential factors from the list, which would they be? Please distribute 

100 points among them according to their relative weight in your opinion. 

 

 

 
 

 

 

Factor

Importance level to 

the contribution of 

value

Actual value added 

in practice

Reliability

Willingness to help

Knowledge about products and services

Empathy with user area

Accessibility

Process response time

Maturity of the model

Information management

Alignment with global objectives

Others:

Factor Weight
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How do you evaluate the importance of the value contribution by your department to the user 

areas in each stage of the purchasing process? Use a scale from 1 to 5 where 1 is the minimum 

importance and 5 is the maximum.  

In the same way, please utilize that scale to rate your perception about the level of the 

provided support by your department to the internal customer in each one of the stages. 

 

 

 

 

Where do you find the greatest contribution of value by the purchasing department? 

Which is the most difficult task or process in your job? Which challenges do you have to face? 

What causes delays in your job? 

How is your relation with the user areas? Which factors define a good relationship with them? 

What do you think the user areas appreciate the most about your job? 

How is your relation with suppliers? What determines a successful relationship with them? 

What would you change or improve in the purchasing process and/or model? 

 

 

 

 

 

 

Stage of the purchasing process

Importance level to 

the contribution of 

value

Actual value added 

in practice

Needs anticipation (of user area)

Recognition of problems

Determination of the characteristics or P/S

Assistance on the definition of RFPs

Search for potential suppliers

Communication with suppliers

Negotiation and awarding of the purchase

Post-purchase support if needed

Help with suppliers evaluation
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Interviewee Department Position

1 Management and finance Consultant top

2 Network/Budget control Consultant senior

3 Strategy and resources/Planning Manager

4 Product and services development Consultant top

5 General services/Human resources Consultant senior

6 Technical development Consultant senior

7 Wholesales solutions Consultant senior

8 International services Consultant top

9 Communications Manager

10 Marketing and sales Consultant top

11 Purchasing Buyer

12 Purchasing Buyer

13 Purchasing Buyer

14 Purchasing Buyer

15 Purchasing Buyer
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Please evaluate each one of the following statements according to your experience and mark 

the blank that fits better with your opinion. 
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1 2 3 4 5

1
The purchasing department consults me about my current and

future purchasing needs.

2

The purchasing department works together with my area to plan

future purchases in order to have better forcasting and

management.

3
I can rely on the purchasing department to carry out my purchases in

the best  possible way to get satisfactory results.

4
The purchasing department is willing to help me when I need it and

gives me personalized attention.

5

I receive prompt and adequate responses to emails and phone calls I 

make to the purchasing department; communication flows

smoothly.

6
The purchasing department gives me enough and timely

information about the satus of my purchases.

7
The purchasing department understands my needs and shows

interest in solving my problems.

8

The purchasing department posseses the necessary knowledge

about the products and services that my department handles in

order to guarantee the understanding of my needs and proper

suppliers management.

9
The purchasing department has the required experience for the

proper performance of their activities.

10
The purchasing department strives to speed up the process once

they are aware of my needs.

11 The process time of my purchases suits my needs and expectations.

12
I consider the ETG's purchasing model is adequate for the current

needs of the Company.

13
I receive adequate and timely information about changes on the

EGT's purchasing model.

14
The objectives of the purchasing department are aligned with the

global objectives of ETG and MWS.

15
The objectives of the purchasing department are aligned with the

objectives of my department.

16
The purchasing department provides me information about

available potential suppliers.

17
The purchasing department helps me in the definition and creation

of RFPs.

18
The performance of the purchasing department in the negotiation

and award of the purchases is satisfactory.

QUESTION
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Dimension Driver Description Weight

Assistance on the definition of RFPs
The purchasing department helps the clients in the definition and 

creation of RFPs.

Search for potential suppliers
The purchasing department provides the clients with information 

about available potential suppliers.

Willingness to help
The purchasing department is willing to help clients when they need 

it and gives them personalized attention.

Empathy with user area
The purchasing department understands the clients' needs and 

shows interest in solving their problems.

Accessibility
The purchasing department answers to emails and phone calls in a 

prompt and adequate way; communication flows smoothly.

Information management
The purchasing department provides clients with enough and timely 

information about the satus of their purchases.

Reliability
The purchasing department is capable to carry out the purchases in 

the best  possible way to get satisfactory results.

Negotiation and awarding of the purchase
The performance of the purchasing department in the negotiation 

and award of the purchases is satisfactory.

PD influence on process response time
The purchasing department strives to speed up the process once 

they are aware of the clients' needs.

Process response time
The process time of the purchases suits clients' needs and 

expectations.

Needs anticipation
The purchasing department consults the clients about their current 

and forecasted purchasing needs.

Early identification of problems

The purchasing department works together with user areas to plan 

future purchases in order to have better forcasting and avoid future 

problems.

Communication of changes in the model
 Adequate information about changes on the purchasing model is 

sent to users in a timely manner.

Maturity of the model
The purchasing model of the Company is adequate for its current 

needs.

Experience*
The purchasing department has the required experience for the 

proper performance of their activities.

Knowledge about products and services

The purchasing department posseses the necessary knowledge 

about products and services in order to guarantee the understanding 

of clients' needs and proper suppliers management.

Alignment with global objectives
The objectives of the purchasing department are aligned with the 

global objectives of the Company.

Alignment with user areas' objectives
The objectives of the purchasing department are not in conflict with 

the objectives of user areas.
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